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EDITOR'SNOTE

Contraceptive social marketing programs are also known as commercial
retail sales (CRS) programs, contraceptive retail sales (CRS) programs, com-
mercial distribution of contraceptives (CDC) programs, or sometimes simply
social marketing programs. In these reports the term CSM is generally used,
except when a specific project has adopted one of the above terms as, or as

part of, its project name.
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EXECUTIVE SUMMARY

ICSMP Consultant Ralph Susman visited Ghana from May 8-18, 1981 for the
purpose of assessing the current status of the CSM project in Ghana. In
particular, Mr. Susman was directed to identify the obstacles which have
prevented the program from operating effectively in the recent past and to
recommend steps for their resolution. Of primary importance in this consultancy
was to determine whether the Memorandum of Agreement, which formed the
contractual basis for the program but has since expired, could be renegotiated,

and if so how the new agreement should be structured.

It is the opinion of the consultant in this report that the major obstacle to
effective management and operation of the program is the current controlling
agency, the Ghana National Family Planning Program. The apparent problems of
the GNFPP are pointed out in detail in this report and range from specific
institutional deficiencies to the broader aspects of economic policy and
conditions in Ghana at present, Despite the broader economic problems plaguing
the country, it is the conclusion of the consultant that given a new management
and control system, the CSM program in Ghana could be revived and could make

a valuable contribution to family planning efforts in Ghana.



L BACKGROUND

A contract for the conduct of a Commercial Retail Sales (CRS) of contracep-
tives project was awarded to Westinghouse Health Systems on June 30, 1976
(AID/pha-C1145). Due to certain bureaucratic issues in Ghana, implementation
of the contract was delayed almost one year, and the Westinghouse Project
Manager did not take up residence in Accra until June 12, 1977. The original
contract, scheduled for completion June 30, 1979, was extended through April
30, 1980.

The CRS Project operated by Westinghouse Health Systems was to carry out its
work under the general supervision of the Ghana National Family Planning
Programme Secretariat (GNFPP). The GNFPP Secretariat, charged with plan-
ning and coordinating all family planning activities in Ghana, is funded by the
Ministry of Finance and Economic Planning and works with the Ministries of
Health, Information, Labor and Agriculture. The GNFPP established and
presently operates a network of family planning clinics. It also carries out

training programs for field workers from the various ministries.

The Westinghouse Health Systems contract did not contain a specific mechanism
for the transfer of operational control of the project to a local entity at such
time as the Westinghouse/USAID contract ended. During the final six months of
1979, the Westinghouse resident Program Director made numerous approaches to
the GNFPP, putting forth a series of alternative approaches to the transfer of

project control and management to a local entity,

Following rather prolonged consideration, the GNFPP Secretariat, in March,
1980, designated two of its staff members to concentrate on CRS Project
management. The Westinghouse CRS Project Director undertook to provide
orientation and familiarization about project activities for the two GNFPP
designated CRS program managers. At about the same time, Westinghouse sub-
contracts with the project distributor (DANAFCO) and advertising agency
(LINTAS:GHANA) were terminated and new distribution and advertising con-

tracts were concluded by the GNFPP with these two organizations.
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By the time the Westinghouse Health Systems/USAID contract expired, (April 30,
1980) several key matters had been attended to by the Westinghouse Project

Manager.

o The two GNFPP project management designees had been
provided with lengthy verbal briefings and a detailed and
extensive briefing letter (dated March 17, 1980). (See
Appendix 1.)

o A contract was drawn up and signed by GNFPP and
DANAFCO. Ltd. specifying the scope of work and prices
for the continued printing of packaging materials, the
packaging of commodities and their distribution and sale.

o Approximately one year's supply of project printing and
packaging materials were purchased in England and arrange-
ments made for shipment to Accra. This was necessitated
by the fact that such project materials were exhausted and
none was available in Ghana. The shipment, which arrived
in April 1980, included paper, board, inks, printing plates,
cutting dies, etc. Upon arrival these materials were trans-
ferred to the DANAFCO Ltd. Warehouse.

o It was estimated that the fresh shipment of printing and
packaging materials would, based upon prior sales experi-
ence, be sufficient for the printing of the following quantity
of packaging:

SSS Colored Condom - 6 units per box 200,000 boxes
Floril (orals) - 1 cycle per box 155,000 boxes
Coral (foam tablet) - 6 units per box 620,000 boxes
SSS Dispensers - 10 boxes each 20,000 dispensers
Floril Dispensers - 24 cycles each 7,000 dispensers
Coral Dispensers - 10 boxes each 62,000 dispensers

o Funds generated by sales of CRS commodities during the
period of the Westinghouse contract were deposited in
Barclays Bank of Ghana Main Office in an account called
"USAID Commercial Marketing Program." At the time of
Westinghouse USAID contract expiration (April 30, 1980)
tHese funds amounted to Cedis 91,431.90 or U.S.$33,248.33
when calculated at the official rate of Cedis 2.75 =
U.S.$1.00. Additional funds generated by sales in May, June
and July 1980 were deposited to the account by DANAFCO,
and as of August 13, 1980 the account contained Cedis
125,963.60 or U.S.$45,804.95.

o In-country stocks of contraceptives were sufficient for the
orderly continuation of the project. Neo-Sampoon tablets,
whose stock was somewhat depleted, were reordered and a
shipment of 1,700,000 tablets was already en-route by sea as
of August, 1980.



II. CURRENT SITUATION

In order to respond to the mandate of this consulting mission, it is necessary to
provide an overview of the present situation in Ghana. This necessarily includes

the overall economic situation as well as other relevant matters.

For some considerable time, Ghana has experienced a substantial economic slide.
The reasons for this are quite complex but related to internal political and
bureaucratic factors as well as such external factors as the price of oil, world
market prices for cocoa (the main export crop), etc. Protracted bureaucratic
malaise had led to an exacerbation of existing problems and to further strains
upon the social, economic and political institutions of the country. A few

examples will serve to illustrate the scope of the problem.

o Inflation at present is estimated at 150 percent.

o The Government continues to print new money which has no
form of underlying support, thus contributing to a debase-
ment of the currency and further heightening inflation.

o There are numerous examples of police and other civil
servants assigned up-country who have refused to work or
staged incidents due to long-standing non-payment of wages.

o In various parts of the country teachers, nurses and other
Government employees are not able to cash their paychecks
as banks refuse to honor Government checks.

o Due to neglect of the transportation infrastructure many
roads around the country are impassable because of deep
rutting, collapse of the road base, washout of small bridges
and culverts, etc. This not only prevents the delivery of
necessary supplies, including gasoline, to smaller villages
and towns but conversely causes great difficulty in shipping
agricultural produce to market and thus denies Accra of
certain needed agricultural foodstuffs.

o As aresult of Government pricing policies for cocoa coupled
with the problems of transportation, many cocoa growers
are either not planting new cocoa trees to replace older and
less productive ones or are clandestinely shipping large
amounts of cocoa beans across the borders into neighboring
countries where they receive a better price in convertable
currency, and where they can buy consumer goods and basic
supplies. This clandestine movement of a substantial por-
tion of the cocoa crop denies the Government of Ghana the



opportunity to earn hard currency via sales on the world
markets.

o Chronic shortages of essential drugs and supplies are evident
in hospitals both in Accra and elsewhere in the country.
There have been recent instances in which major hospitals in
Accra had exhausted all supplies of anesthetics, for exam-
ple.

The currency situation is a very real problem for nearly everyone; particularly
for companies doing business abroad where goods must be purchased with "hard"
or convertable currency. The Ghanaian Cedi must be classified as one of the
most overvalued currencies in the world. The official exchange rate is set at
02.75 = U.S.$1.00. It is worth noting, however, that - as might be expected in
such a situation - there is an active "grey" market as well as a flourishing "black"
market in both currency trading and the purchase of goods and services. The
present "grey" market yields about ¢€15.00 to the U.S. dollar while the "black"
market trades the Cedi at the rate of 30 to the dollar. The continued erosion of
the value of the Cedi has direct relevance for the project in terms of the
commodity pricing structure, diminished value of cash assets on hand, purchase
of necessary services and general overhead. This will be discussed in the main
body of the report.

One important and predictable consequence of high inflation in tandem with
greatly debased currency is the imposition of price controls on many key items.
Such price controls, which are almost impossible to enforce, inevitably en-
courage the development of a secondary or "black" market. Thus, for example,
one finds the shelves of many shops nearly empty of basic items such as matches,
soap, batteries, etc. In part, this is due to absolute shortages of such items. In
large measure, however it is due to the policy of price controls. Almost as soon
as a shop receives a shipment of batteries, for example, the street traders who
sell at real or "black" market prices buy up all the batteries at the controlled
price and sell them in the market stalls openly at the "black" market price. The
chronic shortage of almost everything produces a profound effect upon the
society and the availability and distribution of goods and services. This situation
impacts an activity such as a CRS Project in a number of different ways, all of
which must be taken into account in determining price, calculating net return,
and assuring that the contraceptive commodities are made available to intended

consumers.



As a result of the severely stagnated economy, high inflation, debased currency
and Government inertia, a number of important international companies have
either substantially reduced their activity or have entirely terminated their
operations in Ghana. In recent months, Lufthansa, Firestone and Alitalia have
totally ceased operations and it is likely that other companies will follow.
Deterioriation of the commercial infrastructure also affects a CRS activity. It
virtually mandates, that all goods and supplies for the conduct of the project be
imported. This in turn necessitates greater costs, longer lead time and more
administrative effort connected with import permits, etc. Spare parts for the
printing press which DANAFCO used for the CRS Project, for example, must
now be imported from Lagos at substantial cost, following the official permit by
the Government to pay for the parts in hard currency. Such chronic economic
difficulties also mean shortage of spare parts for vehicles as well as scarce
supplies of gasoline, both of which undermine the effective service capacity of

the project and the ability to expand its distribution network.

M. ASSESSMENT OF THE CURRENT STATUS OF THE GHANA CRS PROJECT

A. Expiration of the Memorandum of Agreement

The Memorandum of Agreement between the Government of Ghana and USAID

expired March 31, 1981. Since that time, there has been no contractual basis for

operating the CRS Project.

It should be noted that the language in the Memorandum of Agreement signed by
USAID on July 3, 1980 clearly anticipated both an expansion of the CRS Project

under the stewardship of the GNFPP and its continuation beyond the March 31,
1981 expiration date.

Page 3, item 12 of the Agreement states that:

"It is agreed that meetings will be held every six months

“between the GNFPPS and USAID to review CRS program
status and to plan future actions. In addition, ad hoc
meetings can be called at any time at the initiation of
either party" (see Appendix 2).



On December 4, 1980 Lawrence R. Eicher, Project Manager HPN, USAID/Accra
wrote a letter to S.K. Kwafo, Deputy Executive Director of the Ghana National

Family Planning Program Secretariat (GNFPPS) wherein he stated the following:

"Please also advise me when the GNFPP plans to convene
its semi-annual review with DANAFCO and Lintas. Such
a review should be most advantageous to all parties" (see
Appendix 3).

It is worth noting that despite this letter and the expressed understanding that
such a semi-annual review would be held, no positive action was ever taken by
the GNFPP up to the time GNFPP allowed the Memorandum of Agreement to
expire (March 3], 1981).

Further, some weeks prior to the above noted letter, Eicher had written to the
GNFPP reminding them that the Memorandum of Agreement for the CRS
Project would expire on March 31, 1981 and that as such there was a need to

meet for the review and determination of GNFPP plans for the next phase of the
project. The letter was positive in tone and clearly indicated the intent of
USAID to continue its support of the project (letter on file in Accra).

Despite repeated reminders to the GNFPP executives, however, Eicher never
received a reply to his letter, and no review of the project was ever carried out.
It may be said therefore, that as the result of GNFPP inaction, the record
remained incomplete as to GNFPP intentions up to the time the project was
allowed to expire.

B. Present Situation at the GNFPP

As noted earlier in the Background section, the GNFPP was given the mandate to
plan and coordinate all family planning activities in Ghana. In addition to its
planning and coordinating role, it set up and presently operates a network of
family planning clinics and carries out a number of training programs for field
workers from various ministries. It is the conclusion of this consultant that
there has long been bureaucratic competition between the GNFPP and the
Ministry of Health on matters related to policy and operational leadership of

population matters in Ghana. Whether or not the GNFPP has sufficient numbers



and quality of staff to carry out the planning and coordinating function of its
mandate is doubtful, however, there is substantial evidence, that the GNFPP has
demonstrated neither the managerial skills nor the programmatic understanding
to effectively carry out an operational activity such as the CRS Project.

The Secretariat of the GNFPP is headed by Dr. A.A. Armar whose Deputy is Mr.
S.J. Kwafo. Armar maintains total control of all decision making in the
Secretariat. His Deputy, Kwafo, is a Deputy in name only, having no authority in
any area of GNFPP activity. It may be useful to provide some illustration of the
management style of the GNFPP. On July 16, 1979 Raymond Martin, Population
Officer USAID/Accra wrote to Armar on the subject "Future Structure of the
Retail Contraceptive Sales Program."” A major portion of the letter was
concerned with the recruitment of an experienced marketing executive from the
commercial sector who would be trained by the Westinghouse Project Director
John Hayes to be his replacement upon the transfer of project control from
Westinghouse to the GNFPP. Martin made clear the view of USAID that such a
person should be recruited by the Westinghouse Project Director subject to
approval by the GNFPP. The letter is quite clear in stating that the project
sales manager to be recruited would be a key person for the future success of the
project. The letter goes on to say that "....he would essentially take responsi-
bility for the functions now performed by Mr. Hayes" (see Appendix 4).

This same letter concludes with the following paragraph:

"We hope the suggestions offered in this letter will be
useful to you in your planning and decisions. Because of
the urgency of designating a product sales manager who
will have sufficient time to work alongside Mr. Hayes
prior to the termination of the Westinghouse contract, we
would hope that you would make the necessary decisions
by the end of this month so that an orderly restructuring
of the CRS program can begin promptly."

Despite the sense of urgency indicated in the Martin letter, it was not until more
than one month later, August 20 to be precise, that Armar responded, and his
letter was not responsive to the request for decisive and prompt action as

requested in the Martin letter. (See Appendix 5.)



It is also worth noting that despite the sense of urgency conveyed in the Martin
letter of July 16, 1979, which resulted in an imprecise and unhurried response
dated August 20, 1979, no action of a definitive nature was undertaken by the
GNFPP until February 27, 1980. On this date a letter whose subject was titled
"Continuation of the Retail Sales Programme Project Started by Westinghouse,"
was sent to Hayes, The letter, signed by Mr. H.K. Acquaye, GNFPP Assistant
Director for Administration, on behalf of the Executive Director, stated that E
Osei-Kissih of the GNFPP staff was to be assigned as a liaison person between
the GNFPP and and DAN AFCO and would understudy Hayes during the transition
period. Kissih was to work under the supervision of Acquaye. The letter then
asks Hayes to "brief Mr. Kissih on the status of the project and make available to
him all relevant documents on the project prior to your departure in mid-March"

(see Appendix 6).

Thus it is that the letter from Ray Martin of July 16, 1979 finally culminated
more than seven months later in the designation of a GNFPP staff member who
lacked marketing and management experience, and has always considered his
CRS activity to be a kind of "second job" over and above his regular GNFPP
assignment for which he was not being compensated. It is noteworthy that the
assignment of this s:uccessor came only three weeks before Hayes was due to

leave Ghana.

A further indication of GNFPPs inability to manage and poor staff work occurred
following its takeover of the CRS Project. GNFPP announced to USAID/Accra
that its own clinic stocks of orals were substantially depleted and they had an
urgent need for 900,000 cycles of orals. The USAID Mission, wishing to be
helpful and supportive of the GNFPP, air shipped 900,000 cycles to Accra to
cover the GNFPP requirements. At this same time, however, the CRS Project
(now controlled by GNFPP) had 287,400 cycles of orals at the DANAFCO
warehouse from which they could easily have borrowed older stock (dated August

1976) thus obviating the necessity for an expensive air shipment,

Other problems are found in inventory, distribution and financial records at the
GNFPP, all of which are so poor as to obviate any possible use for effective
planning and program evaluation. For example, on January 2, 1981 a letter was

sent from Eicher to Kwafo at the GNFPP on the subject "Data Requirements On



Contraceptives for USAID Annual Budget Submission.” In this letter, Eicher
asked for information on three items concerning the CRS Project:

o January 1, 198] stock levels of difference types of contra-
ceptives including a breakdown, if possible, to show stocks
held in central storage and those held in regional ware-
houses;

o Projected sales of different contraceptives by year, from
1980 through 1985;

o Projected procurement requirements by year, from 1980
through 1985, which is available by calculation based on (1)
and (2). '

It is important to note that paragraph one of the letter tells the GNFPP that the
USAID Budget Submission, including contraceptive procurement, is due again in

Washington in February. Eicher asked that the data be provided by February 2,

which meant a four week lead time.

In response to the Eicher letter of January 2, the GNFPP sent a letter with
attachments on March 10th signed by E. Ossi-Kissih for the Executive Director.

Paragraph one states that:

"We have up till now not obtained the up-to-date figures
from the regional depots, where they have been received
however, they are quite negligible (sic)."”

The fact is that the GNFPP had no idea of what stocks it held up country and had

very incomplete data on the level of activity going on. The letter goes on to say,

"It is hoped therefore that the figures obtained from the
Central Stores will help in the exercise."

and proceeds to inform that

"™Note must also be taken of the fact that a greater
portion of the contraceptives are stored either at the
Secretariat Stores or the DAN AFCO warehouse in Accra."
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The facts revealed by the enclosed inventory staterﬁent, however, plainly showed
that the GNFPP did not know with any real precision what stocks it was holding

or where they were (see Appendix 7).

In response to the request to furnish projections of sales through 1985, the

GNFPP submitted data which projected the following (see Appendix 8).

For the period 1982 through 1985 increases were anticipated to be:

Orals 15% per year
Colored Condoms 10% per year
Plain Condoms 15% per year
Neo Sampoon 50% per year

In the course of a meeting with the GNFPP staff on May 11, 1981 this Consultant
asked about the apparent optimistically high level of projected increases in sales
and asked if GNFPP could furnish some basis or formula which they utilized to
derive the projections. We were told that the information was not immediately
available but that it would be found and made available. Despite two further
contacts with the GNFPP the information was not provided. It is not unreason-
able to conjecture that someone simply chose a figure for each type of
commodity and projected that same annual percentage increase over the four
year period. Surely there are no data generated by the CRS Project nor any
other evidence to support such projected increases in sales. Further problems

with respect to stock management and control are worth noting:

o In the commodity and procurement requirement report sent
to Eicher, the GNFPP showed zero stock of the Panther or
plain condom as of January, 1981. Likewise, the DANAFCO
stock report shows zero stock of plain condoms as of this
same date. Yet when this Consultant inspected the com-
modity storage facility at the GNFPP Secretariat it was
found that GNFPP was holding 66 cartons of 6000 pieces
each, or a total of 396,000 plain condoms. This stock had in
fact been there for some time but had simply been "over-
looked" by the GNFPP and thus never transferred to
DANAFCO for packaging and subsequent distribution and
sale.

o The same GNFPP report referred to above showed stock of
Neo-Sampoon (brand named "Coral") as 435,680 pieces as of
January, 1981. Yet the DANAFCO production report for
the month of January shows almost total depletion of this
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very popular commodity with only 1,610 pieces remaining to
pack. It is hard to imagine that the GNFPP was holding
such a large stock of Neo-Sampoon tablets and yet not
making them available to DANAFCO for packaging and
distribution at a time when there is a great demand and
products are in short supply on the shelves of shops and in
the stalls. Furthermore, it is difficult to understand where,
and how, the GNFPP would store such a sizeable shipment in
their otherwise limited facilities.

o During the course of this consultant's visit, a GNFPP staff
member indicated that GNFPP had "borrowed" 100 cartons
of "Coral" and that these had been withdraw funds. Accord-
ing to the Memorandum of Agreement all net revenues from
the CRS Project are to be placed in the project account and
the specific uses to which these funds may be put are
spelled out in the Memorandum of Agreement (Items 5
through 10).

At our meeting with the GNFPP staff presided over by Kwafo (May 11, 1981)
several matters concerning project finances were raised. First, we asked for a
report on the current balance in the project account. After a brief delay, Kissih

produced a report entitled GNFPP Commercial Account - Balance as at 30th

April 1981 (see Appendix 9). The balance shown on the initial presentation is
Cedis 166,214.80. When we reminded the GNFPP staff that the initial input
from Westinghouse was Cedis 125,963.60 and the DANAFCO had made sub-
sequent payments, they acknowledged that the record was not accurate. Follow-
ing a further delay additional data were added (in longhand) to the financial
report showing additional amounts of Cedis 7,831.50 (check number 485433 dated
9 October, 1980); Cedis 32,369.70 (check number 344428 dated 17 November
1980); and Cedis 13,458.00 (check number 916062 dated 30 March, 1981). Absent
from their report was a DANAFCO payment of Cedis 2,768.40 (check number
276133 dated 2 March, 1981). Thus, the balance is Cedis 219,874 if one accepts
the GNFPP data as given or Cedis 222,642.40 if one adds the March 2 payment
made by DANAFCO but not shown on their report.

We then asked about project disbursements made by the GNFPP under the terms

of the Memorandum of Agreement. We were not able to obtain a statement of

expenditure; however we were advised by the GNFPP that they have made no

disbursements for any purpose other than a small amount for transport of

commodity shipments from the port at Tema. After some discussion and

estimation it is assumed that these transport costs were about Cedis 9,000. We
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cannot be sure that this estimate is correct or that there were not other debits.
It is apparent, however, that the CRS Project financial record-keeping by the
GNFPP is grossly inadequate.

We asked the GNFPP on May 11 if all of the funds were in a checking account or
if any of the funds were put into an interest bearing account so as to enhance the
financial and programmatic capability of the project. The GNFPP reported that
all of the funds were held in the project checking account which is non-interest
bearing. We suggested that the GNFPP might wish to consider pufting the bulk
of funds into an interest bearing account and keep a leéser, operating balance in
the checking account. This suggestion was met with total silence, giving us little

hope that it would be given serious consideration or acted upon positively.

A futher point is relevant in this discussion of financial management. The
Westinghouse CRS Account check for Cedis 125,963.60 was sent to Kwafo on 4
December, 1980. Yet the balance report form GNFPP (Appendix 9) records the
check as of February 26, 1981 which is nearly three months later. No

satisfactory explanation is provided for this somewhat curious delay.

Given the extremely high inflation rate esitmated at 150% accompanied by the
progressive debasement of the currency, it is not effective managment for the
GNFPP Executive Director to allow all of the funds to remain in a non-interest
bearing account. Even if one accepts the lesser project balance of Cedis 219,874
and converts that amount at the official rate it means that the CRS Project has
generated U.S.$79,954.18 (rate of Cedis 2.75 = $1.00). However, if one considers
that prices for goods and services such as printing, advertising, etc. reflect more
nearly the unofficial but accepted "black market" exchange rate, one sees that
the project funds do not have a "real" value of $79,954.18 but are likely worth
something closer to $7,329.13.

This discussion of project funds, their management and effective utilization to

advance the project leads us to another and most important area.
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C. The Use of Project Funds for Advertising and Promotion

The Memorandum of Agreement under which the GNFPP operated the project

contains three provisions highly relevant to any review of any GNFPP conduct of

the CRS Project, including the proper use of project funds.

o Page 1, item &4 states: "It is agreed that the GNFPP will
contract with private or non-governmental firm(s) or
organization(s) to operate the program, prepare packaging
materials, package and distribute the contraceptives, pro-
mote and advertise the program and perform any other
functions considered desirable for the maintenance and
expansion of the program."

o Page 2, item 7 states in part that: "USAID hereby
provides concurrence for expenditures from the special
account for the following categories of activity... adver-
tising, both product specific and generic-promoting the
practice of family planning; marketing research and sales
evaluation; promotional efforts to expand the number of
retailers of contraceptives, retailer training."

o Page 2, item 9 states: '"Because of the potential of
commercial channels to reach people not served effec-
tively by other contraceptive delivery systems, .it is
agreed that proper emphasis shall be given to advertising
and other promotional efforts to make contraceptives
readily accessible throughout the country."

Despite the written and signed agreement concerning the importance of adver-
tising and promotion to the success and expansion of the CRS Project, the
GNFPP has consistently refused to spend any money on advertising and pro-
motional activities. In the course of our meeting with the GNFPP staff on May
11th, we raised this issue of non-activity in these two important areas. In
response to our inquiry, Kwafo, speaking for the GNFPP, stated that they
purposely did not advertise but rather "kept a low profile" and counted on "word
of mouth.,” Given the fact that the Government of Ghana has a positive
population policy and supports the CRS Project activity, one wonders why a "low
profile" would be necessary. Further, since there is such a great shortage of all
goods throughout the country, it seems inconceivable that the GNFPP would
choose to adopt a "low profile" and "word of mouth" approach to advertising and

promotion.
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There a number of possible reasons for the failure of the GNFPP to live up to the

provisions of the Memorandum of Agreement and specifically items 4, 7, and 9

(see Appendix 2):

o A fundamental lack of understanding about the concept of
a CRS Project, including the necessary know-how in basic
marketing and project management.

o A resentment and even mistrust of profit-making com-
panies such as Lintas: Ghana, the advertising agency, and
DANAFCO Ltd.

o A concern that a dynamic and highly successful CRS
Project might somehow outshine the less than dynamic
GNFPP run clinic program.

o Managerial indifference based upon a sense of having been
forced to take on an activity which the GNFPP does not
understand, did not want, and does not believe in.

It can readily be seen that the GNFPP, for various reasons, has not carried out

any advertising or promotion even though the Memorandum of Agreement

specifically requires and encourages such activities, and the project has suffered
as the result of such failure. While the costs of advertising and promotional
activities were constantly rising in the climate of Ghana's high inflation, the
GNFPP allowed the project funds to sit in the bank, gaining no interest, and
eroding in purchasing power month by month.

Let us now look at a major consequence of such inaction and mismanagement

from the standpoint of product availability.

D. GNFPP and the relationship with DANAFCO Ltd.

DANAFCO Ltd. was selected as the CRS Project distributor under the Westing-
house contract. This company, one hundred percent Ghanaian the past four
years, is part of a larger group of Danish owned or controlled companies, and has
been operating in Ghana for more than 2| years. DANAFCO is both a
manufacturer, importer and distributor of such products as anti-malarials,
vitamins, vermifuges, petroleum jelly, and a line of Cheeseboro-Ponds cosmetics
and toiletries. The company maintains four in-country warehouse/distribution

points at various locations in Ghana in addition to its central storage warehouse
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in Accra. DANAFCO's nationwide distribution capability is further enhanced by
its maintenance and operations of a complete in-house printing facility, thus
enabling the company to produce all CRS packages, instruction leaflets, etc.
The DANAFCO central warehouse, where the CRS commodities are stored, is
clean, dry, secure, air-conditioned, and superior to anything found on the African
continent. DANAFCO has a well-maintained fleet of large and small trucks and
thus has the capability of moving supplies to distant points in the country as well
as moving new shipments from the port at Tema to its warehouse and packaging
facility in Accra.

The contract between the GNFPP and DANAFCO, Ltd. requires that GNFPP
authorize any packaging and distribution activities. Yet for some considerable
time the GNFPP has failed to act decisively on the matter of authorizing
distribution. As can be seen in Table 1, there has been a progressive downturn in
the sales of CRS commodities, brought about entirely by the persistent refusal of
the GNFPP to authorize greater distribution (and in the case of plain condoms,
by withholding the CRS in-country stock of 396,000 pieces from DANAFCO).

TABLE 1

Cumulative Sales of CRS Commodities: August, 1980 - April, 1981

Floril Brand  Panther Brand SSS Brand Coral Brand Tabs.
Orals Plain Condoms Colored Condoms  (Neo-Sampoon)
August, 1980 None 2,611 224 7,552
September None 2,705 224 9,921
October None 2,705 341 10,689
November None 2,705 451 10,689
December None 2,705 1,232 10,689
January, 1981 None 2,705 3,176 10,689
February None 2,705 7,070 10,689
March None 2,705 11,620 10,732
April None 2,705 11,710 10,732

Source: DANACFCO Ltd, Stock and Sales Reports
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The data in Table 1 take on added relevance when one considers that the absence
of sales activity is not related in any way to an absence of stock. The CRS
Project commodity stock held by DANAFCO as of May, 1981 was as follows:

Coral 122 cartons x 58,500 packets of
2,880 tablets 6 tablets each

Floril 474 cartons x 10 x 287,400 cycles
50 cycles

84 cartons x 10 x 60 cycles

SSS 22% cartons x 60 x 22,500 packets of
100 condoms 6 condoms each

In addition to the stock of commodities, DANAFCO was also holding a
substantial supply of materials for the packaging of two commodities. As of
May, 1981 there were sufficient materials to produce 155,000 packets of Floril
(orals) and 200,000 packets of Coral (Neo-Sampoon spermicide tablets).

DANAFCO has reported that it simply cannot get the GNFPP to approve any
new packaging and distribution despite numerous approaches to GNFPP. To
illustrate, DANAFCO wrote to the GNFPP about the possibility of reducing the
number of colors on Floril packs because of printing problems and difficulty in
obtaining special parts, which must be imported, for the printing machine, They
have never received a reply to their request. Similarly on 19 March, 1981
DANAFCO wrote to the GNFPP requesting an increase in its profit margin due
to substantially increased overhead costs related to inflation. At the time of

this consultant's visit in mid-May no reply had been received.

DANAFCO reports a serious problem of not knowing to whom they are to report
or with whom to discuss their plans or concerns. Letters and calls to both Armar
and Kwafo remain either unanswered or are answered at a very late date in a

manner totally unresponsive to the content of the request.

According to the Managing Director of DANAFCO they are vastly undersupply-
ing their primary market because they are not permitted to pack and distribute.
Further, there are no stocks of CRS commodities in any of the DANAFCO up-
~ country warehouses even though DANAFCO reports no problem in making such
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rural deliveries and states that its four rural distribution warehouses are
regularly supplied with other DANAFCO products on average of twice per
month.

E. Summary of Current Status of Project

The present status of the CRS Project may be characterized as follows:

o The GNFPP allowed the Memorandum of Agreement with
USAID to expire on March 31, 1981.

o Prior to expiration of the agreement with GNFPP, the
project generated little distribution and sales activity
even though there is a clear demand for the product and
ample purchasing power to pay for the contraceptives.

o There are considerable supplies of contraceptives and
packaging materials in the DANAFCO warehouse but
their distribution has been impeded by GNFPP inaction
virtually from the outset of their stewardship.

o The GNFPP has consistently refused to make use of any
project funds for advertising and promotion.

o GNFPP financial and commodity record-keeping demon-
strates a lack of management competency to operate an
activity of the size and scope of the CRS Project.

o GNFPP policy and decision-making with respect to the
CRS Project has been in a state of near paralysis almost
from the start. The GNFPP executives appear unrespon-
sive and indifferent to requests from USAID, DANAFCO
and Lintas:Ghana.

o The GNFPP has failed to live up to any of the provisions
of the Memorandum of Agreements and thus the project
has accomplished little following the departure of West-
inghouse Project Director Hayes.

IV. OBSTACLES TO EFFECTIVE PROGRAM CONTINUATION
A. Overview
The foregoing section has described the current status of the CRS Project and

indicated the internal management problems of the GNFPP. It also provides an

overview the general economic situation in Ghana in which the project was
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operating. Identification of obstacles to effective program continuation requires
(1) an identification of the various principal actors or institutions and (2) an
assignment of their importance as part of the "problem" and their role in any

solution.

As discussed earlier, the failure of the GNFPP to manage the CRS Project

efficiently and in accordance with the provisions of the Memorandum of

Agreement constitutes the principal obstacle to effective program continuation.
It must be recognized, however, that GNFPP management deficiency does not
operate in a vacuum. The agency has a Board comprised of representatives from
several Ministries as well as the Planned Parenthood Association of Ghana. In
addition, it should be remembered that the GNFPP is funded by the Ministry of
Finance and Economic Planning and has ongoing and shared activities with the
Ministry of Health. To some considerable extent, the management problems of
the GNFPP reflect the larger bureaucratic and management stagnation occurring

at all levels in the Government of Ghana.

Any consideration of the relative importance of the various individuals or
agencies in effecting a solution must necessarily take account of the bureau-

cratic arrangements and the various competing interests which must be served.

Without any doubt, the Ministries of Finance/Economic Planning and Health are
the key agencies in bringing about an effective continuation of the project. It is
possible but not altogether likely that the Executive Director of the GNFPP
would allow the CRS Project to come under different sponsorship. However,
whether or not the Ministries of these two key agencies would be willing to act
expeditiously and with resolution to bring about the necessary changes in project

sponsorship is, at this time, a matter of uncertainty.

The issue of removing the CRS Project from GNFPP control can easily get
caught up in larger bureaucratic competition involving (1) the GNFPP and the
Ministry of Health; and (2) the Ministry of Health and the Ministry of
Finance/Economic Planning. In short, the principal actors in bringing about
effective project continuation are the Executive Director of the GNFPP,
together with senior officials in the Ministries of Finance/Economic Planning and

Health. The willingness of these various participants to take the immediate and
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necessary actions however is in part related to other bureaucratic interests,

relationships and priorities which these agencies have defined.

Identifying remedies to these obstacles must inevitably take into account these
bureaucratic realities in the GOG. The remedies, too, must inevitably involve
participation from important segments of the private sector, notably DANAFCO,
LTD., and Lintas:Ghana.

B. The GNFPP Perspective

Discussions held on several occasions with executives and staff of the GNFPP
were informative and revealing. Three basic questions were asked of the
GNFPP: (1) what reason or reasons are there for the progressive run-down of the
project as seen by the dimunition of distribution and sales: (2) what caused the

Memorandum of Agreement to expire on March 31, 1981, without any prior

negotiations for a new agreement to continue the project; and (3) what plans

might they have for a Phase II CRS Project if a new agreement is negotiated.

To the first question, no comprehensive explanations were provided. The only
"reasons" provided for the run-down of the project, which includes withholding
authorization for DANAFCO to distribute and refusal to carry out advertising
and promotional activities were: 1) the fact that Hayes "did everything himself
and did not train a replacement;" and 2) that DANAFCO, Ltd. does not have
sufficient sales points in Accra and is short on sales distribution activities in the
North of the country.

That John Hayes did "everything" must be seen in the context that he was the
on-site Project Director responsible for planning, organizing, staffing and
directing a new activity under the extremely difficult circumstances of little
institutional support and a fair amount of non-cooperation, The record is
abundantly clear that Hayes did everything possible to recruit and train a
suitable replacement. Hayes did his best to provide the necessary orientation
and briefing to the GNFPP staff members designated to coordinate project

activities following his departure at the end of the Westinghouse contract.
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Regarding allegations about the limited distribution network of DANAFCO, Ltd.,
it must be said that they were prepared to carry out such distribution as their
agreement stipulated and expand distribution as desirable and {easible,
DANAFCO distributes to 100% of the pharmacies in Accra. It also delivers to
other types of outlets including the Ghana National Trading Corporation.
Increasing the number of distribution points both in Accra and up-country was
never seriously explored by the GNFPP with DANAFCO. In fact, the GNFPP
withheld authorization from DANAFCO to distribute to an already commodity-

short market among its regular distribution outlets.

It is this consultant's opinion that without the excellent efforts of DANAFCO
there would have been no project once the GNFPP assumed sponsorship and

overall management control of the CRS Project.

As to the second point, no reasons were given by the GNFPP for allowing the
Memorandum of Agreement to expire without continuous discussions. As

mentioned earlier, a letter from Eicher to the GNFPP in the fourth quarter of
1980 reminding them of the need to review the project and discuss actions to be

taken prior to the March 31, 1981 expiration of the Memorandum of Agreement

received no reply. It can be surmised that the GNFPP executives assumed that
USAID would overlook the project termination date and that things would just

continue on as they were,

To the third point, there are no clear plans of GNFPP at present for a Phase Il
project in terms of marketing, advertising or distribution. GNFPP seems to feel
that Accra and near urban areas are adequately covered by clinics and regular
(high price) outlets and thus appear to indicate an interest in concentrating CRS
activities in rural areas. The possibility of a rural/urban mix for a Phase II
project was suggested, and there was agreement that this might be a useful
approach. However, it was clear that the GNFPP executives and staff had no
idea of the implications of such a rural/urban mix in terms of marketing,

promotion, advertising, logistics, etc.
The GNFPP suggested that they did not require the participation of DANAFCO,

Ltd., and could carry out the project, including the launch of rural distribution,

with their own resources. All that was needed was for USAID to provide
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sufficient vehicles. It should be noted that GNFPP has not been able to carry
out its present rural supply responsibilities, is unsure of what supplies are held in
rural depots and has only sporadic communication with the regional depots (see

Appendix 7).

It is clear that there has been no cumulative learning experience on the part of
the GNFPP Secretariat executives and staff. The CRS Project is for them a
simple extension of the clinic program. Added to this is resentment towards
DANAFCO and Lintas:Ghana, apparently centered around an ideological hostility
to profit-making organizations, although GNFPP grudgingly admitted that
DANAFCO takes all the risks, incurrs all the expenses and really makes the
project run. The concept of social marketing, including the interests and roles of
government and the private sector, were defined and spelled out in discussions
with the GNFPP; however, this consultant remains unconvinced such discussions
will result in a change of attitude by or effectiveness of the GNFPP with regard

to CRS management.

C. The DAN AFCO Ltd. Perspective

The obstacles as seen from the pespective of the distributor are very specific.

o Unresponsiveness of GNFPP to inquiries and requests
made by DANAFCO for program activities.

o Undersupply of the market due to GNFPP, failure to
authorize new packaging and distribution requests.

o Failure of the GNFPP to invest any funds in advertising
and promotijon activities. ‘

o The failure to develop a new pricing structure for CRS
commodities based upon existing marketplace costs for
consumer goods and food, and taking into account retail
prices for contraceptives sold in the pharmacies when
they are available. (The effect of Ghana's rampant
inflation has been to undermine the intrinsic value of the
CRS products whose prices were set several years ago.)

DANAFCO raised the need for change in their profit margin based upon steeply

rising costs such as gasoline, replacement parts for vehicles, and rising salaries

for staff and general overhead costs. DANAFCO wrote to the Executive
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Director of the GNFPP on March 19, 1981 requesting a renegotiation of its profit
margin. During the GNFPP meeting on May 11 (nearly two months after the
DANAFCO request) this consultant was told that a letter from GNFPP officially
requesting a change in the CRS commodity price structure had been sent to the
Ministry of Finance "about ten day ago" and that a response was expected "in
about ten days to two weeks." The propsed new pricing structure, however, was
not arrived at with any participation by DANAFCO nor had the GNFPP officially
responded to the March 19th request. (It should be noted that well informed
Ghanaians both in and out of government indicated that an estimation of ten
days to two weeks for the Ministry of Finance reply was not realistic and that

the time would be considerably longer.)

DANAFCO executives are also specific and to the point concerning remedies

which preclude GNFPP invlovement in Phase Il of the CRS project:

o USAID contract directly with DANAFCO to carry out all
packaging and distribution activities.

o USAID contract directly with Lintas:Ghana for adver-
tising or promotion activities or DANAFCO would con-
tract with Lintas:Ghana for its services,

o The development of an urban/rural mix with increased
distribution be accompanied by appropriate advertising
and promotional activities. Rural areas targeted for
possible expansion of the Project should include
Korforidua, Hohoe, Brong-Ahafo (USAID Primary Health
Care Project are) and either Wenchi or Techiman.

o A two-tier pricing structure be considered in which, at
least initially, there would be a price differential be-
tween the urban and rural areas, with urban prices being
slightly higher. (It was agreed by DANAFCO that this
had some merit and needed to be further considered in
the drawing up of a new pricing structure for a Phase Il
project.)

Along with the organizational and managerial efforts of WHS Project Director
Hayes one must give substantial weight to the contribution made by DANAFCO,
Ltd., to any success which this project has achieved. As indicated earlier, this is
a very well run organization whose records on distribution are excellent and
whose management has the capacity to plan intelligently, based upon a careful

evaluation of accumulated experience and data.
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D. The Lintas:Ghana Ltd. Perspective

The obstacles as seen from the perspective of the advertising agency are brief

and to the point.

GNFPP's absence of managerial skills and a failure to
understand the conceptual basis of a CRS activity.

Refusal of the GNFPP to undertake any advertising or
promotional activities despite Lintas' regular prodding.
(It is worth noting that all advertising ceased as of
January |, 1980 with the exception of 90 billboards
alrea)dy in place and contracted for through March 31,
1980).

The remedies suggeted by Lintas:Ghana Ltd. are also brief and to the point.

The CRS Project should be run either by Lintas:Ghana
Ltd. or DANAFCO, Ltd. via a direct services contract.
This recommendation includes some provision for the
participation of GNFPP in an advisory role "if neces-
sary".

The CRS Project should expand its urban (Accra) distri-
bution base where possible and undertake rural distribu-
tion using a two tier pricing structure with the slightly
higher urban prices being used to offset the rural distri-
bution costs.

An immediate resumption of advertising in Accra and in
the rural areas.

E. A Composite Perspective By Ministry of Health Staff

Some obstacles as seen from the perspective of several Ministry

professional staff are as follows.

o

The CRS Project required management expertise beyond
that which is present at the GNFPP.

The GNFPP has many responsibilities with its other
activities and is not really sufficiently staffed to be able
to manage the CRS Project.

The GNFPP Secretariat did not really understand the

requirements of the CRS Project as it is outside their
experience.
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o The management style of the GNFPP Executive Director
tends to produce a paralysis of decision-making and does
not allow for delegation of authority.

Possible remedies as seen from the perspective of some Ministry of Health

professional staff include:

o Placing the primary responsibility for running the project
on the distribution organization with the overall policy
supervision residing within the Ministry of Health,

o Having USAID contract directly with both the distribu-
tion organization and the advertising agency.

o  Establishing an advisory committee or board made up of

interested and knowledgeable people from the Govern-
ment (MOH), the community and other parties.

F. Summation of Obstacles and Remedies Identified

1. Obstacles

Following discussion with representatives from the responsible agencies and
other interested parties, it is now possible to focus on the obstacle(s) around

which there is a consensus of opinion.

It can readily be seen from the foregoing that the principal obstacle to effective
program continuation is the GNFPP Secretariat.

The general state of bureaucratic inertia in Ghana was also construed as an
obstacle to the project. It must be said, however, that the excellent and
determined efforts by Hayes in consort with DANAFCOQ, Ltd. and Lintas: Ghana
Ltd. found the means to move the project steadily ahead., The CRS Project
experienced the full weight of bureaucratic inertia and the impact of rampant‘
inflation and economic stagnation only after control of the project was planned
with the GNFPP.
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2. Remedies

Remedies suggested from various parties center around removing the project
from GNFPP control. With the exception of some staff of the Ministry of
Health, there is consensus on the point of moving the project as far from direct
control by any government agency as is possible. Several suggestions were made
for a direct contract with DANAFCOQ, Ltd., for distribution services and a
further contract with Lintas:Ghana Ltd., for advertising and promotional activi-
ties. One variation is to contract directly with DANAFCO who in turn will sub-
contract to Lintas for advertising services. There is general agreement about
the need for some advertising activity, perhaps only simple "reminder" advertis-
ing in which the consumer is told that the project is active and products are

available.

There is also agreement on the desirability of expanding the project distribution
base to include some rural areas as well as a total evaluation of and change in

the commodity pricing structure.

Finally, it must be seen that the central remedy to the continuations, orderly
expansion and success of the CRS Project is the presence of an effective
management team. Competent management possessed of the necessary profes
sional skills and able to make timely decisions is the absolutely indispensable
ingredient to the continuation and success of the CRS Project.

V. CONCLUSIONS

With the CRS Project presently in a dormant state there has been ample
opportunity to review the entire history of the activity from its inception under
Westinghouse Health Systems though GNFPP control and to the present situation
in which the Memorandum of Agreement for the operation of the project expired

on March 31, 1981. The conclusions and recommendations which follow result
from an extensive review of documents, letters, inventory files, sales data and
other relevant written records as well as numerous meetings and interviews with
persons in Ghana who have been involved in the CRS Project or have a
contribution to make by virtue of their knowledge of the local situation. It
should be mentioned that discussions were also held with John Hayes,
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Westinghouse Health Systems, Columbia, Maryland who was the on-site project

director when the activity begun.

The conclusions presented must necessarily be seen against the backdrop of near
paralysis of the government decision-making process and the concomitant
economic stagnation in the country. These two factors impact upon the project
in numerous ways, all of which necessitate the presence of a skilled management -
team. Problems caused by shortages of gasoline and spare parts to keep delivery
vehicles running, internal communications breakdown, frequent water supply
failure, near total absence of packaging and printing materials on the local
market and rampant inflation in tandem with other chronic shortages and a
flourishing "black market" in goods and services all produce strain on the

management of any activity in Ghana.

With all of the above in mind, however, it must be said that the CRS Project was
in an advantageous position. The reasons for this conclusion center on the

following:

o Due to USAID support, the project has had the necessary
commodities to supply the market and the necessary
printing supplies and packaging materials imported from
abroad.

o The chronic shortage of all imported and many domestic
goods has created market shortages with many inflated
Cedis competing for scarce goods and supplies. During
this entire time the CRS Project has had the capacity to
supply a substantial proportion of the demand as well as
to increase its distribution and sales. '

o The project under Westinghouse Health Systems built a
solid operational base centered upon the strength and
competence of DANAFCO, Ltd., the distributor, and
Lintas:Ghana, Ltd., the advertising agency.

o Government policy along with community attitudes
create a positive environment for the acceptance and
use of family planning products. The incentive to use
contraceptives for purposes of child spacing and limiting
family size has been strengthened by the atmosphere of
economic stagnation and shortages, including staple
foods products.
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As reported elsewhere in this report, this project, which started with consider-
able hope and strong leadership, ultimately came to a total halt under GNFPP
control. The possible reasons for GNFPP non-performance have been explored
elsewhere in this report and do not warrant repetition. It suffices to say that the
GNFPP was not entirely cooperative with the project when it was under
Westinghouse management and the GNFPP was exercising its role as the
principal government agency to coordinate population activities. The project
under direct GNFPP control resulted in a progressive run-down of its distribution
activities and a total absence of advertising and promotion. Not only did the
project fail to expand but it failed to supply the market which had been

developed prior to its takeover.

VI. SPECIFIC CONSULTANT ACTIVITIES TO PROMOTE EFFECTIVE
PROGRAM OPERATIONS

As the Memorandum of Agreement has expired, and given the weight of evidence

against any continuation under GNFPP control, it was not possible to return the
project to effective operation. In fact, as noted earlier, the project has not been
effectively operating for some considerable time. Steps taken during this

consultancy in this regard fall into three categories:

1. Decisions taken to preserve the physical assests of the
project so that a restart is possible with minimum delay;

2. Decisions taken to convey to executives at the GNFPP,
MOH and elsewhere in Government as well as to
DANAFCO and Lintas that USAID is concerned about
the project and serious in its intent to restart a CRS
Phase II activity if possible;

3. Specific recommendations made for action to be under-
taken by the Mission in order to set the stage for a
possible project restart under improved operating cir-
cumstances. )

As to the first category, the following was done:

o GNFPP was informed that it must return the "borrowed"
100 cases of Neo-Sampoon and 100 cases of orals to
DAN AFCO as soon as its next shipment arrives,
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o GNFPP was informed that 66 cartons of 6000 each
Panther plain condoms they had withheld from the
project were to be given to DANAFCO to hold with
other CRS commodities in their warehouse. (DANAFCO
was contacted and asked to pick up this consignment.)

o It was suggested to GNFPP that the bulk of CRS Project
funds be placed in an interest bearing account until such
time as they are required.

With respect to the second category recommendations, the following was

accomplished:

o Informed the GNFPP that unfortunately as the Memo-
randum of Agreement was allowed to expire the GNFPP
cound no longer "borrow" from CRS stocks held by
DANAFCO nor authorize the movement or transfer of
such stocks.

o  Authorized DANAFCO to pay no further funds to GNFPP
for project sales activities after March 31, 1981.

o Instructed Lintas:Ghana, Ltd,, not to print dispenser
boxes for the SSS condoms. These dispensers were found
to be very costly and unnecessary. Furthermore, the
files document the fact that there was an understanding
quite some time ago to cease making such dispensers.
Even so, GNFPP had requested dispensers to be printed
and manufactured. Lintas:Ghana agreed that it was
desirable to conserve the expensive and imported hard-
board to prepare point of sale materials.

o  Authorized DANAFCO, Ltd., to package remaining stock
to the extent that packaging and printing materials are
on hand.

Category three activity centers around a detailed briefing with the Mission
Director and others, following which a briefing was arranged in the office of
Ambassador Smith on May 18 attended by the Ambassador, Mission Director,
Project Manager (HPN) and this consultant. At that briefing, a report of the
findings was presented, including the present status of the project, its funds,
inventory, etc. Available options for USAID to consider along with their
implications were discussed and debated.

Subsequently a recommendation was accepted that the appropriate Ministries be

approached about the possibility of moving the project from under GNFPP
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control. It was likewise accepted that the optimum model was a direct contract
with DAN AFCO, Ltd. to operate the project. A contract for advertising services
would be effected through DANAFCO or directly with Lintas:Ghana, Ltd.
Finally, it was accepted that this project model would probably benefit from the

creation of an advisory committee.

The meeting with Ambassador Smith and the Mission Director produced a clear
agreement on next steps. It is hoped that the Mission will be successful in
persuading the Ministries of the merit of a new approach to operating this

important activity.

VI. RECOMMENDATIONS

In view of the information obtained from all sources, including the USAID
Mission in Accra, and considering the present status of the CRS Project, the
following recommendations are deemed appropriate in order to return the
project to effective operation.

1. The USAID Mission in Accra, with whatever assistance is
necessary from the U.S. Ambassador, make representa-
tions to senior officials in the Ministry of Health and
Ministry of Finance and Economic Planning to permit the
CRS Project to be restarted under new auspices which
preclude any control by the GNFPP.

2. The restructured project should operate under a contract
between USAID and DANAFCO, Ltd. DANAFCO should
have total day-to-day responsibility for the management
of all marketing, distribution and sales activities; includ-
ing printing and packaging.

3, As part of a restructured project, prompt attention
should be given to appropriate advertising and promotion
activities. A contract could be drawn between
USAID/Accra and Lintas: Ghana Ltd., for specific ser-
vices. An alternative, which would likely be acceptable,
would entail a sub-contract for advertising from
DANAFCO, Ltd., to Lintas: Ghana, Ltd.

4, An advisory committee should be constituted to provide
general recommendations and information on broad
matters of community attitude, possible new marketing
opportunities, means by which the project can better
serve the community, etc. The composition of such a
body should be a matter of discussion involving the
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USAID/Accra Project Manager (HPN) and the Managing
Directors of DANAFCO and Lintas: Ghana.

The committee, whose role would be only advisory,
should have representation from the Government prefer-
ably the Ministry of Health); the Retail Pharmacists
Association; the medical faculty of the University
Teaching Hospital (preferably someone concerned with
community medicine) the Executive Directory of the
Family Planning Association of Ghana; the retail sales
trade; and perhaps a midwife or nurse involved in MCH
or community health care and a lawyer. The
USAID/Accra Project Manager (HPN), along with the
General Manager of DANAFCO and Lintas would sit on
the committee in an ex officio capacity.

At such time as the appropriate governmental authori-
ties give permission to restart the project under new
auspices, appropriate negotiations should be undertaken
to make the Cedis generated by project sales but held in
an account under GNFPP control available as required
for the support of advertising and/or promotional activi-
ties. Such use is fully consonant with provisions of the
Memorandum of Agreement under which they were ac-

crued and retained.

At such time as appropriate, governmental authorities
give permission to restart the project under new aus-
pices, USAID/Washington and The Futures Group should
provide a consultant who will undertake the following
activities in cooperation with appropriate
organizations/individuals in Accra:

o Participate in the drafting of a new Memorandum of

Agreement.

o Participate in the design of a new marketing program
to include urban distribution as well as a phased
expansion into several rural areas. The new market-
ing program would include measurable goals, market
penetration targets and the development of a new
pricing structure.

o Initiate the development of an appropriate advertis-
ing and promotion program.

o Assist the Mission in its task of interpreting the
project and its goals to Government officials and
others.

o Participate in the design of appropriate reporting

forms and mechanisms designed to assure account-
ability and information flow.
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o Participate in discussions on commodity planning and
stock control in order to provide the basis for timely
and efficient commodity projection reports.

o Assist the Mission on the design of an appropriate
mechanism through which project net receipts will be
chanelled for purposes of supporting appropriate pro-
ject activity.

7. USAID/Washington (or The Futures Group) provide the
necessary assurance of continued support of the project
in terms of contraceptive supply and printing and pack-
aging materials.

A consideration of the above recommendations related to the restart of the CRS
Project and its return to effective operation must necessarily include two
further elements. The first of these concerns the participation on a regular basis
of the USAID Accra Mission. There is no doubt that genuine interest translated
into ongoing involvement increases the chance for project success. Such
involvement allows USAID to ascertain quickly if any political or bureaucratic
problems are developing which might require intervention. There are many other
reasons for demonstrating Mission interest in an activity, and they are all too

well known to require elaboration at this time.

The Ghana CRS Project has considerable potential both as a learning experience
in the operation of population activities as well as providing a vital and much
needed service to the Ghanaian people. In the opinion of this Consultant, the
Mission is not presently staffed in a manner likely to provide sufficient Mission
involvement in the CRS Project. There is but one professional, Lawrence Eicher,
assigned as Program Manager for all Health, Population and Nutrition activities.
Eicher is a very hard working, dedicated and competent professional, but he is
stretched very thin to say the least. A restart of the project must necessarily
involve additional time from Eicher in the start-up phase as well as some ongoing
participation in the activities of the project. Perhaps the Mission Director might

be persuaded that this is an important and priority activity.

The second element to be considered is that which concerns the attitude of key
officials in the Ministries of Health and of Finance and Economic Planning to the
changes we are proposing. Thus, for example, what should be done if the

necessary permission to remove the project from GNFPP control is withheld?
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A further possibility might be a ministerial proposal to place project control
within the Ministry of Health but have DANAFCO carry out the distribution,
printing and packaging - a model not unlike the former situation, except that the
MOH is substituted in place of the GNFPP.

In the first case, where the GOG would not allow for the project to operate
except as under the GNFPP, the recommendation must be to terminate CRS
acitivities in Ghana. To do otherwise would be irresponsible given the demon-
strated non-performance of the GNFPP. A final wind-up of project affairs could
be carried out within a very short time and with minimal cost.

In the second case, where the possibility of MOH involvement might arise as a
substitute for the role previously played by the GNFPP, the answer is not quite
so clear cut. There is a high degree of probability that the orderly management
of the project would suffer as the result of MOH bureaucracy. The key issues
would be the kind of a project agreement negotiated and amount of freedom
allowed to the distributor and the advertising agency. Intense discussion and
negotiation would be required should this option be proposed as the only
acceptable solution, The possibility of project termination should be maintained
as a real option in this instance. Negotiations on such an option might be helped
by the participation of an outside CRS consultant.

VIII. PERSONS INTERVIEWED

Mr. Lawrence R. Eicher, Project Manager, HPN, USAID/Accra
Larry Saiers, Deputy Mission Director, USAID/Accra |

Mr. Gerald Zarr, Mission Director, USAID/Accra

Ambassador Smith, U.S. Embassy, Accra

Mr. Barney Heidemann, Managing Director, DANAFCO, Ltd.

Mr. A.E. Boateng, Accountant, DAN AFCO Ltd.

Mr. H. Osafo Acquaah, Production Manager, DANAFCO, Ltd.,

Mr. S.K. Kwafo, Deputy Executive Director, GNFPP

Mr. H. Acquaye, GNFPP

Mr. E. Osei-Kissih, GNFPP

Mr. J.0. Obetsebi-Lamptey, Managing Director Lintas:Ghana, Ltd.
Mrs. Gladys Azu, Executive Secretary, Planned Parenthood Association of Ghana
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Dr. Jay Aboagye-Atta, Deputy Director of Medical Services, Ministry of Health

Dr. Joseph Otoo, Health Planning Unit, Ministry of Health

Dr. Peter Lamptey, University Hospital Faculty of Medicine (community
medicine)

Dr. Esther Boohene, Ministry of Health

Mr. Boakye, Finance Director, DANAFCO Ltd.

FINAL NOTES

Upon arrival in Accra information was provided that Dr. A.A. Armar, Executive
Director of the GNFPP, had been in and out of the hospital for several months
and would likely not be available for meetings. His condition was shrouded in a
curious silence; however, reliable sources reported that he was not seriously ill
and that, in fact, he was in rather good condition. Nonetheless, despite our
attempts to see him, Armar refused to arrange a meeting to discuss the project.
It should be noted, for the record, that on one occasion he dropped in at the
Mission offices to bid farewell to the departing Health Officer, but after a
formal introduction to this consultant, he immediately departed.

Finally, a note of appreciation to three men whose experience and understanding
contributed much to any success which this consulting assignment achieved. My
sincere thanks to Art Danart, USAID/Washington, Larry Eicher, USAID/Accra
and John Hayes, at Westinghouse Health Systems.
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APPENDIX 1
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#

'~ larch 17, 1900
The Ghana Hational Frrkly Plamning Progrome

Accra

Dr. AAArrar
e, 3, xafo
. H, Acquay
e, 0, X432ih

Gantlomens

The Tfollowirg will gerve as both a "position rerort” and a recapitulation of
the conversations we bave had regaxding the future of the Ghana Retall Contrae
certive Sales Project, now that it is about to be taken over in its entirety
ty the datiormal Jamily Flanning Programoe Secretariat.

CALES: Atthaendofitsﬁrstwelvarmthsotm(.lm. 1, 1379 Des.
31, 1379) the program had cumlative sales as follovwst

PAUTH.R plain condoms 1,305,600 units
£C3 coloured condonms 520,000 wnits
F1OIL oral contraceptive 104,106 cycles
CORAL foaring tabledts 203,020 units
Cn a monthly averoge basis, cales vere:
.M’HIEIR rlain condoms 116,300 wnits
558 coloured condoms 43,340 units
E‘LORII. oral contrecertive 8,668 cyclas
CORAL fomming tablsts 146,910 units (2 momths sales only)

Janunry 1930 scales were such as o indicate that thess average monthly sales
would comtimie, and very likely increasa.

Tobruary cales were a tit dissatrous. )y fallure {0 order adccunte surplies of
“ri“ting raterials (rarper, cardboard, inks, plates, ete.) resulted in our deing
for all rractical rurroses "out of stock,” Our custorers recuested and ordered
our ~roducts tut we coulintt supply them. Steps have teen taken to romedy this
cituntion, es lescrited below.

CATTTIAL TTOCIDTITIIT: It 43 oy understanding that carrmodities for the various

~~~ramg of the .iatiormal Maily Flamning Secrotariat will continuae 10 be supe
~11'4d free of charse by the U.S, Agency for Internaticonal Develomment. I can ces
o Trazon for sorarating or differentiating bet-aem coaredity suprlies for the

"S3 Tvogram ard the Clinie Progrmm, for cxarpla., As the rneed "cn- carroditics

for ay Trorrm beeomes r-*amt, the DSAID Domlation Cff4cer should te comsulted
and rerucsted to order. Actually, the procurarment process for coemoditics as I
have observed 1t avpears to be satisfactory, and to operate well.

Best Avcailable Documen?
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However, the procurement of material for rinting of boxes, dispensers
and other printed items utilized in the CRI Program voses some roblems,
mmmmnmmmurmwmmwmmm,
but the funds are in cedis, vhich pives us an irmediate gxrhange problom.
- Couceivn‘bly Ghnm econoyy lmiroved#, the securing offTorelign exchange
formchpn'chmsvinbeeamlaudiﬂicnlt.

Hearmvhile the Agency for Internatiocnal Develomment has agreed to surply

a quantity of such materials from funds still remsining in the Westinghouse
Health System's contract. I have just camleted tha purchase of & quantity
of paper, cardboard, printing inks, printing plates and peckage cutting dies
vhich should be sufficient for printing and packaging needs for fram 18 to

22 momths, at present retos of sales. This material will arrive in Chana prioe
to the end of larch, and will be stored on the premises of DANAYCO, LID,,
your printer, packager and distridutor.

mmmwm-mmmummmxu:mz

Pnckages for SSS, FLORIL Printed by DATIAFCO st thedy Acers
and CORAL headquarters. '
Dispensers for packages Printed through LIDTAS:CHANA LTD,,
of the above products undey sub=contract.

Instruction sheets for Same as above.

the above products

Shipping carton wraparcund Same as above,

labels for all products

The reason for the division of work above is that the DAIARCO printing
Tresses are not large cnough to handla the printing of the dicvenaers
nor the wreparound sheets. Instruction leaflets for the products can

be incxpensively vrinted outaids of DANAFCO, and lcaves thelr nress free

for package printing.

Under the working agrecment you vill hgve with DAJAFCO, you will be abls
to order vackages at any time, and in any cuantity desired. Simmltancously,
of course, dismonsers, inserts and wraparounds should be ordered through
LINTAS :GHANA, Mr. Osopo-Acquzah zt DANATCO has teen most helpful calling
sure

attention to arvroaching shortages of packsges in the past, and I
will contime to do so.

TACTA ,mm Little camment 1s required here. DAJAFCO has done an cxcellend
Job of Teacing themselves" in thedr raclmging cfforta so as to svoid outages
of any rroduct, and t0 asgure ademuite currlies toirg dzlivered to the smree
house storbs at Yohoe, Xoforildua, .uwnsi and Takoradi. It is a rrocess of
=zondtoring and rrojecting sales, £0 that aderqmuata supplics are alinys on hand,

DICTRITUTICN: Up to this rolnt, DATASCO's sales have been such that they
have not had to rake any special effort to secure —roduct distridutiom,
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to
them. Hovever, things may change, and from time to time special effarts
ray be necessary. For examnle, a canvassing by cail or by 7
of the many srmall trivate naternity or gereral clinics in Ghana covld
generate sales. A mrder of hthess are already customers, tut many are
oot. The petrol carpanies might be aporoached with the ldea of stocking
condams and foaming toblets at sexvice stations,

Perhaps the best vay of determining the nedd for such efforts is a monitoring
of sales, and observation of vhere and t0 vham the products are selling. :

FRICTM: I have felt for soms tima that our prices are too low. thile
one of our objectives is to make contraceptives available to all Ghanaiang
regaxrdless of thelr cconomic means, we have had ramant inflation in Ghans
during the antire tims of the Ci8 Progrem, and vcople are accustased to
raying rore, In addition, I believe that peorle often equate & low price
with low quality. (Thig is perticularly true in the case of FIORIL, vhere
mmcmmcepummsmrw¢lzh¢ﬂtamh,ne:tbm
procuct at § 1.00.)

A price increase would pot culy resnlt in more income forr the CiS Program,
tuttwldnmbemofmimmbiwtow,mgmmfmtha
rrogran 1s directly related to price.

Ihmsuggestedleuvtngf’mmm st ¢ .
chould be raized to #1.00 per packngs of mb tmsparwithCCmAI..
noke

The products have 3013 out yractically as fast as veres able to prack
call

|

mmsmmmbabngotoﬂwwmh

This is,dmu,udecisimmvmmm
rackage designs are cuch that no yrice is indicated,
can be handled by advertising o other amouncement.

ATVZITIOLKG: The experience of the Ghana C2S Progrem during the rast year
can best be descrided as a "text=book case,” Whem advertising vas heaviest,
s8les vent up. Vhen edvertising aslacked of'f, sales declined.

Eccange of volitical and econcmie rrotloems in Chana during the rast year,—
advertising was wfortunately sporadic, making measurement difficult. Howe
ever, S8 sales provicded an illustration of the roint made in the raragraph
above, During the months of Septarber, Octdber and ZJoverber 1979 ve ran §
relatively nodest carpaign for SSS, This consisted of the placing of some SO
billtoards throughout Ghara, and a8 light schedula of newspaper ads in the
Taily Craphic. $GS sales vere 51,420 units in Septamber = 69,300 urits in
Cctober @ and 113,500 units in Joverter.

I would thus recamend that yom consider a stoady, consistent aldvertising
effort from now on. I have agked LIITAS:GHAIA to mrepare some material

vhich I'm sure thoy will bte harpy to discuss with you. Frocram income is
such that a conslatent campaign 1s feasidble, and I have even suggested

Rest Avagilagbie Docvmaert
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that advertising content de divided between the pramotion of the concept
of fardly planning and the proootion of

:
z

vorking with each of you. My tine in Ghana
AID in Washington will see £i¢ to send me btack
& visitor and obgerver,

mach

And finally, in closing, may I say that it has been a pleasure ¥mowing and
has been
here
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*:I)RANDUM OF AGREFMENT

APPENDIX 2

4

between

o . ~-. The Govesnrent of Ghana
and

~  aw Government of the United States of America

1. This Memorandum of Agreement is made and entered into on the 3rd
sdlay. of fuly 1860 batween 'the Gsverpment of the United States of America
acting through ths 0.8, Aqency !ox International Developrient Mission
to Ghanx (hereinaftexr known as Uaarn) and the Governmant of Ghana,
acting through the Ghana National 'Family Planning Progranme Secretariat
(hereinafter known as GNFPPS) and will remain in effect through Mazch 31,
1981. This Memorandum, including the Project Grant Standard Provisioms
Annex (attached), spells out the terms governing cooperation bestween
the GNFPPS and USAID for the continuation and expansion of the Retail
Contraceptive Sales (RCS) program after the March 31, 1980 termination
of the A,I,D. contract with Westinqhouse Health Systems.

2, The GNFPPS has determined that the RCS program has made a
substantial contribution to the expansion of the infrastructure for
delivery of contraceptives to those choosing to practice family
plannings accordingly it ig agreed that the program will be continued
and strangthened, '

3, It ia recognized by the GNFPPS and USAID that the RCS program
constitutes an integral part of the GNFPPS. The GNFPPS therefore
will bo responsible for overall policy making, coordination, monitoring
and avaluation of the program, Furthermore, it is recognized ky
tha GNFPPS and USAID that thes program is to a large extent a commercial
marketing venture, It is agreed therefore that the continued successful
izplementation of the program should rely primarily on the private
soctor for the routine daily management of the project,

4, Tt is agreed that the GNFPPS will contract with private or
nan-governrental firm(s) or organization(s} to cperate the program,
crerare packaging materials, package and distribute the contraceptives,
proxote and advertise the program and perform any other functions
considarad desirable for the mainte: wnce and expansion cf the progranm.

S, It is agreed that the ultimate objective is that the program
should re self sustaining and financed completely by the salss revenues
and that evory effort should Le made toward that end. Accordingly all
lccal cvrrrency sxpenaes of the program will be financed by tha progran.
USAID uyill consider providing contraceptives free of charge eibject
to arumal agraexment batween the parties for this purpose, until the
Program can be completely‘salf-financed. Undey the Wastinghouse contract,
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A.I,D, provided all printing platas, inks, paper for packaging and
cutting dies that are estimated tq be required through mid-193l.

Tha GNFPPS agrees that it will use its best e¢fforts to obtain future
printing and packaging supplies ltosslly wuu;&f‘&Eiui:—:h: Eorsi T
exchange to import thrm, If supplies are unobtainable locally, -
and if the GNFPPS shows reasonable evidence of their efforts to
obtain foreign exchange without guccess, USAID, subject to the
avajlability of funds, may consider supplying these inputs. It
would be expected in that case that cedis gencrated Ly the sale of
contraceptives would ke made available for other local cnsts of the
GNFPPS which would otherwisc have been supported by USAID.

6. Under the Westinghouse contract, sales proceeds were paid into
a Westinghouse controlled cedi account named USATD Commercial
Marketing Program. It is agreed that the CONFPPS will establish
a gpecial account into which future revenues of the program will be
deposited. Westinghouse will close out the USAID Commercial Marketing
Project account and any balances will bd transferred to the GNFPPS
for deposit in its new special account, Since local currency was
generated by the sale of contraceptives granted to the GNFPPS and
are owned by the GNFPPS subject to USAID agreemcnt for their use
USAID agreces that these funds will be uscd for the broad categories
of expenditures listed in the next paragragph.

7. It is agreed that sales reverues will be applied first to
cover all local expenses of the operation of the RUS program. USAID
hereby provides concurrence for experditures {rom the special account
for the following categorieg of activity: program rmanagement,
purchase of contraceptives, printinjy and packaging materials, printing
and packaging, and other supplies iad activities essential for the
continuation of the program; advertising - both product specific
and generic promoting the practice »f family planning; marketing
regsearch and sales evaluation; proix:tional efforts to expand the
number of retailers of contraceptiv:s, retailer training.

8, The use of sales revenues fo:" types of activities not covered
in the above list will require USA'D's written concurrence which
can be provided by a» exchange of I¢tters between the GNFPPS and USAID,

9. Because of the potential of cymetcial channels tu reach
people not served 2ffoctively by ol.a: contrazeptive delivery systans,
it is agreed that proper emphasis s! all be qiven tn advertising anl
other promotional efforts to make corcriceptivey readily accessible
throughout the country.

10, It is agreed that funds should aot ne permitted te accumnulate
in the special account beyond the balsac. noeded tor the prudent
financial management of .the RCS progwm.nm. Lf revonues exceed
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requirenents of the RCS program, it is ayreed subject to USAID
concurrance that thes GNFPPS will utilize funds to develop new ox
strengthen otler existing GNFPPS mechanisms for tha distribution of
contraceptives, espacially to the rural population. If the costs of
tha program exceed sales proceads, thea GNFPPS agrees that it shall
provide promptly all additional funds and other resources required
for the punctual carrying out and operation of the progranm.

11, Ths GNFPPS will provide to USAID on a monthly basis a sales
report, stock report, and printing and packaging report. On a
quarterly basis, the CNFPPS will provide a swmary of deposits and
Aisbursemants from the special account,

12, 1t is agreed that meetings will be held every six months
hetwean the GFPPS and USAID to review RCS program status and to
plan future actions, In addition, ad hoc meetings can be called
at any time at the initiation af either party. '

Attachment:; Project Grant Standard Provisions Annex

/@;’““/ . v A Ch

Executive Director Director
Ghana Natiocnal Family Plannirg U.S. Agency for International
Prograsyme Secretariat Development_ﬂ

Date ¢ :\‘)éé‘ §C Dutez_nzéggf( [2}0

v ZAID Clearxances:

Mweisg: (draft)
1Golloway (draft)
PRM (draft]
Dlavintow {draft)
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APPENDIX 3

Decenbar 4, 1980

Mr. S.K. Kwafo

Daputy Executive Director
Hatianal Family Planning Program
P. 0. Box M.76 .
Accra, Ghana

*

Dear ¥r. Xwalo:

?leasa £ind enclosed the Westinghcuse chack on the Comuerrcial
Ratail Salogs (CIS) pregram, totalling €£125,9G7.60 which thig
cifice just receivad. I know these funds will Le very helpful
in fuarthsring the gnod work undesr the CRS progran.

Tleara al:zo acdvise n2 wvhan the GNFPP plann to convene its swund-
znnual roviasw with Danafco and Lintas. 3uch a roview should ba
cost advantageons to all parcles.

Sincerely,

" Lawrence R. Bichex
Project Manager
Health, Population & Mutriticn

Enclceure:
Cieck for 71235,563.00

Clearances:
HPN:MSWeiss
DIsST: LIR
prid
Cal
CITd
HP L Ticher:jf
12-4-80
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APPENDIX 4

July 16, 1979

Dr. A.A. Armar

Executive Director

National Pamily Planning Program
P. 0. Box M.76

Accra, Ghana

Dear z;}/Afﬁi;:—
Subject: Future Structure of the Retall Contraceptive

\\_Ss Program

This letter follows up on our recent discussions about
organization of the RCS program. I have discussed these
questions with the Mission Director, Controller and other
USAID officials so that these ideas represent in effect a
USAID proposal.

As you know, we believe strongly that the best form for the
commercial program is to place responsibility for its manage-
ment within the private sector, retaining the minimm govern-
ment control necessary to ensure that government policles and
priorities are followed., We belleve this approach to be the
most cffective because the kind of experlences and expertise
required are most likely to be found in the private sector.
In additlon the kind of incentives necessary for a success=
ful cormercilal venture are most likely to be found in a
private sector program.

The mandate of the GNFPP Secretariat to promote and coordinate
a variety of family planning activities in both the public and
private sectors lends itself well to the kind of RCS program

that we envisage. It would enhance the GNFPP's overall program |

and its impact with a successful RCS program. The day to dey
nansgenent burden carried by the Secretariat would be kept to

a minimum. It would, however, provide for the required governe

ment control of the commercial program,

We suggest that the program be conceptualized with three main
functions: (a) policy control, (b) day to day management of
operations, and (cg financial management. With respect to
overall policy control, we would assume that the Chana Govern-
ment would retain ultimate responsibility. Althodgh the
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private se2tor would lement the program, it will serve
publie objectives and government therefore must exercise
ultimate responsidbility for major policy issues and approval
of advertising,dzricins, packaging design, distribution
patterns, expenditures of funds generated by sales, and
employment of key persomnel, The JNFFP Bocretariaﬁ could
contract with the private fim or firms implementing the
program %0 spell out clearly the kinds of clearances and
spprovals needed from ths govermment, , : _
With respect o day t¢ day manageman$ ¢ s WS SUETERY
that the private sector is dest SZfzgs;gg:Brn this
function. The private sector is most likely to have the
relevant experience, to be able to recruit 1 best axpertise,
and to manage most efficliently the technical operations.
Govermuent's operational procedures and declsion making pro-

cesses are simply not sppropriate for successful management
of commsrcial operations,

A key person for the future success of the RC3 program will
be ths product sales manager. He would essentially take
bility for the functions na:rsertorned by Rr. Hayes.
Contrantars. posaioly Lintes, with selary patd for by proceeds
‘con s oS as 8 P oxr proce :
of the prog;tn. The 'estingﬁouse contract could cover his
salary until January, 1980, If agreeable to you, the product
sales manager should fit the Job specifications outlined in
Mr, Hayes letter to you of June 12, 1579. This person would
be recrulited by Mr. Hayes, subject to the approval of the
GRFPP Becretariat. USAID and the private sector agency employ«
ing him should also concur in the selection. Although for
convenience he would bs on the Lintas payroll, he would be
required to consult with the Secretariat on policy issues and
major program decisions according to a protocol spesmified in
a GNFFP/Lintas cantract.

The remuneration of the projact sales manager is an important
matter. The difference dbetween public and private sector
salaries and benefits hopefully will not create a problem.
We feel strongly that to attract the type of talent required
to mansge a successful cormercial operation, it is advisable
to offer prevalling private sector salaries and benefits.

Such a person should be employed as soon as possible in order
to interact with Mr. Hayes as long as possible prior to termi-
nation of tha Westinghouse contract Jamuary, 1950

¢
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With respect to flnanclal mansgement, under the present
arcvangenent proceeds from sales are pald into an account

in the name of "USAID Commercial Marketing Program". With-
drawals mmust be approved by Mr. Hayes, Wesinghouse head-
quarters, and AID/Washington.

We would suggest that upon termination of the Westinghouse
contract, an account be established in the name of the Ghana
Government with a designated official of the GNFFP Secreta-
riat given the authority to withdraw funds for RSB progran
costs at the request of the product seles manager. 8ince
these funds would be generated by sale of AID provided com-
modities, we would have to retain audit rights fo this account.
We would also expect to approve in advance the broad categories
of commodities and services that could be purchased from these
funds. This might be done on an annual basis., In any case,
the agreed upon procedures would be spelled out in an agree-
ment between the USAID and the GNFFP Secretarlat, and pre-
sumably in an agreement between the Secretarliat and Lintas,

Assuming that a new AID population/family planning project

will be requested and approved to follow up on the terminating
Population Program Support project, it is likely that AID would
be able to continue to provide the contraceptives and other
foreign exchange costs associated with the RCS program. We are
reasonably confident that a program more or less as described
in this letter would merit continued AID support.

We hope the suggestlons offered in this letter will be useful

to you in your planning and decisions. Because of the urgency
of designating a product sales manager who will have sufficient
time to work alongside Mr. Hayes prior to the termination of the
Westinghouse contract, we would hope that you would make the
necessary declsons by the end of this month so that an orderly
restructuring of the RCS program can begin promptly.

Sincerely yours,

Raymond Martin
Population Officer

cc: Art Danart, DS/POB/FPSD

AID/N .
Clearances:
DIST: DIR A/AD:MSZak (draft Y
A/AD CON:GSmith (draft
CON DIR:IDCoker(draft
C&R )
CHRON
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ear iir. lartin,

JLTURS STALCTULS
SALZSS

SU3JLCT:

Thank you for your letter of 15th July on the adove guoted subject.
It seexs to me that your latter clearly sets out a convernient functioral
framework for the comceptualisation of a Retail Contraceptive Sales (RCS)
component of the Chana National Fumily Planning Programme,

USAID/GHANA

23 AUG 1578

-—-..;.lva.

We have noted the prefersncaes of your hissicn in trez matier and
tizink that we understend and could acccmmodate the underlying gereral
principles in an zgreemert if cne were to be drawn up for the contirnuation
of the S rrogramme after ir. Layes' departure.

- L

Details of the identification, selectiors =nd engazexzent of a
successor for Mr. Hayes will have %o be exarwined in the lizht of the
otbservations I made when I last discussed the matter in your office last
week: We shall need scme further clzrification of the sta‘ement, "This
person would be recruited by dMr. Zayes, subjact to the approval of the GNIFP
Secretariat", sirce the procedure fcr obtaining the nseded spprovzl is very
important.

With rezard to finarcial meanagement I should 32y that an acceptable
fermala respectmg nolicies of our Coverryments should be rossible, ‘'le think
that the remureration z=nd ;r:.n%e berefits for the Sales llzneger cshould be -

zgreed upon in the lignt of (a) prevailirz practice in ihe private sector

[
ard (® any gererc 1 policy suidelires which uay esmerze followin; cr-zoing
exa=irnaticn c¢f rational '.:a;es’policy generally. :
firally, I siould say that in light 0\“ the likelihood of ix. z.a(es
not teinz able to stay Tteyond Jaruary 1920 we g2t together ord tok2 3 decision

t0 Ghana,

cn tke Duture of the 3ICS Programme as soon as he returns

Zovrs sincerely,

doea
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FR. RAY NARTIN,
PROIAM ADVISOR,
U5AID,
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NATIONAL

In case of reply the
mumber and date of 1his
letter should be gquoted.

ny et wo NEP/S2/12 7

Your Ref. No.

FAMILY PLANNING PROGRAMME -

P.O. Box...M..76,...
Ministry Branch Post Office
Accra

..........................................

REPUBLIC OF GHANA

APPENDIX 6

Dear John,

CONTINUATICN OF THE RETAIL SALZES
FROGRAMME FROJECT STARTED BY NSSTINGEOUSE

Following the discussion between the Executive Director
of this Organisation and officers. from USAID (Ghana) and yourself
on 19th February, 1980 it has been decided to assign lr. E., Csei-
Kissih to liaise between this organisation and DANAFCO LT2. and
to understudy you during the transitional Period. Mr. Kissih
will however work under the sulPervision of Mr. Acquaye, Assistant
Director (Administration).

With the assigning of Mr., Kissih as liaison officer it
would be aPPreciated if you could brief Mr, Kissih on the atatus
of the Project and make available to him all relevant docurments
on the Froject Prior to your deParture. in mid-March.

Yours sincerely,

for: BAEC B _DEFZCTOR
(H.K. ACWAYE)

MR. JOEN HAYES.
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APPENDIX 38

January 1, 1981 stock
. Estimated CY 1981 Sales

" W 1982 ®
" " 1983 "
" " 1984 »
n n 1985 n

‘January, 1981 stock
Estimated CY 1981 Sales

" 1] 1982 "
" " 1983 L
1] " 198),,, "
" ] 1985 "

January, 1981 stock
Estimated CY 1981 Sales

n " 1982 n
n n 1983 ®
moomo1984 W
" " 1985 n

January, 1981 stock
Estimated CY 1981 Sales

" n 1982 "
" n 1983 "
" no1984 M

COMIERCIAL PROGRAVME . - 8.

48

FLORIL
298,500 MC_
e T
134,129 "
154,248 "
177,385 "

203,998 "

15% increase
158 "
158 "
158 "

SSS CONDOM
108,000 PCS

272,000 "
80,058 n
96,888

106,588 "

111,249 "

10% 1ncreaée
108 "
10% n
108 n
PANTHER CONDOM
Nil
1,140,000 PCS 15% increase
1,311,000 . " 15% T
196,650 " 15% "
226,147 " 15% "
260,088 " 1564 »

CORAL FOAMING TABLET
435,680 PCS

648,000 " (To be supplied
from Secreta=-
riat's lot)

912,000 " 504 increase

1,368,000 " 50% n
2,052,000 " 50% "
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