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I. Summary
 

This brief visit to Nigeria Family Health Services Project was
undertaken during a return from work in Ghana. 
An earlier June

1992 visit, also during a return from Ghana, included:
 

o the design of FHS generated quarterly reports that 
assessed status of contraceptive commodities, 

o systems design for broader inclusion of contraceptive
commodities in the NICARE database, and 

o a series of technical papers on data collection and MIS 
innovations. 

This visit updated activities from the last visit and reformatted

the updated recommendations into an annotated workplan directed
 
more specifically at implementation.
 

The Annotated Workplan: FHS Contraceptive Commodity MIS, is the

primary product of the visit and is included as an appendix to
 
this trip report.
 

The visit overlapped in time with the last week of a visit by

FPLM staff, Brice Atkinson and Maureen Comfort, who were

developing a preliminary draft of the contraceptive logistics

section of the FHS II project paper. 
Draft text on contraceptive

information systems was submitted to this team for inclusion.
 

The visit also coincided with preparation of the Country Program

Strategy Plan (CPSP) and preceded the arrival of 
a team

undertaking the design of draft MIS text for the FHS II project

paper. Input was also provided for both of these tasks.
 

II. Background
 

This consultancy was the latest in a series of logistics

management technical assistance visits conducted, initially, by

the Centers for Disease Control (CDC) beginning in 1983.

Beginning in 1987, FPLM project staff joined CDC in providing

this type of technical assistance. A more detailed history of
the provision of logistics management technical assistance to

Nigeria's family planning program is provided in the
 
Johnson/Atkinson September 1991 trip report.
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II. 	Trip Objectives.
 

A. 	 Current:
 

The concurren(.e cable refers to this visit as a brief stop en
 
route to follow up on the development of the FHS integrated

service delivery/ contraceptive commodity MIS. The cable also

refers to the generation of reports that will facilitate the
 
assessment of the current national and state commodity situation.
 

B. 	 Future Trips:
 

A request for a longer November return visit was made during the

debriefing of the AAO and FHS project director. 
A scope of work

for this November visit is included in the appendix to this trip

report. The scope of work emphasizes the work that must be

accomplished by FHS staff as a precondition for this return
 
visit.
 

IV. 	Activities
 

1. 	 Annotated Workplan: FHS Contraceptive Commodity LMIS.
 

This workplan takes concepts discussed and approved during the

last visit and reformats the same into an annotated workplan in
 
which tasks are assigned to responsible individuals and poirts in

time. The annotated workplan is included as an appendix to this

trip report and represents the primary technical output from the
 
visit.
 

2. 	 Generation of Quarterly Contraceptive Commodity Reports.
 

The consultant unilaterally produced these reports once for

demonstration purposes during the last visit. 
The objective is
 
to institutionalize within FHS the ability to produce these
 
reports rather than rely on commuting consultants. The next step

is to provide technical assistance to FHS staff in the production

of these reports. This was not achieved for the following
 
reasons:
 

o 
 a key staff person was away at training,
 

o 	 clinic aggregate data has not been entered into the
 
database during this staff person's seven week absence,
 
so there is little new data since the June visit.
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o 
 only limited amounts of state wrehouse data has been
 
gathered since the June visit.
 

The scope of work for a November consultant visit includes
 
preconditions that address these issues.
 

3. FHS II: Contraceptive Logistic: 4IS
 

A brief draft text for the contraceptive logistics MIS portion of

the FHS II project was provided to the FPLM team working on this

task. This text will presumably be expanded for inclusion in the
 
final product.
 

4. NICARE:
 

NICARE alterations required to generate commodity reports are

included in both the June trip report and in the Annotated
 
Workplan. The MSH software programmer who will make these
 
alterations was unable to visit at a time coinciding with this
 
visit anticipates a visit in September.
 

The annotated workplan includes recommendations for FHS provision

of programming staff to the FMOH. 
A draft Scope of Work for this

position is included as an Appendix to the workplan.
 

5. Country Program Strategic Plan (CPSP):
 

A review of the draft CPSP resulted in suggested additional and
 
modified text. 
This text was submitted for review and inclusion.
 

6. MIS Task Force:
 

A meeting of the MIS Task Force discussed the role of the task

force, its relation to the Monitoring and Evaluation Unit in the

PHC department of the FMOH, and the importance of contraceptive

commodity reporting.
 

V. Findings and Recommendations
 

The findings and recommendations resulting from this visit are
 
summarized in the appended workplan.
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Proposed Scope of Work: 
 Olson, Nigeria FHS, November 1992.
 

SCOPE OF WORK
 

FHS: NIGERIA, NOVEMBER 1992
 

Clifford Olson
 

The primary objective of this visit is to develop within FHS the
 
capacity to assess the adequacy and distribution of contraceptive

commodities. 
The second objective is to institutionalize this
 
capacity within the FMOH.
 

Preconditions for the visit include:
 

o 	 75% or better second quarter clinic aggregate data from
 
state reports entered into the NICARE database,
 

o 	 75% or better second quarter commodity status reports
 
from state warehouses,
 

o 	 historical data (for the end of the second quarter) and
 
current data from FPIA on central and zonal warehouse
 
stocks, shipments en route, and planned shipments, and
 

o 	 availability of FHS staff who will assume
 
responsibility for periodic contraceptive commodity
 
reporting.
 

Specific activities will ,nclude:
 

1. 	 providing technical backup to FHS staff in the
 
preparation of contraceptive commodity status reports,
 

2. 	 designing the software applications to support

computerized generation of commodity status reports,
 

3. 	 supporting the incorporation of this process within the
 
Monitoring and Evaluation Unit of th PHC department.
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Documents Reviewed
 

DOCUMENTS REVIEWED
 

Atkinson, Olson, Contraceptive Logistics Management Assessment
 
Family Health Services Project, Nigeria, May/June 1992.
 

Gupta, Adenika, Report: Contraceptive Logistics System For the

Public Sector in Nigeria, Federal Ministry of Health and Liaman
 
Services, June 22, 1992.
 

Contraceptive Logistics System Report: 
 FHS Stand on
 
Recommendations.
 

Horn, Harris, Krenn, Okunnu, Private Sector Assessment, Family

Planning Services Project, July 1992.
 

Operations Research Unit, Obafemi Awolowo University, Nigeria

Family Planning Situation Analysis Study, May 1992.
 

Pathfinder International, Achievements of the Nigeria Family

Health Services (FHS) Project Public Sector Division, June 1992.
 

FMOHHS, Family Health Services; State Profiles, 1990-1991.
 

DHS, Nigeria Demographic and Health Survey, 1990, Preliminary
 
Report.
 

FFPN, Report of the Management Information System (MIS) for
 
Training of Trainers (TOT) for PPFN, April 1992.
 

MSH, INVEC Inventory Management Program Operator's Manual,
 
January 1992.
 

Johnson, Atkinson, Blackburn, Contraceptive Logistics Management

Assistance to the Family Health Services Project, USAID/Lagos,

and the Federal Ministry of Health, September 1991.
 

McWilliams, Destler, et al, Management Review of the Nigerian

Family Health Services Project, draft May 1991.
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Annotated Workplan: FHS Contraceptive Commodity MIS.
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1.0 DESIGN
 

Both the implementation of integrated PHC reporting by the

Monitoring and Evaluation (M&E) Unit of the PHC Department, and

the assumption of broader contraceptive logistical

responsibilities, as reflected in the World Bank report, will
 
require modifications in information systems that track the flow
 
of contraceptives.
 

1.1 PHC FP Commodity Supplemental Form. Monthly M&E reporting by
PHC outlets includes the quantity of contraceptives issued. The

attached sample commodity reporting form can be used to diminish

stockouts and encourage more equitable distribution. The left

column varies from the existing Form 3A in the following ways:
 

o the nurse is requested to identify the number of
 
contraceptives required to achieve the minimum required

balance,
 

o 
 transfers are reported to assess horizontal movement of
 
contraceptives, and
 

o loss and damage is reported.
 

1.2 State and Zonal Warehouse Report Form. In anticipation of
the altered roll of CLOs and ZPOs, State warehouses should begin

direct periodic reporting. CLOs and ZPOs should provide the on
site technical assistance to commence such reporting. Transfers,
 
as well as loss and damage, should be included so as to enable

the assessment of inter-program movement of contraceptives.
 

Forms and procedures should also be introduced for reporting from

the new zonal warehouses and the central warehouse.
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same headings as FORM a
 

# of 
visits L 

A. New Acc 

B. Revisits 

TOTAL VISITS (A+B) 

COMMODITIES 

1.beg bal 

2. rec'd 

3. dispensed 

4. transfer 

5. lost/damaged 

6. End Balance 
(1+2-3-4-5) 

7. Req'd Balance 
(#3 x mos) 

8. Qty Required 
(#7-#6) 

Sample SDP LMIS Reporting Format
 

ORALS IN
 

MG NG Oth Depo
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1.3 FMOH/FHS Quarterly Reports. Reports similar to the ones
 
presented on this page and the following two pages can be

generated quarterly. These reports enable the FMOH and FHS to

better monitor the adequacy of contraceptive supplies and their
 
distribution.
 

The data sources for each component of the quarterly report are

listed in the appendix to the Atkinson, Olson, June 1992 trip
 
report.
 

Number of Months Stock in System 
31 March 1992 

# of months supply
14 

12

10

8

6

4 
2 
0 r......
 

Lo-Fem Condoms CUT Foam 
Clinics 1 2 2 3 
STATE WHS 4 3 3 4 
Central WHS 3 8 1 2 

Central WHS STATE WHS Clinics 

PHC FP QUARTERLY REPORT #1: # Months Supply on Hand.
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TABLE: Predicted Commodities on Hand, 31 July 1992.
 

Lo-Fem Condoms CuT Foam
 
COMMODITIES ON HAND
 

31-Mar-92 clinic 159,304 
 664,963 23,920 356,267
 
QTR Ph Ct 
state 447,383 1,258,000 34,781 480,448
 
31-Mar-92 central 
 290,400 2,904,000 9,400 235,200
 

TOTAL 897,087 4,826,963 68,101 1,071,915
 

PLUS: #s Rec'd/Shipped
 

(rec'd = May 92) 420,000 1,350,000 30,000 720,000
 
(arriv = Jul 92) 264,000 1,722,000 23,000 604,800
 

MINUS: Interim Use
 

(4 mos Apr - Jly) 450,000 1,500,000 48,000 480,000
 
EQUALS: Anticipated Balance In Country, 31 July 1992.
 

quantities = 1,131,087 6,398,963 
 73,101 1,916,715
 

# months = 10 mos 
 17 mos 6 mos 16 mos
 

PHC FP QUARTERLY REPORT #2: 
 Predicted Commodities on Hand.
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TABLE: 	 Maldistribution Table, Months Supply on
 
Hand at Clinics, by State, by Zone, 31
 
January 1992.
 

STATE LOFEM COPPER T FOAM CONDOM
 

AB 	 1 3 1 2
 

AK 4 	 16 	 0 
AN 	 9 2 2 2 
BE 1 6 7 5
 

CR 
 5 5 13 5
 
EN 4 6 0 0
 
IM 15 13 9 3
 
RV 3 5 4 0
 

ZONE A 5 4
5 2
 
DT 2 37
4 1
 

ED 5 3 1 
 1
 
LA 0 
 4 5 1
 
OY 6 
 0 6
 

ZONE B 3 
 3 10 2
 

FC .. 47 1 2
0 


KD 0 9 0 1
 
KG 12 13 15 26
 

KT 3 16 59 20
 

ZONE C 4 20 4T 10
 
BA 1 3 2 
 5
 
BO 18 23
7 43
 

PL 4 6 5 
 9
 

TB .... 25 3 


ZONE D 6 10 
 8 	 15 

NATION 4 	 9. 9 7
 

PHC FP QUARTERLY REPORT #3: Maldistribution Table.
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1.4 SFPC LMIS Toolkit. The same formats presented on the
 
previous three pages can be completed manually by State Family

Planning Coordinators using the data already being submitted.
 

The second format, Predicted Commodities on Hand, with limited
 
alterations, enables SFPCs to meet the forecasting requirements

expected from them based on the World Bank recommendation of
 
bottom-up forecasting.
 

FHS should provide SFPCs training in the use of this or a similar
 
form.
 

1.5 Expansion, Other Donors. FHS should provide the M&E Unit

technical assistance to enable the unit to provide periodic

reports to other donors on the adequacy and distribution of
 
commodities.
 

1.6 Expansion, Other Provider Organizations. FHS should provide

the M&E Unit technical assistance to assure incorporation of PPFN
 
and other FP provider data to enable comprehensive FP
 
Programmatic reporting.
 

1.7 Innovation: Management Applications and Linkages. Once a

basic CC LMIS is in place with reliable and timely reporting, the
 
additional management applications are extensive. A few examples

might include:
 

Self-assessment. FP service providers can be taught to
 
report using indicators that assess performance against

national FP objectives.
 

Method Mix. The data can be used to assess FHS II targets

regarding increasing use of longer term methods.
 

IEC campaign assessment. The impact of IEC campaigns can be
 
assessed by time, locality, and method.
 

Model States. Selected states, perhaps those targeted by

CCCD can be used to test innovative supervisory

interventions resulting from improved use of reported data.
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2.0 TRAINING
 

Scheduled training in logistics provides the means for
communicating redesigned systems to Zonal and State officers.

also dictates deadlines for the design process. Training is 

It
 

further discussed in the Atkinson/Comfort FPLM Trip Report 
-
Nigeria July 22 
- August 14, 1992; but for CC LMIS purposes, the
following categories of training will require careful preparation

of forms and documented procedures.
 

2.1 Federal & Zonal Staff.
 
2.2 Curriculum Development, State & LGA
 
2.3 State & LGA Training.

2.4 In-service Curriculum Development for SDPs.
 

3.0 SUPERVISORY SUPPORT
 

3.1 Monitoring visits. 
Timely, reliable reporting, particularly

at administrative levels where responsibility has shifted from
FHS to FMOH, will depend on technical assistance from FHS staff,

particularly during early phases.
 

4.0 PROCESSING & REPORTING
 

Processing contraceptive commodity information at the federal
 
level will require the following activities:
 

4.1 Inclusion of Added Contraceptive Commodity Fields to NICARE.
 

Ending Balances. Currently, ending balances are calculated from

beginning balances + receipts 
- dispensed and compared with

reported ending balances. When discrepancies occur, the
calculated number is used. The reported balance is more likely

to be correct. Use of calculated ending balances may

overestimate existing clinic stocks.
 

4.2 Quarterly Report Generation. 
This workplan item indicates a
repetitive managerial requirement at the FMOH and FHS. 
 Both need
 
to track t adequacy of contraceptive supplies.
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4.3 NICARE User Documentation. A large portion of PHC data,
including contraceptive commodity data, is dependent on the

NICARE software. The future reliability of this software would

be enhanced through the preparation of both user and technical
 
documentation.
 

5.0 FHS CONTRACEPTIVE COMMODITY LOG UNIT: Staffing.
 

Staffing of the FHS logistics unit should include at least the
 
following two individuals.
 

5.1 Information Systems Specialist. A single identified officer
should be responsible for assuring the adequacy of contraceptive

supplies. Limited incremental effort will enable this officer to

provide the FMOH with the capacity to forecast contraceptive

requirements for multiple donors.
 

5.2 Programmer at M&E, PHC, Yaba. 
The Monitoring and Evaluation

Unit of the PHC department includes staff and equipment provided

by multiple donors. The unit relies predominantly on NICARE
 
software and has developed the capacity to provide on-site

training, plus mobile back-up for integrated PHC installations at

Zonal and State sites. Data entry staff are reportedly

available.
 

RECOMMENDATION: 
 FHS should employ an officer to be stationed
 
at the Monitoring and Evaluation Unit who
 
would oversee the processing of FHS
 
contraceptive commodity data and assure FHS
 
access to M&E training and support services.
 

FHS should also provide computer equipment to enable the work of
this officer. The provision of a second PC would further
 
facilitate the evolving capacity of the M&E Unit as a computer

training and support center.
 

Such visible support from FHS for the integrated processing of
PHC data would demonstrate FHS's role in providing technical
 
assistance to the FMOH FP program.
 

A NICARE database including contraceptive commodity data should
 
be maintained within the FHS offices.
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Scope of Work: FHS Data Analyst
 

draft 13 Aug 92
 

RESPONSIBILITIES. 
 The FHS Data Analyst will be responsible for
assuring the entry, maintenance, and reporting of service
delivery and commodity data for the FMOH FP program. 
The Data
Analyst will be supervised by the director of the FHS logistics
unit, and will be positioned half time at the FHS offices, and

half time at the FMOH M&E Unit
 

REQUIRED EXPERIENCE. 
The data analyst should have programming

experience with DBASE software, LOTUS, and Harvard Graphics.
Familiarity with program management, particularly population or
family planning service delivery would be an asset. 
The data
analyst must have personal skills that enable collaboration with
similarly employed staff serving the Monitoring and Evaluation

Unit of the PHC department.
 

Specific Tasks:
 

1. 	 Assure timely and accurate entry of FHS reports into the
 
NICARE database.
 

2. 	 Maintain up-to-date duplicates of the database at FHS and
 
other designated installations.
 

3. 	 Join FHS and FMOH managers in the design of relevant

quarterly reports, including those summarizing the status of

contraceptive availability and distribution.
 

4. 	 Assist in identifying for FHS field monitors, reporting

units delinquent in the submission of reports.
 

5. 
 Assure the quarterly preparation of reports on the adequacy

of contraceptive supply and distribution.
 

6. 
 Work 	with other staff positioned at the M&E Unit to provide

training on-site at the M&E Unit.
 

7. 
 Work 	with other staff positioned at the M&E Unit to support

installations at PHC zones and selected States.
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PROPOSAL: INTEGRATED PHC MIS
 

Technical Coordination Between Developing Countries
 
Nigeria and Ghana
 

BACKGROUND: 
 The MOH in Ghana has designed and is implementing
 
an integrated PHC MIS. The Monitoring and
 
Evaluation Unit of FMOH/PHC has undertaken a very

similar task.
 

DISCUSSION: 	 Persons having opportunity to work on MIS in both
 
countries have noted interesting similarities and
 
differences between the two processes and
 
resulting products.
 

Charactoristics of the integrated PHC MIS in Ghana
 
include:
 

o reduction 	of PHC indicators to a single page,
 

o 	 service delivery data is reported as
 
indicators (typically percentages) rather
 
than absolute numbers,
 

o 	 particular attention is given to self
assessment during the completion and
 
submission of the periodic report,
 

o 	 quarterly meetings are held at each level to
 
assess performance and progress.
 

The integrated PHC MIS in Nigeria is more
 
sophisticated in its electronic data processing
 
capacities.
 

PROPOSAL: 	 The AAO office should invite the head of MCH/FP

from the MOH in Ghana to come to Nigeria on a
 
consultancy to review and comment on integrated
 
PHC MIS development.
 

PRODUCT: 	 The consultant would produce a paper detailing

integrated PHC MIS activities that could be
 
undertaken under FHS and CCCD follow-on projects.
 


