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In August 1993, Congress enacted PublIc Law 103-62 called the "Government
Perfonnance and Results Act of 1993" (GPRA) The Act requITes Federal agencIes
to develop strategIC plans of at least fIve-year duration by September 30, 1997
It also reqUIres agencIes to develop annual perfonnance plans begmrung m fISCal
year 1999 and to report annually on actual perfonnance compared With Agency
goals begmmng In fiscal year 2000 The Act sets forth the major tenets of a
results-onented management approach that focuses on USIng resources and
mfonnatIon to achIeve measurable progress toward program outcomes as related
to program goals (See page 1 )

USAID's ReglOnal EconomIC Development Servlces OffIce/West and Central
Afnca's (REDSO/WCA) FamIly Health and AIDS - West and Central Arnca Project
carnes out REDSO /WCA's StrategIC Objective No 1. "Improved Access to and use
ofFamIly PlannIng, Maternal and ChIld Health and HIV/ AIDS Prevention SefVlces
(m targeted areas of West and Central Mnca) The ReglOnal Inspector General's
OffIce ill Dakar, Senegal, reViewed the project to detennme whether REDSO /WCA
had a) developed a strategIC plan and an annual plan whIch were conSIstent With
the Agency's StrategIC Framework, b) developed performance IndICators whIch
were conSIstent With Agency goals, c) developed a system for collectIng and
reportmg accurate performance data, and d) used performance mfonnatIon to
enhance program effectiveness In additlOn. the audIt sought to detennine
whether REDSO/WCA's FamIly Health and AIDS - West and CentralMnca Project
was makmg satisfactory progress toward achIeVing the rntended benefits (See
page 4)

The total lIfe-of-project fundIng for REDSO /WCA's FamIly Health and AIDS - West
and Central Arnca Project was $40 mIllIon of WhICh $27 mIllIon had been
expended as of September 30, 1996, and $5 6 mIllIon expended as of September
30 1997

Summary of AudIt FIndIngs and Recommendations

The audIt found that REDSO/WCA had developed both a strategIC plan and an
annual plan whIch were conSIstent With the Agency's StrategIC Framework
Moreover. REDSOjWCA had developed perfonnance rndicators WhICh were
generally conSIstent With Agency goals However, our audIt noted that 1)
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REDSO/WCA had not establIshed performance mdlcators at the strategIc
objective level. 2) REDSO/WCA m its Results ReView Report. had not establIshed
causal relationshIps between the strategIc objectIve and the Intermediate results,
3) REDSO/WCA had not developed a system to retam documentatIon to support
baselIne amounts. reported results, or planned targets We recommended that
REDSO/WCA 1) establIsh performance mdlcators With related targets for the
strategIc objectIve. 2) establIsh new Intermediate results for ItS famIly plannmg
and health strategIc obJectIve, and 3) establIsh a system to centrally mmntam
InformatIOn to support baselIne values, results, and targets III REDSO jWCA's
Results ReVIew Report (See pages 5 - 10)

The audIt also found that whIle REDSO/WCA and ItS development partners have
created a system for collectIng and reportIng performance data, neIther
REDSO/WCA nor the partners regularly venfled the data collected Consequently,
three of the SIX baselInes reported were matenallyl maccurate. whIle the data
collected for the calculatIon of one key mdlcator. showed SIgnIfIcant errors The
three problematIc baselInes related to the follOWing performance mdlcators 1)
condom use dunng the most recent sexual mtercourse In target areas, 2)
utIlIZatIon ofOral RehydratIon SolutIon, and 3) the contraceptIve prevalence rate
Therefore, we recommended that, REDSO/WCA update and correct these three
baselInes as well as to establIsh procedures to ensure that future performance
data are accurate (See pages 11 - 15 )

WIth regard to performance InformatIon, REDSO/WCA made use of It to enhance
program effectIveness SpeCIfIcally, we found examples of the way In whIch
REDSO /WCA had used performance InformatIon to Improve the way It measured
performance results, and to ensure that ItS actiVities reached theIr plarmed
targets (See pages 16 - 17)

Overall, REDSO/WCA's FamIly Health and AIDS Project was makIng satIsfactory
progress toward achlevmg ItS strategIC objectIve However, only one project
IndIcator had a 1996 performance target, and REDSO/WCA exceeded that target
(see AppendIX III, Result 1) Furthermore, our reView of the prelImInary data
collected for some IndICators, showed that REDSO jWCA was makIng good
progress AddItIonally, we noted that the project was malung progress In related
areas not dIrectly measurable For example, encouraged by the proJect, one
health practItIoner In Cameroon, has formed health clubs In hIS communIty
schools to reach students who may be otherwIse reluctant to VISIt project clmlcs
for serVIces (See pages 18 - 19 )

1 a vanance was conSIdered matenallf It was more than plus or mmus ten percent
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'Management Comments and-Our EvaIUifion

In response to our draft report, REDSO/WCA prOVIded wntten comments WhICh
are Included In theIr entirety as AppendlX II REDSO /WCA generally agreed With
the audIt report's four recommendatIOns and reported corrective actions and
prOVIded supportlng documentation to address all four recommendations

Specllically, REDSO/WCA stated that mIt's 1998 Results ReVIew and Resources
Request (R4) , It has Identliled four performance IndIcators and targets for Its
StrategIc Objective No 1 REDSO /WCA has also IdentifIed three Intermediate
results, and stated that all supportmg documentation for the R4s have been
placed In a central fIle Furthermore, a DemographIc and Health Survey has been
commIssIOned to valIdate and update reported mdicators and targets FInally
REDSO jWCA IS developIng an mdependent monitonng plan to ensure the
accuracy of reported performance data

Based upon REDSO /WCA's comments and our reVIew of those comments and
attachments, REDSO/WCA has taken fmal action on RecommendatIOn Nos 1,2,
and 3, and has reached Management DeCISIOn on Recommendation No 4 1 and
42
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INTRODUCTION

BaCkground

In August 1993, Congress enacted PublIc Law 103-62 called the "Government
Performance and Results Act of 1993" (GPRA) The Act requITes Federal agencIes
to develop strategIc plans of at least fIve-year duratIOn by September 30, 1997
It also reqUIres agencIes to develop annual performance plans begInnIng In fIScal
year 1999, and to report annually on actual performance compared to Agency
goals no later than March 31 2000 The Act sets forth the major tenets of a
results-onented management approach that focuses on usmg resources and
InformatIon to achIeve measurable progress toward program outcomes related to
program goals Congress selected USAID to be a pIlot agency for the
ImplementatIon of GPRA for fISCal years 1995 and 1996

To support the Agency's ImplementatIOn of GPRA, the OffIce of Inspector General
IS conductIng audIts deSIgned to prOVide the status of USAID's ImplementatIOn
of GPRA m relatIOn to the Agency's programs Our audIt at REDSO/WCA
conducted from October 1997 through January 1998 IS an Important part of thIS
USAID-Wlde effort

In September 1995, USAID Issued a document entItled The Agency's StrategIC
Framework and IndIcators 1995-1996, WhICh IdentIfIed 'World's PopulatIon
StabIlIzed and Human Health Protected m Sustamable FashIOn" as one of fIve
Agency goals upon WhICh the Agency would focus ItS resources In the future
Agency objectIves "Sustamable ReductIon m Unmtended PregnancIes",
"Sustamable ReductIOn m Child MortalIty", and "Sustamable ReductIon m
STI/HIVTransmISSIOn Among Key PopulatIons" are Included under thIS pIllar and
are supported by REDSO/WCA's StrategIC ObJectIve, No 1 "Improved Access to
and Use of FamIly Plannmg, Maternal and Child Health and HIV/ AIDS PreventIon
ServIces (m targeted areas of West and Central Mnca )"

USAID's RegIOnal EconomIC Development ServIces Office/West and Central
Mnca's (REDSO/WCA) FamIly Health and AIDS - West and Central Mnca Project
(FHA-WeA) Project WhICh was launched m late 1995 supports the follOWing
strategIC objectIve No I Improved access to and use offamIly plannIng maternal
and child health and HIV/ AIDS preventIon servIces In targeted areas of West and
Central AfrIca Accordmg to REDSO/WCA papers, the FHA-WCA project was
mitIated In response to USAID's closmg of several bilateral posts In West Mnca
Under thIS proJect, REDSO/WCA attempts to IdentIfy effectIve new health and
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farruly plannmg seIVlce delIvery technologies for adoptIOn by Mrican development
partners in selected subregiOns The project goal is to ralse the overall quantity
and qUality of cntical health and family planning seIVlces

REDSO jWCA IS USIng an Innovative model to achIeve ItS StrategIc Objective No 1
The model IS built on partnershIp WIth four U S pnvate voluntary orgaruzatIOns
(PVO) WhICh have receIved performance-based grants for the Implementation of
the FHA-WCA Project 1) JHPIEGO CorporatIon, 2) PopulatIon SeIVlces
InternatIOnal (PSI), 3) Tulane UmversIty, and, 4} John HopkIns Umversity Center
for CommunIcatIOn Programs Each of these organIZatIons IS responsIble for one
of the four FHA-WCA components, respectIvely I} se1\TJ.ce delIvery and traIllIng,
2) SOCIal marketIng, 3) operatIons research, and, 4) InformatIon, educatiOn, and
commurucatIons These four orgaruzatIons III consultatIon With REDSO jWCA,
have developed complementary agreements With USAID-Washington Global
Bureau's PopulatIon, Health, and Nutntion program, USIng the fIeld support
mechanIsm and Mncan partners The UnIfIed Management Team (UMT) was
created to manage the actIVitIes of these four PVOs As a result, the performance
of each PVO IS Judged mdiVIdually as well as collectIvely

To carry out project actIVities the UMT has not only establIshed a head office m
AbIdjan, Cote d'IvOlre, but also has mdiVIdual country offIces m four targeted
countnes 1) Burkina Faso, 2) Cameroon, 3) Cote d'IvOlre and, 4) Togo One
UMT member, PopulatIon SeIVlces InternatIonal has ItS own offIces In each of
these countnes and In Benm

TotallIfe-of-proJect fundmg for the FHA-WCA ProJ ect IS $40 mIllIon, ofwhIch $2 7
ffillbon had been expended as of September 30, 1996 and another $56 mIllIon as
of September 30, 1997
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Local Employees packagmg USAID supphed condoms for dIstrIbutIOn (pSI
warehouse, Douala, Cameroon, November 1997)

REDSO\WCA FamIly Health and AIDS project actIvItIes mclude 190 chmcs
m West and Central Afnca (Bagang chmc, Cameroon, November 1997)
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AiiQit 06]ectlves

We performed thIS audIt as part of the OffIce of Inspector General's decIsIOn to
audIt USAID's ImplementatIOn of GPRA It was desIgned to answer the followmg
audIt obJectlves

1) Old REDSOjWCA, for Its FamIly Health and AIDS ProJect. m accordance
WIth Agency dIrectives and m support of the Agency's actIOns to comply With
the Government Performance and Results Act

a) Develop a strategIc plan and an annual plan whIch were consIstent
With the Agency's StrategIc Framework?

b) Develop performance mdIcators whIch were consIstent With Agency
goals?

c) Develop a system for collecting and reportlng accurate performance
data?

d) Use performance mformation to enhance program effectiveness?

2) Was REDSOjWCA's FamIly Health and AIDS Project making satisfactory
progress toward achIevrng the mtended benefIts?

AppendIX I contaIns a complete dIscussIOn of the scope and methodology for the
audIt

4
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REPORT OF
AUDIT FINDINGS

ilia REDSO/WCA, for its Family Health and AIDS - West and
Central Africa Project activities, in accordance with Agency
directives and in support of the Agency's actions to comply with
the Government Performance and Results Act:

a) Develop a strategic plan and an annual plan which were
consistent with the Agency's Strategic Framework?

REDSO/WCA developed a strategIc plan and an annual plan for Its Farmly Health
and AIDS - West and Central Mnca (FHA-WCA) Project actIVItIes WhICh were
generally conSIstent With the Agency's StrategIC Framework

In March 1995, REDSO/WCA developed a PrOVISIOnal RegIOnal Program Strategy
to cover ItS actIVItIes from 1995 to 2000 ThIS strategy was therefore developed
before USAID developed ItS own September 1995 StrategIC Framework
Nonetheless, we found that REDSO/WCA's PrOVISIOnal 1995-2000 StrategIC Plan
was generally conSIstent With the Agency's StrategIC Framework In addItIon, we
found that the REDSO/WCA's latest annual plan, m the form of ItS March 1997
Results ReVIew Report, was conSIstent With both ItS RegIOnal Program Strategy
and USAID's StrategIC Framework

StrategIC ObjectIve No 1 for REDSO/WCA's FHA-WCA Project IS to Improve
access to and use of famIly plannmg and chIld health and HIV/ AIDS preventIon
serVIces In targeted areas Thus, REDSO/WCA's StrategIC ObjectIve (as outlIned
m both ItS 1995-2000 PrOVISIOnal RegIOnal Program Strategy and ItS March 1997
Results ReVIew Report) supports the Agency's goal for stabilIzmg the world's
populatIon and protectIng human health m a sustamable manner More
speCIfICally, REDSO/WCA's FHA project actIVItIes support three of the Agency's
four farUlly plannmg and health objectIves 1) sustamable reductIon ill

unIntended pregnanCIes 2) sustamable reductIon ill ChIld mortalIty and 3)
sustamable reductIon ill STI/HIV transffilSSlOn among key populatIons

In Its March 1997 Results ReVIew Report REDSO/WCA presented SIX
mtermedmte results whIch address more than one Agency objectIve (see
AppendlX III Results 1 to 6) FIVe of these results support the Agency's objectIve
of redUCIng unIntended pregnanCIes, four support the Agency's objectIve of
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reducmg child mortalIty, and four support the Agency's objective of reducmg
STIjHlV transrmSSIOn among key populatIons Thus, we found that these
mtermediate expected results were supportIve of and consIstent WIth
REDSO jWCA's StrategIc ObjectIve No 1

In summary. REDSO jWCA's ProVIsIOnal RegIOnal Program Strategy and ItS March
1997 Results ReVIew Report were conSIstent With each other arId With the
Agency's StrategIc Framework

DId REDSO/WCA, for its Family Health and AIDS - West and
Central Africa Project activities, in accordance with Agency
directives and in support of the Agency's actions to comply with
the Government Performance and Results Act:

b) Develop performance indicators which were consistent with
Agency goals?

REDSO jWCA developed performarIce IndIcators WhICh were generally conSIstent
With Agency goals, but our audIt noted three cntIcal pomts 1) REDSO jWCA had
not establIshed performarIce mdlcators at the strategIc objectIve level, 2) there
were no causal relatIonshIps between the strategIc objectives and the mtermedlate
results. arId 3) REDSO jWCA had not developed a system to retam documentatIOn
m support of baselmes, reported results, or plarIned targets for the dIfferent
performarIce IndIcators

In ItS March 1997 Results ReVIew Report, REDSO jWCA Included SIX mtermedIate
results for WhICh there were eIght performarIce IndIcators m support of ItS
populatIon and health StrategIc ObjectIve No 1 The eIght performance mdlcators
were used to measure the SIX mtermedIate results (see AppendIX III) Of these
eIght performarIce mdICators, SIX have baselme data while two do not (see
AppendIX V for baselme fIgures) Subsequent to Issumg ItS March 1997 Results
ReVIew Report. REDSO jWCA dropped two of the eIght IndICators

We found that these eIght performance mdlcators were objectIve arId quantItatIve
arId that the related performarIce targets were tIme-specIfIc arId venfmble
Furthermore. REDSO jWCA had deterrmned the way by WhICh to measure arId
With what frequency It would measure these performance IndIcators In addItIon,
these perfofffiarICe IndIcators were conSIstent With the broadly-stated performance
mdICators lIsted In USAID's "Agency StrategIc Framework and IndIcators 1995 ­
1996"
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REDSO/WCA developed Its current performance indIcators dunng a senes of
dIscussIOns WIth Its FamIly Health and AIDS - West and Central Mnca (FHA­
WCA) project partners as well as from the strategIc plan that had been developed
for the project

Although REDSO/WCA's eIght famIly plannmg and health IndIcators were
generally consIstent WIth Agency goals, our audIt noted three areas of
Improvement 1) no IndIcators had been establIshed at the strategIc objectIve
level, 2) there were no causal relatIonshIps between the strategIc objectIve and the
mtermedmte results, and 3) REDSO/WCA had not developed a system to retam
documentatIon In support ofbaselInes, reported results, or planned targets for ItS
performance IndICators

Performance Indicators and targets need to be
established at the strategic objective level

USAlD's Automated DIrectIves System (ADS) SectIon E201 5 10 states that
strategic plans WIll mclude proposed performance mdlcators and targets for
achIevement of each strategIc objectIve However, we found that REDSO/WCA
had not establIshed performance mdlcators and targets for ItS strategIc objectIve
of "Improved Access to and Use of FamIly Planmng, Maternal and ChIld Health
and HIV/AIDS PreventIon ServIces" REDSO/WCA stated that It conSIdered ItS
results as mdlcators for ItS strategic objectIve Nevertheless, WIthout speCIfIC
performance IndICators and targets for the strategIC objectIve, REDSO/WCA
cannot report on whether It IS makIng progress In accomplIshmg ItS overall
strategIC objectIve

Recommendation No 1 We recommend that the Director, REDSO/WCA
estabbsh performance Indicators and targets for Its strategIC objective of
"Improved access to and use of family planning, maternal and child health
and mv/AIDS prevention servIces "

ADS SectIon E201 5 10 defInes performance targets as the specIfIC and rntended
results to be achIeved WIthIn an explICIt tIme frame and agaInst whIch actual
results are compared and assessed It also states that a performance target IS to
be defmed for each performance mdlcator Furthermore, ADS E201 5 10 states
that strategIC plans Wlllinclude proposed performance mdicators and targets for
achIevement of each strategIC objectIve USAID's Center for Development
InformatIon and EvaluatIon's Performance Monitonng and EvaluatIon TIPS No
8 SImIlarly states that operatIng unIts should estabhsh a performance target for
each performance mdicator It selects for ItS strategIC objectIves and mtermedlate
result~ Fmallv USAlD's DIrectIve on SettIng and Morutonng Program StrategIes
dated May 27, 1994 states that annual Intenm IndIcators shall be establIshed to
demonstrate whether progress IS beIng made toward achlevmg the deSIred Impact
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During the audit, we noted that REDSO/WCA had mdeed establIshed both
performance indIcators and targets for Its mtermedIate results However, It had
not establIshed specIfIc performance indIcators and targets at the strategIc
objectIve level

REDSO/WCA offICIalS stated that ItS strategIc objectIve and results were prepared
m agreement With USAID/Washmgton and that It consIdered the results stated
m ItS FY 1997 Results Package (as sefVlng) as the mdlcators for the strategIc
obJectlve Essentlally, REDSO/WCA was usmg mtennedmte results as strategIc
obJectlve IndIcators However, In the absence of specIfIc perfonnance IndIcators
and targets for the strategIc obJectlve, REDSO/WCA cannot clearly report on
whether It IS makJng progress In accomplIshmg ItS overall strategIc objectIve of
"Improved Access to and Use of Farmly Plannrng, Maternal and ChIld Health and
HIV/ AIDS PreventIon SefVlces "

ADS SectIon E202 5 2a(2) recognIZes the dIffIcultIes m developIng targets and
requITes strategIc objectIve teams to IdentIfy and evaluate assumptIons and
hypotheses Inherent In the program's actIVItIes and m the results framework
Reenglneerrng requITes all operatIng uruts (rn theIr strategIc plans) to establIsh
performance targets for all performance mdlcators used to measure progress
toward each strategIC objectIve and each rntermedIate result AccordIngly we
recommend that REDSO /WCA develop and establIsh speCIfIC performance
mdlcators and targets for ItS StrategIC ObjectIve No 1

REDSO/WCA needs to establIsh new Intermemate results
for its famIly planning and health strategIc objective

USAID's ADS requITes that ItS operatIng uruts have strategIC objectIves and stated
mtermedIate results that lead to the strategIC objectIve WhIle REDSO/WCA has
establIshed SIX mtermedIate results for ItS StrategIC ObjectIve No 1, these
Intermediate results are madequate because they do not conSIstently follow the
gUIdelInes as prOVIded In USAID's Automated DIrectIves System As a result of
madequate IntermedIate results, the usefulness of REDSO/WCA's Results
Framework as a management tool m measunng mtermedlate steps toward the
accomplIshment of the overall strategIC objectIve IS compromIsed and the
development hypotheSIS IS not clearly commurucated

Recommendation No 2 We recommend that the Director, REDSO/WCA
establish new Intermediate results for Its faml1y planning and health
strategic objective

ADS SectIOn E201 5 lOa reqUIres that USAID operatIng unIts' strategIC plans
contaIn strategIC objectIves WhICh are defmed as the most ambItIous results m a
partIcular program area that the USAID operatIon urut IS WIllrng to be held
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responsIble ADS Section E201 5 lOe states that It is necessary to idenbfy the
mtermedIate results which are necessary to accomplish the strategIc objectIve
AddItIonally, the results framework must prOVide sufficient InformatIon to
demonstrate the cause and effect lInkages between the mtermedIate results and
the strategIC objectIve

REDSO/WCA m ItS FY 1997 Results Package stated ItS strategIC objectIve as
"Improved Access to and Use of Faml1y Plannmg, Maternal and ChIld Health
(FP/MCH) and HIV/ AIDS PreventIon SerVIces" In order to achIeve thIS strategIC
obJectIve, REDSO/WCA establIshed the followmg SIX mtermedIate results With
correspondmg performance mdlcators

o Result 1 - Increased AvaIlability of and Demand for FP/MCH and
STI/AIDS SerVIces In Target Areas

o Result 2 - Increased Condom Use by an Average of One Percentage
POInt Per Year In Project Targeted Areas

o Result 3 - Oral RehydratIon (ORS) Uh1IzatIon Improved by 2 5
Percentage Pomts Per Year and ORS Sales Improved by 10%

o Result 4 - Increased Use of Family Plannmg Methods Among Women
of Reproduchve Age by an Average of One Percentage POInt Per Year
In Targeted Areas

o Result 5 - Increased RegIOnal CapaCIty for Program Development and
ImplementatIon

o Result 6 - EffICIent Use of Resources Through Donor CollaboratIon

(see AppendIX III for a lIst of accompanymg performance IndICators)

The problem With these SIX mtermedIate results IS not that they do not eXlst,
rather, the problem IS that, because some do not promote the accomplIshment
of StrategIC ObJechve No 1 they are not adequate Intermediate results Rather
than fillIng the reqUIrement of beIng an Intermediate result, they serve better as
a way to measure the strategIC obJectIve, thus they serve better as performance
mdlCators than mtermedIate results For example mtermedIate result 4
Increased use of famIly plannmg methods among women of reproductIve age by
an average of one percentage pOInt per year m targeted areas does not In and of
Itself promote the accomplIshment of (or causes) "Improved use of famIly
plannmg" However It IS an adequate measurement of the accomplIshment of
"Imploved use of famIly planrung," thus, It serves better as a performance
IndIcator than an mtermedIate result LIkeWise, Intermediate result 3, oral
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rehydration utilizatIon nnproved by 2 5 percentage pomts per year and ORS sales
nnproved by 10 percent, measures or Indicates "Improved access to and use of
chIld health servIces" but does not promote Its accomplIshment

REDSO jWCA has not establIshed adequate mtermedmte results because It has
not conSIstently followed the gUldehnes as prOVIded m USAID's Automated
DIrectIves System WIth madequate mtermedmte results. the usefulness of
REDSO jWCA's Results Framework as a management tool to measure
mtermedmte steps toward the accomplIshment of the overall strategIC objectIve
IS dIllllnished and the development hypotheSIS IS not clearly communIcated To
Improve REDSO/WCA's Results Framework we recommend that It establIsh new
mtermedIate results for Its famuy plannIng and health strategIC objectIve

REDSO/WCA needs to establIsh a system to maIntaIn
Information reported In Its Results ReVIew Report

USAID's Automated DIrectIves System SectIOn (ADS) E203 5 5 states that
operatIng unIts shall establIsh performance monltonng systems WhICh meet
Agency standards for managmg and documentIng the data collectIon process
Although USAID reqUIres ItS MISSIOns to meet these Agency standards
REDSO jWCA had not developed a system to retaIn documentatIon to support the
baselIne values, performance results and performance targets Rather than
establIsh Its own system REDSO jWCA relIed on Its partners to supply baselIne
and performance data WithOUt actually retammg the InformatIon Itself By not
retaInIng documentatIon to support the gathered data, REDSO jWCA IS unable
to assess the data It uses m Its Results ReVIew Reports cntIcally

RecommendatIon No 3 We recommend that the Director, REDSO/WCA
establIsh a system to centrally maIntaIn InformatIon to support reported
baseline values, results, and targets in REDSO/WCA's Results ReVIew
Report.

ADS SectIon E203 5 5 states that operatIng umts shall establIsh performance
monltonng systems WhICh meetAgency standards for managIng and documentIng
the data collectIon process ADS SectIon 203 5 5e adds that operatIng umts
shall, at regular Intervals, cntIcally assess the data they are usmg to monItor
performance

Although USAID reqUIres Its MISSIOns to meet these Agency standards,
REDSO jWCA had not done so REDSO jWCA had not establIshed such a system
because It was relYing on the baselIne and performance data supplIed to It by ItS
partners WithOUt documentIng the support for the mformatIon
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Because REDSO jWCA dId not house on sIte or have ready access to the actual
documentatIOn for ItS reported results. it was not generally able to produce the
support for ItS reported baselmes performance results. or planned targets With
great facIlIty WhIle the documentatIOn was avaIlable through UMT and ItS
member PVOs. neIther UMT nor ItS member PVOs may retaIn these documents
for a long enough penod of tIme to satIsfy REDSO jWCA's need to have access to
them Moreover. by not retammg documentatIon to support reported results and
planned targets, REDSO jWCA IS unable to assess the data It uses In ItS Results
ReVIew Reports cntIcally To aVOId potentIal documentatIon problems m the
future, we recommend that the REDSOjWCA establIsh a centralIZed system to
maIntaIn InformatIon to support basehne values. reported results. and
performance targets lIsted m ItS Results ReVIew Report

Did REDSO jWCA for its Family Health and AIDS project, iIi
accordance with Agency directives and in support of USAID's
actions to comply with the Government Performance and Results
Act:

c) Develop a system for collecting and reporting accurate
performance data?

REDSO jWCA and the UMT have developed a system for collectIng and reportIng
performance data m Its Results ReVIew Report for the FamIly Health and AIDS
project However neIther the REDSO jWCA nor the UMT verIfIed the performance
data It had collected As a result three of the SIX baselmes REDSO jWCA reported
In ItS March 1997 Results ReVIew Report were maccurate Furthermore, there
were sIgmficant errors In the data used for calculatIng one key IndIcator

The system used by REDSO jWCA and the UMT for data collectIon and reportIng
Involves a three level process 1) clImc level, 2) country level, and. 3) regIOnal
level At the chrucs, health care workers record pertInent actIVItIes m daIly
regIsters Based on these daIly regIsters. the c1m.lcs subffilt monthly reports to the
UMT reSIdent adVIsor In the partIcular country Each reSIdent adVIsor gathers the
data and submIts quarterly reports to the UMT head offIce In Cote d'lvorre The
UMT complIes the data on a regIOnal baSIS and submIts quarterly and sermannual
reports to REDSO jWCA REDSO jWCA s StrategIC ObjectIve Team No I reVIews
these reports and extracts the data necessary to complete the Result ReVIew and
Report process

Although tlllS system for collectIng and reportIng performance data eXIsted. we
found that neIther the UMT nor REDSO jWCA venfled the reported data at any
level Consequently. we found three of the SIX reported baselInes to be mcorrect
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Furthermore, our random test of 14 chmcs m the regIOn showed that the data
beIng reported specrlically for the "contraceptIve prevalence rate" mdlCator had a
sIgnIficant error rate These tests showed that the data reported for 1996 had an
error rate of 27 percent while that for 19972 had an error rate of 15 percent To
ensure that the performance data reported IS accurate, REDSO /WCA needs to
adopt procedures to venfy reported results

Baselines established and performance data
coIIected had siiD1ficant error rates

ADS SectIon 203 5 5e states that the Agency and Its operatIng umts shall, at
regular Intervals, cntIcally assess the data they are usmg to monItor performance
to ensure they are of reasonable qUalIty and accurately reflect the process or
phenomenons that are bemg measured In spIte of thIS requlfement, we found
that REDSO /WCA dId not have an effectIve system As a result, three of the SIX
basehnes m the March 1997 Results ReView Report were maccurate
Furthermore, for the contraceptIve prevalence rate mdicator our test of the data
collected at the fIeld level found sIgmficant error rates ThIS condItIon occurred
because neIther REDSO/WCA nor the UMT has venfled the fIgures NeIther had
they performed adequate trammg or follow-up superVISOry VISItS to the clImes
Inaccurate performance data places the MISSIOn at nsk of making unWise
deCISIOns

Recommendation No 4 We recommend that the DIrector, REDSO/WCA

4 1 update/correct REDSO/WCA records to correctly report the 1996
performance baseline data for the following three performance
indicator baselInes (1) condom use dUrIng the most recent sexual
Intercourse In target areas, (2) utilIzation of Oral Rehydration
Solution, and (3) contraceptive prevalence rate

42 estabbsh procedures for REDSO/WCA offiCials to ensure that
performance data to be reported In the future, Including
contraceptive prevalence rate, are accurate

ADS SectIon 203 5 5e states that the Agency and ItS operatIng unIts shall, at
regular Intervals, cntIcally assess the data they are usmg to momtor performance
to ensure they are of reasonable qUalIty and accurately reflect the process or
phenomenon that are bemg measured ADS SectIOn E203 5 5(4}(a) adds that
comparable data for all performance mdlcators of strategIc objectIves and USAID­
funded mtermedmte results shall be collected and reViewed on a regular baSIS

2 For 1997 data tested was from JanuaIY through August
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Further, ADS Sechon 203 5 5a states that operahng unIts should complete and
penodically update a performance momtoring plan that proVides details for
collechng relevant performance data and Informahon Although the above
sechons require ffilSSlOns to cnhcally assess the data for reasonable qUalIty and
to ensure they accurately reflect the process or phenomenon beIng measured, we
found that REDSO jWCA had not ensured that It accurately reported data for
three of the SIX baselmes m Its March 1997 Results ReView Report The reportIng
of these maccurate data placed REDSO jWCA at nsk of mIsSIng opportunItIes to
Improve program effectIveness

In ItS March 1997 Results ReView Report, REDSO jWCA reported baselIne data
for performance mdlcators as shown m the follOWIng chart

Reported Baseline Data in REDSOjWCA's March 1997
Results Review Report

Performance Indicator Baseline Value

1) Number of condoms dIstnbuted 32 mIllIon

2) Condom use dunng most recent sexual 20-25%
mtercourse

3) UtIlIzatIOn of ORS 10%

4) ORS dIstnbuted 1 3 mIllIon

5) ContraceptIve prevalence rate (CPR) 84%

6) Fundmg trend from other sources for 86%
StrategIC ObjectIve No 1 actlVlties

However, based on our reView of the documentahon REDSO jWCA and the UMT
used In calculahng the baselInes, we determmed that follOWing three baseime
fIgures were In error 1) The baselIne for condom use dunng the most recent
sexual Intercourse m target areas should have been 11 1 percent, 2) utlhzatIon
of ORS should have been 16 1 percent, and, 3) CPR should have been 7 5
percent

ConcernIng the baselIne data for condom use dunng most recent sexual
mtercourse (no 2 In the above chart) REDSOjWCA based Its 20-25 percent
baselIne on 1993 and 1994 DemographIc and Health Surveys But the UMT
prOVided us InformatlOn that IndIcated that the baselIne should actually have
been 11 1 percent ThIS dIscrepancy IS explaIned by dIfferent
mterprLtahonsjclassificahons of "condom use" as well as a dIfference m
mdicators used to determme the baselIne The UMT offICIalS also stated that the
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fIgure should be a discrete number rather than a range, as was reported by
REDSO/WCA

WIth regard to the utilIzatIon of ORS baselme (no 3 In the above chart), the UMT
OffiCIalS stated that the fIgure reported by REDSO/WCA was an estImated and not
an actual usage rate REDSO/WCA reported a baselIne of 10 percent whIle the
UMT prOVided more current mformatIon shOWing that the baselme should have
been 16 1 percent ThIS dIscrepancy IS explaIned by the fact that the UMT
percentage IS based on more relIable data WhICh was not ongmally aVaIlable to
REDSO/WCA when It calculated Its ten percent fIgure

For the CPR baselIne (no 5 m the above chart), REDSO/WCA reported 8 4
percent whereas, dunng our audIt the UMT prOVIded mformatlOn mdlcatmg that
the more accurate value should have been 7 5 percent REDSO /WCA based Its
8 4 percent, m part, on mcorrect mformatIon that It had receIved from a preVIOUS
project partner UMT offICIalS stated that the fIgure was based on mcorrect data
supplIed by one partner whose partICIpatIon In the prOject has SInce been
termInated for cause

It IS dIffICult, If not unpossible, to establIsh a reasonable performance target
Without defmIng a defmIte startmg pomt or baselme The progress that
REDSO/WCA reports for each of Its performance mdlcators can only have
meanmg to the extent that Its baselmes are accurately stated AccordIngly, we
recommend that REDSO/WCA reView the data supportmg the baselInes for the
three performance IndIcators dIscussed above and readjust the baselInes

We also found that, although REDSO/WCA and the UMT have developed an
adequate system for collectIng and reportIng performance data, they dId not venfy
the data WhICh onglnated at the cllmcs and WhICh then passed through the UMT
country offIces, through the UMT home offIce and ultimately, to REDSO/WCA

UMT generates and reports two types of data 1) sales data WhICh IS the record
of the sales of condoms and ORS and 2) serVIce statistics data WhICh IS the record
of the contraceptIves dIstrIbuted and the contraceptive serVIces prOVIded at the
clmics The serVIce statistics data IS used to compute the value of the CPR
mdlcator The typICal clImc has two health care aSSIstants, each of whom
completes the daIly log as s/he attends to patients The daIly logs are standard
forms prOVided by the UMT to faCIlItate the recordmg of contraceptives and
serVIces prOVided on a dally baSIS EXaInples of the contraceptives prOVIded were
pills, Injectables, IUDs, Implants, condoms and spermICIde At the end of each
month, the daIly logs are complIed and summarIZed by the clImc and a report IS
forwarded through the UMT country offIces to the UMT head offIce

14

I
I
I
I



I
I
I
I
I
I
I
I
I
I
I

We tested the servIce statIstIcs data that the UMT used for computIng the
contracepbve prevalence rate for the regIOn Usmg statIstIcal samplmg. we
randomly selected 14 out of the 190 partICIpatIng chnlcs m the four targeted
countrles 1) Cote d'IvOlre, 2) Cameroon. 3) Togo. and, 4) Burkma Faso At each
clImc SIte. we reconcIled the UMT reported data agamst the clInIC'S own records
for the penod January 1996 through August 1997

When we compared the UMT reported data With the monthly summary data
mmntmned by the clInICS, we found extensIve errors The CPR data for 1996 had
an error rate of 27 percent, for 1997 It was 15 percent Because we used
statlstIcal samplmg. we can say With 90 percent certmnty that the data used In
calculatlng the 1996 CPR for the region, and WhICh was also used In estabhshmg
the baselIne for the CPR. had an error rate of 27 percent To further support our
observatIon. we compared the reported CPR data With the dmly regIsters for
selected months, and we found even greater dIscrepancIes. 1 e , an error rate of
32 percent In 1996 and one of 40 percent m 1997

There are several causes of the large error rate FIrstly, REDSO jWCA dId not
have a system for venfyIng the data reported Although REDSO jWCA offICIalS dId
make penodIc VISItS to the fIeld, we found no eVidence that the data had been
reViewed for accuracy or reasonableness Secondly, although the UMT's
orgarnzatIon descnptIOn reqUIres personnel to ensure the accuracy of reported
data, we found no eVidence of thIS In practIce For example, In one country,
several ClmICS, reported data for the SIX month penod, from January to June 1996
based on estImates and not on actual fIgures A SImple check of the data on the
part of the UMT would have dIsclosed thIS problem FInally, we noted a lack of
trmnmg and supervISOry VISItS WhIle some of the dIscrepancIes noted were the
result of calculatIOn errors, we noted several mstances In WhIch the health care
workers dId not know how to properly complete forms In additlon. there were
cases m whIch the chnlcs dId not even have the appropnate forms In most of the
clInICS we ViSIted the staff smd It dId not receIve regular VISItS from UMT OffiCIalS,
those who dId (usually located near CIties) smd dISCUSSIOns usually centered on
lOgIStiCS and rather than on trmnmg or supervISIOn

To venfy the reported condom and ORS sales fIgures (see AppendlXVl. we ViSIted
fIVe countrles With PopulatIOn ServIces International (PSI) offices PSI IS the UMT
member pnmanly responsIble for reportmg these sales fIgures In each offIce we
reVIewed documentatIOn of sales and the mternal control system and we VISIted
wholesalers and dIstributors Based on these reVIews we concluded the PSI
system for collectIng and reportmg data to the UMT IS relIable The data reported
for condom and ORS dIstrIbutIon was generally accurate

Moreover, our test showed no dIscrepancy between the reported UMT data and
PSI data for 1995 and 1996 condom dIstrIbutIon or for the 1995 ORS dlstrlbutIon
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data However, the 1996 total ORS distribution data for the fIve countrIes was
maccurate because, mstead of repornng zero ORS for Togo, a sales fIgure of
508,605 was reported However, in Togo the ORS program dId not start until
March 1997 The UMT OffICIalS admitted thIS was an error

In addressmg the causes of the above reporung InaccuraCIes, REDSO jWCA
attrIbuted the errors mostly to one partner, and underscored the fact that the
partner had been termmated for cause However, we belIeve there IS another
cause for the reported maccuraCIes REDSO jWCA does not have procedures In
place to venfy the accuracy of theIr data We estJmate that the annual total cost
associated With collecting data for the FamIly Health Project IS $177,000, or
approxunately2 2 percentofREDSOjWCA's 1996 FamIly Health and AIDS project
expendItures USAID's Performance Momtonng and EvaluatlOn TIPS, No 6 states
that performance mdlcators should be obtamed In a tlmely way and at a
reasonable cost It further states that a rule of thumb IS to plan on allocating 3
to 10 percent of the total program resources for performance monltonng and
evaluation As such, we belIeve that the REDSO jWCA could allocate a greater
percentage of ItS resources to data collection and the venflcation of the data

The reportIng of maccurate or mappropnate performance InformatIon places
REDSO jWCA at nsk of mlssmg opportumties to Improve program effectiveness
Accordmgly, REDSO jWCA should check, challenge and venfy mformation It
receIves from ItS vanous reporung entities pnor to the acceptance and reportmg
of any performance data m the Results ReView Report

Did REDSO jWCA, for its Family Health and AIDS project, in
accordance with Agency directives and in support of the Agency's
actions to comply with the Government Performance and Results
Act:

d) Use performance information to enhance program
effectiveness?

REDSO jWCA used performance Information to enhance program effectiveness

ADS Section 203 4 defmes performance mformation as the product of formal
performance momtonng systems, evaluative actiVitIes, customer assessment and
surveys, agency research and Informal feedback from partners and customers
REDSO jWCA collects performance InformatIon on Its FamIly Health and AIDS
project through evaluatIons, studIes, contractor reports, SIte VISItS, and meetIngs,
to help It make plannmg and program ImplementatIon deCISIOns Dunng our
audIt we found several examples of the way In WhIch REDSO jWCA had used
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performance informatIon to ensure that Its actiVities reached theIr planned
targets, and to improve the way It measures performance results

REDSO/WCA has established innovative
relationships with partners to achIeve objectives

REDSOjWCA has establIshed an Innovative relatIonshIp With Its partners, USIng
contractual relatIonshIps m WhICh the partners are held responsIble for achlevmg
project objectIves and not for merely supplymg mputs To measure performance
and to ensure that planned targets are reached, REDSOjWCA In collaboratIon
With Its IndIVidual UMT partners, set cntIcal ml1estones to be reached by the
partners REDSO /WCA evaluated the performance of Its partners before
extendIng the cooperatIve agreements each year As a result of thIS reView,
REDSO jWCA determIned that one partIcular partner was not meetIng several
cntIcal mIlestones and REDSO/WCA dId not renew the cooperatIve agreement
With that partner

Another benefIt of thIS approach IS that REDSO/WCA and ItS partners reVised one
performance target when they realIZed that the preVIOUS target was too low In ItS
March 1997 Results ReView Report, REDSO/WCA's mtermedmte result no 3 had
the follOWing target to Improve ORS utIlIZatIon by 2 5 percentage pomts per year
(see AppendIX IV) Dunng our reView we noted that the UMT's target for
lillproVIng utIlIzatIOn of ORS had been raIsed to 5 percentage pOInts per year We
were Informed that the change occurred as a result of UMT's reView of the
baselIne data and concurrence by REDSO/WCA

Management Comments and Our Evaluation

ConcernIng RecommendatIon No 1, REDSO/WCA stated that It recognIzed that
ItS March 1997 Results ReView and Resource Request (R4) lacked clanty m
reportIng results WithOUt speCIfYIng level of results and related IndIcators ThIs
error has been corrected m the March 1998 R4 In addItion, REDSOjWCA
prOVided as an attachment, a results framework for ItS StrategIc ObjectIve No 1
WhICh IdentIfIed the strategIc objectIve IndICators and targets Based upon
REDSO jWCA's subIllissIOn of strategIc objectIve IndIcators and targets m ItS
March 1998 R4, fmal actIon has been taken on Recommendation No 1

Regardmg RecommendatIon No 2, REDSO /WCA commented that three of the SIX
mtermedmte results IdentIfIed m the March 1997 R4 were not mtermedmte
results but rather performance mdlcator targets However, REDSO/WCA
IdentIfIed the other three IndIcators as key mtermedmte results Smce the ADS
IdentlfH"S all results below the strategIc objectIve level as mtermedmte results, and
SInce .R.EDSO/WCA had SIX results below the strategIc objectIve level In ItS March
1997 R4, we stand by our statement that REDSOjWCA had SIX mtermedmte
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results However, we have determIned that final actIOn has been taken on
RecommendatIon No 2 because REDSO/WCA has IdentIfied the folloWing three
Intermediate results for Its Strategic ObjectIve No 1 1) Increased avaIlabIlIty of
and demand for FP/MCH and STI/AIDS selVlces In target areas, 2) mcreased
regIOnal capacIty for program development and ImplementatIon, and 3) effICIent
use of resources through 1Illproved donor collaboratIon

WIth respect to RecommendatIon No 3, REDSO/WCA agreed that all supportIng
documentatIon for the March 1997 R4 was not kept III a central locatIon
Follmmng the audIt, all the supportmg documentatIOn for the March 1997 R4
have been put mto a central flie, accordmg to REDSO/WCA CopIes of the
onginal supportIng documentatIOn for the 1997 and 1998 R4s would be sent to
USAID/Mah, and the ongmal would be kept by the FHA-WCA project upon the
close-out of REDSO/WCA By centrally mamtammg mformatIOn to support the
R4 data, fmal actIOn has been taken on RecommendatIOn No 3

Fmally, concerrung RecommendatIon Nos 4 1 and 4 2 REDSO/WCA agreed With
the recommendatIOn and stated that It had commISSIOned a regIOnal DemographIc
and Health Survey to valIdate and update ItS baselIne mdlcators and targets
ThIS survey will be completed by September 1998 Also an mdependent
performance morutonng plan IS beIng developed to ensure the accuracy of the
reported performance data Based upon these actions In progress, Management
DeCISIOn has been reached on RecommendatIon No 4 FInal actIOn will be
conSIdered taken when REDSO/WCA (or the USAID mISSIOn responsIble for the
FHA/WCA proJect) valIdates and updates the performance baselIne data based
upon the DHS study And when the mdependent performance momtonng plan
IS completed and Implemented

Was REDSOjWCA's Family HeaIth ana AIDS project making
satisfactory progress toward achieving the intended benefits?

For the Items tested, REDSO/WCA's FamIly Health and AIDS project was makmg
satIsfactory progress toward aChIeVIng the Intended benefIts

REDSO/WCA establIshed under ItS StrategIC ObjectIve No 1 SIX IntermedIate
results and eIght performance IndIcators WhICh were related to the FamIly Health
and AIDS Project For 1996, REDSO/WCA establIshed a performance target for
one performance IndIcator (see AppendIX IV) REDSO/WCA also establIshed
baselInes for SIX of eIght performance IndIcators but not for the other two
IndIcators As Illustrated m AppendIX III for the one performance target
establIshed In 1996 the project exceeded that target Furthermore, our reVIew of
the data collected for some mdicators revealed that REDSO/WCA was making
good progress for the data not yet reported
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There appeared to be an awareness and hIgh demand for the ORS and condoms
dIstrIbuted under the auspIces of the proJect, especially m BenIn and III Togo
Dunng our VISIts to retailers In those countnes, we noted the two products were
promrnentlyadvertIsed, and wholesalers and retailers were aggressIvely pursumg
the salespeople from the project offIces for greater supply of the products One
country dIrector stated that there was more demand for ORS and condoms than
supply and the sales were only 11ll1lted by the donors' ability to supply

AddItIonally, we noted that the project IS makIng progress III related areas not
dIrectly measurable For example. In Cameroon. one doctor partICIpatIng m the
project has created two youth clubs, one at the local uruversity and one at the
local hIgh school The 200 members of the clubs range from ages 11 to 18 The
clubs meet monthly for a lecture by the doctor and a VISIt by a nurse on health
and contraceptIve use Accordmg to the doctor, SInce many students are
reluctant to go to the clInICS, a nurse was useful at each meetIng to prOVide
practIcal aSSIstance We observed the doctor's eXCItement With the clubs and
theIr actIVItIes ThIs Increase In knowledge of famIly health and AIDS WIthm thIS
communIty IS one mdlcatIon that REDSO jWCA was makIng satIsfactory progress
toward achIeVing the Intended benefIts

Management Comments and Our Evaluation

Smce there were no audIt recommendatIons made m the above dIscussIOn
sectIon, REDSO jWCA made no comments

...
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APPENDIX I
Page 1 of 2

161 ====M=:=;=:;=~=~=~=L=~=G=Y====I
The OffIce of the RegIOnal Inspector General for AudIt/Dakar, audIted
REDSO jWCA's ImplementatIOn of the Government Perfonnance and Results Act
of 1993 In relabon to REDSO/WCA's Faml1y Health and AIDS Project In
accordance WIth generally accepted government audltmg standards
REDSO jWCA's REDSO/WCA's FamIly Health and AIDS Project had expendItures
totalIng $2 7 mIllIon as of September 30, 1996 Our audIt focused on and tested
each of the eIght Famlly Health and AIDS related perfonnance IndIcators and the
SIX perfonnance results that were lIsted III REDSO/WCA's March 1997 Results
ReView Report ThIS report covered REDSO/WCA's perfonnance results for the
year ended September 30, 1996

We conducted our fIeld work at REDSO/WCA In AbIdJan, Cote d'IvOlre, and at
vanous project offIces and clInICS around the WCA regIOn from October 1997
through January 1998 The followmg fIVe countnes In the WCA regIOn were
VISIted 1) Bemn, 2) Togo, 3) Burkina Faso, 4) Cameroon, and 5) Cote d'Ivorre In
BenIn, we ViSIted the PSI offIce as well as some wholesalers and retaIlers m
Coutonou In Togo we ViSIted the UMT country offIce In Lome, and VISIted ClmiCS
m Lome, Tchamba, Klabe Efouka, Kpele-Goudeve, Atakpame, and Adidogome We
also VISIted the PSI offIce and some wholesalers and retaIlers In Lome

In Burkma Faso we VISIted the UMT country office m Ouagadougou and VISIted
chmcs In Safane, Kaya, Gourcy and Bobo We also VISIted the PSI office and some
wholesalers and retailers m Ouagadougou In Cameroon we met WIth the UMT
acbng country dIrector m Douala and VISIted clImcs In Bangang and Manyemen
Also, we VISIted the PSI offIce and some wholesalers and retailers m Douala In
Cote d'IvOlre we VISIted the UMT head offIce and the country offIce m AbIdjan, and
also worked m chnlcs m TreIchVIlle, Abobo and DIVO We also VISIted the PSI office
and some wholesalers and retailers m AbIdjan

The DIrector of REDSO jWCA made vanous representatIons concerrung the
management ofREDSOjWCA's Family Health and AIDS Project In a management
letter sIgned January 9 1998

In conducbng our fIeld work, we assessed the Internal controls relatmg to
REDSO jWCA's reporbng of performance results Our audIt also mcluded an
analySIS of perbnent regulabons, polICIes and procedures as well as the latest
REDSO jWCA Control Assessment
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In an effort to gam an understandmg of REDSO/WCA's program strategIes.
approaches, and actIVItIes as they relate to the REDSO/WCA's strategIC obJectlve
of "Improved Access to and Use of FamIly PlannIng, Maternal and Child Health
and HIV/ AIDS Preventlon ServIces" we mtefVIewed cognIZant USAID,
governmental, and non-governmental, offICIalS We also mtervIewed reCIpients of
USAID's development aSSIstance, health workers, wholesalers and retailers In
additlon, we reVIewed project files, project evaluatIons, and fmancml reports
Furthennore, as Illustrated m AppendIces III and N, reported strategIC obJectlve
and Intennedmte results were traced to theIr related source documents and
REDSO jWCA's reported performance progress accordIng to Its March 1997
Results ReVIew Report was reVIewed For the most part, we conSIdered the
relIabIlIty ofthe source documents, but dId not audIt the fIgures reported m them
However, we dId test the followmg three performance mdICators contraceptive
prevalence rate (CPR), number of condoms dIstnbuted, and number of oral
rehydratlon solution (ORS) dIstributed We tested the data the UMThad collected
for the penod January 1996 through August 1997

In order to establIsh the umverse for testlng the CPR data, UMT prOVIded a lIst
of all the clImcs paruclpatlng ill the FamIly Health and AIDS Project as of October
1997 There were 190 chmcs m four countnes To determIne the sample SIZe, we
wanted to have a preCISIOn of plus or mInus 10 percent, an error rate of 15
percent, and a 90 percent confIdence level ThIS resulted In a sample SIZe of 34
However, after estimating the time to complete the audIt, resources available and
number of countnes to be VISIted, we reVIsed the factors for a preCISIOn of plus or
mmus 15 percent, an error rate of 15 percent, and a confIdence level of 90
percent TIns prOVIded a sample SIZe of 14 11 percent Usmg computer software,
we randomly generated two sets of fIfteen numbers We chose fIfteen ClmICS to
be VISIted from the fIrst set

Dunng our fIeld tnps m Cameroon, we found that one selected SIte was
maccesslble, so we selected another clImc In Cameroon from the second set of
data and VISIted that SIte However, we chose not to Include the results from thIS
ClmiC because of a questlon of statistical appropnateness We therefore reVIsed
the sample SIZe to 14, usmg only those SItes from the fIrst random hst

WIth regard to the number of condoms and ORS dlstnbuted, we tested the data
reported m each of the fIVe PSI country offIces In each offIce, we obtaIned a
report of condom, and ORS where applIcable, sales by month for the penod
January 1996 through August 1997 We then reVIewed the accounting to
determme whether the data generated was relIable Fmally, we compared the
country offICe data to the data we had obtaIned from the UMT

-



:;
I

•
I

APPENDIX II

Page 1 of 5

INTERNAnOHAl '-'OORESS

RED~O WCA

C 0 AMERIC "'N E."'IBASS'r
01 B P 1712 ABJDHN 01
(OTE D !'I.OIRE

f.fAR 1 6 1998

AMERICAOFSTATES

MEMORANDUM

UNITED
AGENCY FOR INTERNATIONAL DEVELOPMENT

REGIONAL ECONOMIC DEVELOPMENT SERVICES OFFICE WEST AND CENTRAL AFRICA

UNITED STATES ADDRESS

ABIDJAN (REDSOJ
Dl:P"'RTMF"'T OF STATE

v,.\~Ill,(,rON 0 C 205'1 '010

I
I

I

We appreciate the opportumty to work WIth the RIG team on the GPRA audIt It has been
a stunulatmg exercISe for REDSOIWCA and Its NGO partners

We have reviewed the subject draft audIt report receIved from your office on February 6
1998 wluch mcluded draft recommendahons contamed m your memorandum dated
February 3 1998 Our comments below pertam to those recommendatIOns

RecommendatIon No 1 We recommend that the DIrector, REDSO/WCA
estabhsh performance mdlcators and targets for Its strategIc obJecbve of
"Improved access to and use of family plannmg, maternal and child health
and HIV/AIDS prevention services"

Henry Barrett, RegIOnal DIreCtor RIG

Draft report on tbe AudIt of REDSOIWCA's ImplementatIon of
the ~vernmentPerformance and Results Act (GPRA) m Its
Family Health and AIDS-West and Central Afnca PrOject

FROM

DATE

TO

SUBJECT

I
I
I
I

I

I
I

I
I

REDSO/WCA recogrnzes that m our March 1997 Results ReVIew and Resource Request
(R4), we lacked clanty In reportmg our results WIthout speclfymg the level of results and
related mdlcators Indeed, we reported three SO level mdlcators and two mtermedlate
level results wluch m our JUdgement best reported on our performance Tlus was
consIstent WIth the guIdance receIved from USAIDlW on the March 1997 R4 preparation
We recogmze that tlus has caused some confuSIon about the eXIstence of the strategIc
objective (SO) mdlcators

I
However III tins year s R4 (March 1998) we have IdentIfied and reported agaInst the SO
mdlcators and each of the three mtermedlate results as requested m thIS year s R4
guIdance (STATE 10280) and the AfrIca Bureau s complementary gUIdance

I
RElJSOfWCA l~ ,,~.llg the followmg performance mdlcators and targets at the strategIC
objectIve level as Identified III Its Intenm Results Framework dated February 24 1997
(see Attachment 1)

I
I



~I

SO performance mdlcators

- contraceptIve prevalence rate (CPR),
- condom use durmg last sex act,
- oral rehydration salt (ORS) utIlizatIOn
- (Percent) mcrease In the number of socIal marketmg (SM) pomts

The targets of the three SO mdlcators reported m the March 1997 R4 were detmed as
follows

- Increased condom use by an average of 1% per year lfi project target areas (page 3)

ORS utlllzanon unproved by 2 5% per year (page 4)

- Illcreased use of modem family planmng methods among women of reproductIve
age by an average of one percent per year In target areas (page 4)

We hope that the above addresses your concerns

REDSO/WCA, therefore, requests that RecommendatJon No 1 be conSidered as
closed

RecommendatIOn No 2 We recommend that the Director, REDSO/WCA
establish new mtennedlate results for Its famtly and health strategIc objective

On page 9 of the draft audIt report RIG stated that quote REDSO/WCA established the
followmg SIX mtermedlate results WIth correspondmg perfonnance mdIcators

o Result 1 - Increased AvallabJltty of and Demand for FP/MCH and
STIIAIDS ServIces III Target Areas

o Result 2 - Increased Condom Use by an Average of One Percentage
Pomt Per Year In Project Targeted Areas

o Result 3 - Oral Rehydranon (ORS) UtilizatIon Improved by 2 5
Percentage Pomts Per Year and ORS Sales Improved by 10%

o Result 4 Increased Use of Famlly PlaIUllng Methods Among
Women of Reproductive Age by an Average of One Percentage
Pomt Per Year In Targeted Areas

o Result 5 Increased RegIOnal CapacIty for Program Development
and Implementation

o Result 6 - EffiCient Use of Resources Through Donor
CollaboratIOn' unquote

2
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REDSO/WCA would like to emphasJ.Ze that results 2 3 and 4 are not REDSO/WCA s
mtermedlate results but mstead performance mdlcator targets agamst WhICh progress IS

to be measured towards attaInment of the strategic objectIVe REDSO/WCA s key
mtermedlate results were defined III the mtenm results framework dated February 24
1997. as follows

R#1 Increased avaJlabll11y of and demand for FP/MCH and STI!AIDS services
In target areas

R#2 Increased regIOnal capacIty for program development and ImplementatIOn

R#3 EffICient u~e of resources through unproved donor collaboration

REDSOIWCA, therefore, requests that Recommendation No 2 be cODSldered as
closed

RecommendatIOn No 3 We recommend that the Director, REDSOMCA
establISh a system to centrall} mamtam mformatlOD to support reported
baselme values, results, and targets In REDSO/WCA's Results ReVle'll Report

In the draft audit report (page 12) RIG stated the followmg REDSO/WCA and Its
development partners have developed a system for collectmg and reporting performance
data In Its Results ReView Report for the FamIly Health and AIDS project We confirm
that whIle there was a system III place for data collection all supportmg documentation
for the March 1997 R4 was not mamtaIned m a central file

FollowlOg the eXit debnefing by the RIG audllors REDSO/WCA placed all supportmg
documentaliOn prOVided by Its NGO partners for the March 1997 R4 IOta a central file
As a result of the REDSO/WCA closeout copies of the March 1998 R4 the March 1997
R4 and supportmg documentation will be transferred to USAID/Mah

The onglOaJs WIll be retamed by the Abidjan based program funded USAID
management umt for the FHA WCA project We are mcludmg an Inventory of the
supportmg documentatIon for the March 1997 R4 (Attachment 2)

REDSO/WCA, therefore, requests that RecommendatIon No 3 be consldered as
closed

Recommendatton No 4 We recommend that the Director,
REDSOIWCA

4 1 update/w., ~ t REDSOIWCA records to correctly report performance baselme
data for the followmg three performance mdlcator baselme (1) condom lISe
durmg the most recent mtercourse m target areas, (2) utlhzatlOn of oral
rehydratIOn solution, and (3) contracepnve prevalence rate

3
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REDSO/WCA agrees with recommendatIon No 4 I To address tins deficIency
REDSO/WCA has commissIOned a regional Demographic and Health Survey (DHS) to
valtdate and update Its basehne illdlcators and targets The survey wIll be completed by
September 1998 and REDSO/WCA s baselme data records wIll be updated by October
1998

4 2 establISh procedures for REDSOIWCA officials to ensure that performance
data to be reported m the future, mcludmg contraceptive prevalence rate, are
accurate

REDSOIWCA agrees WIth recolJlI'1endatJon No 4 2 To this end REDSO/WCA IS
developmg an mdependent Performance Momtonng Plan (P\1P) Tlus plan I,l; III
complement and remforce the performance morutorrng systems already establlshed by
REDSOIWCA and Its strategIc partners As a result the collectIon revIew and vahdatton
of the same data set over time wtll be assured

Below are addItIonal comments and clanficatJon regardmg recommendation No 4 2

As Illdlcated ill the March 1997 R4 (page 3) REDSO/WCA had planned for a baselme
and follow up DHS The DHS IS recogruzed as the best tool to provide the most accurate
performance data In the health sector However It IS a costly survey whIch IS only
conducted every three to five years In the meantlffie program managers must utlhze best
estimates from service staastics III the context of an overall weak health mformatlon
systems (HIS) In most West Afncan countnes

REDSOIWCA was aware of the potential for 'slgmficant error rates' regardmg the
baselme data on condom use ORS uttltzaIJon and contraceptive prevalence given weak
HIS and the fact that there were no recent population based surveys m our pnonty
couotnes We had no alternatIve other than to delay the Implementation of the RegIOnal
project which was not an acceptable option

We mdlcated III the comment sectIOn for the perfOlmance tables that the figures for
condom use were estImates and that the on-go109 regIOnal DHS would proVide more
rehable figures We were also clear III the performance tables that the basehne CPR
figure was based on couple year of protectIOn (CYP) outputs These notes of cautIon were
also reflected m the draft Momtonng and Evaluation plan completed by the NGO partners
III January 1997 and used for the R4 exercIse In the early stage of our regIOnal InitIative
REDSO/WCA made an mformed deCISIon to focus attention on lmprovmg the systems
and services of our clmlc based mterventlons At the same tlffie we commIssIoned a
regIOnal DHS for gathenng the most rehable baselme performance data m our pnonty
countnes Our effective morutormg has been demonstrated by our tImely recogrutlon of
the service dehvery problems whIch led to our deCISIon not to renew the grant of the
partner responsible for servIce dehvery These problems were raised m the March 1997
R4 (page 4 and 6)

In collaboration With the remammg NGO partners, we took bold measures to Improve the
health mformatlon systems and chmc-based services and to Improve the reltablhty of the

4
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data reported by the chrucs These actIOns mcluded

the additIOn of a full t1ITIe M&E coordmator to the Urufied Management
Team

the placement of Management Infonnauon System (MIS) coordInators m
Cameroon Burkma Faso Togo and Cote d IVOIre to assist With data
collection compIlation analySIS and reportmg and

the establIshment of supervisory teams In each of the four FHA focus
countnes

Followmg the GRPA audit REDSOIWCA and Its partners have recognIZed the need to
focus appropnate attention on data venficatlOn

In a memorandum dated March 3 1998 (Attachment 3) the NGO partners are COmmItted
to greater ngor m the collection and analysIs of data In thIs context they are estabhshmg
a process whereby SUpervISOry teams and the MIS coordInators WIll conduct data
venficatlOn and vahdatlOn

ConclusIOn REDSO/WCA requests that all recommendatIons be considered closed With
the exception of recommendatIOns No 4 1 and No 42 As additional mforrnatlon
REDSO/WCA has proposed m Its March 1998 R4 document to modify Its strategic
objective and mtermedIate results statements to better capture regIOnal 1ITIpact and
sustamabIhty and to more accurately reflect our cJuld survIval InterventIOns TIns Will
not change the expected results negotiated With the current NGO partners ThIS proposal
IS consistent With the recommendatiOns of the Program and Management external review
of the FHA WCA project conducted m January 1998

Attachments a/s
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APPENDIXm

Testing of 1996 Reported
Family Health and AIDS Project Performance Results

Progress Progress Valiance
Reported by Verified

Mission by Audit Actual %

StrategIc ObjectIve 1
Improved Access to and Use of Famtly Planmng

Maternal and Chtld Health and HIVIAIDS PreventIon
ServIces

Result 1
Increased Avatlablhty of and Demand for FP/MCH

and STI/AIDS ServIces In Target Areas

1 Number of condoms distributed 33680218 34463523 783305 23

Result 2
Increased Condom Use by an Average of One

Percentage POint Per Year In Project Targeted Areas

1 Condom use dUling most recent act of seJ..'Ual n/al n/a n/a n/a
Intercourse In target areas

Result 3
Oral Rehydration (ORS) Utlhzatlon Improved by 2 5
Percentage Pomts Per Year and ORS Sales Improved

by 10%

1 Utilization of ORS n/a! n/a n/a n/a

2 Number of ORS distributed n/a! n/a n/a n/a

Result 4
Increased Use of Famtly Planmng Methods Among
Women of Reproductlve Age by an Average of One

Percentage POint Per Year In Targeted Areas

1 Contraceptive Prevalence Rate (CPR) in Targeted n/al n/a n/a n/a
Areas ofWCA

Result 5
Increased RegIonal CapacIty for Program

Development and Implementatlon

1 Composite Indicator for institutional development n/a2 n/a n/a n/a

Result 6
EfficIent Use of Resources Through Donor

Collaboration

1 IndIcator for tracking the use in WCA of selected n/a2 n/a n/a n/a
tools materlals and technology developed by USAlD

2 Funding trend from other sources for SO it 1 activities n/al n/a n/a n/a

1 No reported performance progress for 1996 smce REDSOjWCA establIshed thIS baselme
value m 1996

2 TIus mdlcator was not developed m 1996

v1



I REDSO/WCA's Progress Towards Its
1996 Family Health and AIDS Project Targets

APPENDIX IV
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Progless Valiance
Planned VeIified
Target by Audit Actual %

Strategic Objective 1
Improved Access to and Use of Fanllly

Planning Maternal and Cluld Health and
HIVIAIDS Prevention Services

Result 1
Increased Avallablhty of and Demand for
FPIMCH and STIIAIDS Services In Target

Areas

I Number of condoms distIibuted 33600000 34463523 863523 26

Result 2
Increased Condom Use by an Average of One

Percentage POlDt Per Year In Project Targeted
Areas

I Condom use dUring most recent act of sexual n/al n/a n/a n/a
intercourse In target areas

Result 3
Oral Rehydration (DRS) Utdlzatlon Improved
by 2 5 Percentage POints Per Year and DRS

Sales Improved by 10%

1 utilization of ORS n/al n/a n/a nla

2 Number of ORS distIibuted n/al nla n/a n/a

Result 4
Increased Use of Fanllly Planmng Methods
Among Women of Reproductive Age by an

Average of One Percentage POlnt Per Year In
Targeted Areas

I Contraceptive Prevalence Rate (CPR) in nla l n/a nla n/a
Targeted Areas of WCA

Result 5
Increased ReglOnal Capacity for Program

Development and Implementation

1 Composite indicator for institutional n/a2 n/a n/a n/a
development

Result 6
Efficient Use of Resources Through Donor

Collaboratlon

1 Indicator for tracking the use in WCA of n/a2 n/a n/a nla
selected tools matertals and technology developed
by USAID

2 Funding trend from other sources for SO # 1 nlal n/a n/a nla
activities



APPENDIX. V

Testing of 1996 Reported
Family Health and AIDS Project Performance Baselines

Baseline Vartance
Stated Verified

Ba<,el1ne by Audit Actual %

Strategic Objective 1
Improved Access to and Use of Faml1y Planmng

Maternal and Cluld Health and HIV/ AIDS
Preventlon ServIces

Result 1
Increased Avadablhty of and Demand for FP/MCH

and STI/AIDS Sel'Vlces In Target Areas

I Number of condoms distributed CY 1995 CY 1995
320000000 31 738252 261 748 8

Result 2
Increased Condom Use by an Average of One

Percentage POint Per Year m Project Targeted Areas

1 Condom use dUring most recent act of sexual CY 1996 CY 1996
lntercourse In target areas 2025% 11 1% 89% 445

Result 3
Oral Rehydration (ORS) Utlhzatlon Improved by 2 5
Percentage POints Per Year and ORS Sales Improved

by 10%

1 Utilization of ORS CY 1996 CY 1996
10% 161% 6 1 61

2 Number of ORS distributed CY 1996 CY 1996
1300000 1318103 18 103 1 4

Result 4
Increased Use of Faml1y Plannmg Methods Among
Women of Reproductive Age by an Average of One

Percentage Pomt Per Year In Targeted Areas

1 Contraceptive Prevalence Rate (CPR) In Targeted CY 1996 CY 1996
Areas ofWCA 84% 75% 9 11

Result 5
Increased Regional Capacity for Program

Development and Implementation

1 Composite Indicator for Institutional development n/a2 n/a n/a n/a

Result 6
EffiCient Use of Resources Through Donor

Collaboration

1 Indicator for tracking the use In WCA of selected n/a2 n/a n/a n/a
tools materials and technology developed by U5AID

2 Funding trend from other sources for SO # 1 CY 1996 CY 1996
activities 86% 846% 14 16
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APPENDIX OF ACRONYMS, TERMS AND DOCUMENTS

ACRONYMS

ADS - Automated DIrectIve System
COlE - Center for Development InformatIon and EvaluatIon
CPR - ContraceptIve Prevalence Rate
FHA-WCA - Fanuly Health and AIDS - West and Central Mnca
GPRA - Government Performance and Results Act of 1993
IEC - InformatIon/EducatIon/CommumcatIon
NGO - Non-Governmental OrganIZatIOn
ORS - Oral RehydratIon SolutIOn
PSI - PopulatIon ServIces InternatIonal
PVO - Pnvate Voluntary OrganIZatIOn
REDSO/WCA - RegIOnal EconomIC Development ServIces Office / West and

Central Mnca
STI - Sexually TransmItted InfectIons
TIPS - GUIdance from the USAID Center for Development InformatIon and

EvaluatIon
UMT - Umfled Management Team, consIstIng of 1) JHPIEGO CorporatIon, 2)

PopulatIOn ServIces InternatIOnal (PSI), 3) Tulane UmversIty, and, 4) John
HopkIns UnIversIty Center for CommunIcatIon Programs

TERMS

BaselIne - The value of a performance mdICator at the beginrung of a planmng
and/orperformancepenod

Intermediate Result - A key result WhICh must occur ill order to achIeve the
strategIC objectIve

Performance Data - InformatIon related to the actIons, decIsIOns, events of
actIVItIes

Performance IndIcator - A partIcular charactenstIc or dunenslOn used to
measure Intended changes defmed by an organIZatIonal urut's results
framework
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Performance InformatIon - The product of fonnal performance morutonng of
systems, evaluauve actIVItIes, customer assessment and surveys, agency
research and Informal feedback from partners and customers

Performance Target - SpecIfIc and mtended result to be achIeved Wlthm an
explIcIt umeframe and agamst whIch actual results are compared and
assessed

Representauons - Assertlons by management concemmg the mternal control
structure, IncludIng dIsclosure to the audItor of IrregulantIes that may
Impact the Internal control system or enVIronment

Results Framework - The development hypothesIs mcluding those results
necessary to achIeve a strategIc objectIve and theIr casual relatIonshIps and
underlYing assumptIons

StrategIc ObjectIve - The most ambItIous results m a partIcular program area for
whIch the USAID operatIon urut IS WlllIng to be held responsIble

StrategIc Plan - The framework WhICh an operatIng umt uses to artIculate the
organIZatIon's pnontIes, to manage for results, and to tIe the
organIZatIon's results to the customerjbeneficiary

DOCUMENTS

Results ReVIew Report - document submItted to USAID jWashmgton by the
operatIng unIt on an annual baSIS. also referred to as the Results ReVIew
and Resource Request (R4)


