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with the aim of generating variance in the way the sy tm is changed so thatbarriers to the transfer of Matlab strategies are elucidated-

The two treatment cells vary the intensity of ICDDRB field involvementin the transfer proce - a "couterpart-mupport" cell tests whether change canbe ir,roduced by ICDDR,B field staff working with the staff of the Ministry for
90 days of joint implementation of work routines, and a "training only" celltests whether techni-al training alone is sufficient to introduce change. 

The third cell, iocated in contiguous areas external to experimental dis-tricts has a research only focu;, and permits evaluation of trentment area impact. 

To avoid the limitations of generating a special administrative zone thatbecomes atypical of the larger system, two subdistricts in different geographicalareas were identified for the study, each with a full complinent of treatments,
inte-ventions and research activities. Within the&e areas, nine treaiment unions 
were randomly chosen; in contiguous subdistricts, four comparison unions werechosen. 

Longitudinai observation of households. The analysis of the project's ira-pact s achieved throuJa a Io. tzdinal 

vides information 
 on social, economic and demographic characteristics of house-holds and the individuals within them; on vital events including fertility and 

mortality; on service delivery interventions including family planning and matemal/child health interventions; on contraceptive use; and 2izatior ofon u
health services by household members. Th, principal use of this system has

been 
to study the relationship betveen project interventions and the quantiiy

of household visitation, and the relationship between visitation and the dynamics of contraceptive use.L-J1 

Orgnnizationalanalysis. Based on the premise that human service pro-grammes are shaped by the larger social, economic, political, cultural and bu-
reaucratic forces in socety, the organizational systems analysis investigates the"interconnectedness" -nd mutual causality of programme elements and the lar-ger context within which they function. Particular emphasis has been addressedto questions about the nature, quantity and quality of the exchanges that take 
place between service providers and clientele. This critical interface representsthe proximate operational determinant of reproductive behaviour, and observa-tion of motivational strategies, client-worker relationships (extent of rapport,trust, hostility, conflict) and worker-community relations are key indicators ofservice quality and performance, 

The public rector system is also the focus of analysis. Resources, legitima-cy and support for its aciities in the larger environment are analyzed, as well 
i4 Age-Peifif Poulation Journal.Vol. 2,No.4 

as systma4upport capabnlties (logi-tics, prsonnel ,stemns and nechunism foestablishing supervisory, community and policitl support). 

The sociology of work is the subject of observation: decision-naking,conflicts, peer support and leaderslp. Lines of communication and authorityare studied to ascertain ways inwhich information can be collected, compiled
and used to develop cohesJon. 

The aforementioned organizationa diagnostic activites guide the develop. 

ment of the Extension Project intervention strategy. Panel data are collectea toanalyze the process of change in the Ministry system and to permit rigorous sta
tiscical analyses. More important, however, is the role of research in the implerientation strategy. Lessons learned regarding the structure and functioning ofthe Ministry system are shared with project participants to stimulate change andorganization development within project areas and to foster change in the na
tional delivery system. 

The 7ied researchp.rcdigr,. The Extension Project utilizes four types of 
resoearch activities. Each has a urdque contribution to the policy developmentprocess:

i' i-le Extersibnr tofre( is una'er-rlaig acni.trasimiu ea*dy sen-br Go
vemrnrent officials and implemented by subdistrict officers eoithectstaff playing a facilitating and co-ordinating role; 

pr 

i Case studies, written by experienced Ministry officers at the district andsubdistrict level, aim to stimulate high-level analysis of the programme
based on practical field experience with implementation; 

0 Technical studies are conducted on such issues as stat, composition and 
den.ity, the determinants of worker performance, the efficacy of clinical services and other operational issues. Such research aLa: to identifysources of problems and the prospects for improving progre.m..e per
formance; arnd 

a Basic demographic researchment is conducted in the "controilco" environof Matlab on broader policy and demographic issues, includingthe health and mortalitY impact of selected MCiinterventiohs. 
h t merv 
 e snenti 

Al four types of research have had policy impact, dhe first beca::e initiative, from the Government are central to strategic planning; the secor,4 becausethe insights of government field officers can provide a form of :ommi'nication
from the field to central authorities that is otherwise lacking; the thirC because 
key operational issues not readily identified by administrators can be articultedand communicated to policy makers; and the fourth because as umptions thatunderlie general policy are often untested by systematic research. Throughout 
Asia-Paific PopulMion Journal.Vol. 2. No. 4 is
 



this process social learning takes place, affecting researchers and administrators 
alike, and informing lkey policy makers about the functioning of the Minitry's 
programme in a way that would not otherwise take place. These four types of 
research are used as basic tools in a co-ordin,-ted programme to facilitate policy 
development and management improvement, 

Intervention 3trategy 

Project interventions are inseparable from the research design, an6i are de-
signed to compiiment the contribution of research to policy development. Four 
strategies are particularly noteworthy: 

Collaborativeproblem solhfng. A mechanism for translating research into 
administrative action, i.e..project implementation committees, were constituted 
to direct field activitieS and to provide feedback on results :o senior prograr-rme 
managers- In a successful itervention, these- committees function 's focus 
groups at each leel of the orgzrad. tior, to synthesize lessons and corn-nunicaie 
research finding, within the bureaucracy through established channels. The idea 

-o)" the approach is to focus tL 2tenti . )f manavers on the problems of a small 
segment of the crgaru.rltior, -o that dysfua(;ioris there can be readliy diagnosed 
and dealt with without major prior cornmi'ntments to structural change. By feed-
ing research outcomes, deliberations and dirc-tives upwards and downwards, 
all levels of the organizational hierarchy arc the subject of analysis and collabora
tive problem solving. ICDDR.B change agents atemp. to facilitate change 
through particip2tin in t-hese committees in close liaison with workers at all 
levels. 'hile the ICDDRX has nc formal 2uthcrity over the work sysm 0-
the implementation of the project, its informal i:';hence is extensive. 

The critical, initial point of cllai::aoi, ii, the projecl LoC, .ia ac a: h.pd 
subdistrict hvel, the primary unit of orrniza2ti. ofh,a.afh servl.es in rural Ban;-... , . . 
lades.h. Subdistricts typically have a populaotio of about 30().000, n elected 
government council, an administrativ- headquarters with basic government 
f...ties. incl'.Ag a _ornpl- s~ff -ara-
med!ics. Th , -lh c-. r.. .. , 

v ices ,iiction the 4 .- o.an., als.. as m ,i=1-< - v t: rua, heal;t,. NiC.H 
andandamiy re. .,-16 e. phvscia!. r~ -.he Hvahh Division offamil c- A .-- ._ liec~t.A...o...DvsmneanriL. 
Mi:rilstp, of l .ithn andi Falmily Pierr ! .<. "i " 'ubdistriat heai i administrator, is 

the chlief adn:.ii.stratiie officerI. at the heal:h c.mplax. Ii V staff- is supported bi,'s u p o t doycta fr 
of medical officers for chnical ser',ice- one :dical offi.-er 2or providing techni-
cal supenis'r)n of rurt:- family planr.i-7 and C- ser-ices, and two adminis
trators, one foi tie supervision of family pln --a,d MCH, the other fcr health 
activities. Below the subdistrict are 10 to 12 "unions,* each governed by an 
elected council. Roughly a third of the unions in Bangladesh have standing 
government clinics with a resident paramedic. 

16 Asia-Pacific Population Journal, Vol. 2, No. 4 

In the initial period of the project, joint planning and decision-making 
meetings involving ICDDRB staff and subdiWct health offficials were launched 
under a special government order constituting the psoject. The subdistrict health 
administrator, medical officer, family planning officer and health Lspector were 
instructed in the original cder to be the key field-level collaborators in the pro
ject. By working with these officials, ICDDRXB field officers seek to stiengthen 
field oricnthtion, techirical comp-tence and planning capabilities at this mid
management level to eraure greater control and support ca2abilities for pro

_Rmme implementation in the xlages. 

The use of replicablc resources. The process of transferring the Matlab 
operations to thn Government's :)'stem in areas undet the Extension Project 
was deliberately constrained: special operational inputs were disallowed, staf
fing was pro-vd.ci by the Government and patterns of supervision and s,,p
plies w-;e unchanged. The areas retained their ministerial character so that the 
project would not take on a special quality that would dilute its relevance to 
policy. The ass'!mptcn underlying the project is that ICDDRB has technical 
skils tihat can be transfe rred to the Ministry's system through training and 
countercart support. without introducing incremental resources or major struc
':ral ch;age. The trairing programme focused on technical deficiencies and 
counte.-art siupport focused on transferring certain aspects of the Matlab field 
man-.ge.-ient syslem. 

,fizrcing a systemic focus. In keeping with the observation that sys
teifnic diacnosis is more likely to lead to ustzined change than activities in 
a few lc-alities or a series of smal-scal ad hoc -tudies, the project aimed to 
develo, co-ordinated strategic plan over a sustained p>niod of time, tested and 
refined in lnted areas, but developed hi concert v.ith national authorities 

Oears. '.-,'iti 2 view towards wider irplementation. This process has yet 
to inature in Bangladesh, but efforts to develop the Extension Project,. -arLidd bvtis sytm prp ce. 
-ided by thi systems perspect. 

In,hfthcd-cing the projcrt as a ti:::fr ofn3:-an.. h'..faon. Initial efFortrs 
: cta sh proje ct opera I rixs ,v e '-focused, with government paticin.atioi; 

rn:c:-rcensta. being passiv, cor.plan- ,'ith ",DDI,,B ....st tLan 
collabor-tion on field acti\vtic., in the ear,' monts of emtabh-hing

c lla:-.,tive mecha insm s w ith the Matlab , questions of tratfe .lm cdl& Jty 

a d o -pects for testing strateges ir the fild orovid; L a focus to 6P -nsans I e t obje c i e o p r e : 
andconcrete ectivestopursue. 

.rcvLng field ictivities in hcalth and f.mily pl-nnig and cOrm..n
catin, echanisms for change to senior officials was a long-term aim, bu: it:al 
efforts focused on government primary service workers affiliated with the 
health and family planning divisions of the Ministry. Male workers from the 
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health division have traditionally been responsible for helth education and 
the controi of communicable disease, while female field and paramedical staff, 
supervised by a male family planning worker, have been in charge of MCH 
and family planning work. Key objectives of the Extension Project interven-
tion strategy at this level were to remedy deficiencies in technical knowledge, 
to redirect field methods towards client-oriented approaches, and to introduce 
a more effective management control and support system. A series of training 
courses each four weeks long was organized for groups of 20 workers. Three 
key components of the Matlab training programme were covered, namely,
family planning, oral rehydration therapy, tetanus immunization and other 
health subjects assigned to these workers by government policy. Priority was 
given to practical demonstration of field methods: household visiting pat-
terns, motivational techniques, comm unity relations, referral and record keep-
ing. 

Followig a month of formal training. emphasis was placed on establish-
ing the r.diments of the Matlab syster in the field: calendar-based work 
routines in "door-step" family planning and MCH services, systemnatic follow-
up, regular meeting'! for prcblcm solving, suiervisi-n and support. A simple 
household record book was intraduccd that per~I3 workers to keep track of 
their clientele and monitor their own performance. Major change agents for 
this activity were Matlab community health workers and supervisors who had 
five years of experience in the Matlab system. They provided counterpart sup
port to government field staf; and their irmnmediate supervisors as agents of 
planned change for a period of three months foiAowin training. 

At the national level a fcrmntally cor7.tituted co-ordinating cormittee. 
consisting of senior officials from the Ministry and relevant resea~ch organi
zations, revie',vs findings fron the su:bdistrict anK field level. Tiis committee 
receives reports from the subdiztrict cemmitees, rev-iewA- progress and assis-
in oercomnng operational barric;: 'o project implementation. Through this 
process, the project aims to communicate operdtional problems, and means 
of solviny them, key ...... car. sb:e uently sili zetc decison wi project 
fuisdings for larve-s a',c Policy plnnm;. 

Policy response to the Exteasion Project 

The Matlab and Extension pojecs have neither transformed population 
policies in Bangladesh nor radlical!v redesigned the service programme. What 
has been developed, howe vcr, is a nec' pafad_:ir of iesea: -h-inforn~d plnning, 
leading to significant changes in the staffing pattern, training system and inan- 
agement system that would not have occurred without the collaboration of 
the ICDDRB and the Ministry on the Extension Project. As previously men-
tioned, key elements of the Matlab success are related to the project's sociolo-

Asia-Pacific Population Journal, Vol. 2, No. 4 

gy of supply - its capacity to establish client-oriented services, internal cohe
sion in the work-force, task accountability and appropriate mechanims of 
community relations. Although the attempts to develop these elements in 
the government programme were associated with corresponding obstacleS. 
considerable success has been realized by adapting each Matlab project strate
gy to the public-sector syntim rather than replication per se. Some examples 
of this adaptive process are as follows: 

Developing client-oriented services. In government service areas, three 
female village workers are responsible for 20 villages - a work area assigned to 
20 such workers in Matlab. Where Matlab has one male worker in charge of a 
union, the Government has four, and little structural clarity about how they 
relate to one another or to the female workers. Other aspects of the Matlab 
sociology of work are also missing in the public sector programme, but none 
represents a more formidable constraint to transferring the Matlab expe!rience
than the shortage of female village workers. From statistical studies, participant 
observation and other research, it was soon obvious that the Extension Pro
ject could not replicate Matlab. or even part of the Matlab system, until this 
fundaIental problem of staff comoositicn was resolved: in the bsence ,f 
iernale service providers, the programme canot reach women with services. 
No amount of training, staff development or management system improve
ment would overcome ti-dfuindamental problem. 

It could be arg'ed that this insight could arise from a variety of research 

,

't.W.~ ~ 

F 

-

7. A 

J
 

7he hiring of more women to provide fawnly planning sevices in rral arcas 
%usone of the keys to enable the success of the Matlab project to be repli
catedclsewherein BangladesI 
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sources - that something so complex as the Matlab and Extension projects is 
unnecessary for so basic a research finding. However, in the absence of the 
Extension Project, it is unlikely that the response to this finding -would have 
beei as comprehensive and systematic as has been the case with the contr-
bution of tile project to the Third Plan. More than a statistical re.ult, the fird-
ing generated reports, memoranda and minutes emanating from within the 
Ministry of Health and Family Planning, written about ministerial operations 
in parnershi' with ministry personnel. As a finding tiat was developed and 
owned by tose who were using the results, the decision to change the sta-finc, pattern was a natural outcome of research,.o.Ruiecmiac 

tn a 1934 respo'nse to proic,,t findigs, thc Governmvent 7 ba.gtesn 
ordered an expansion of the female work force by 10,000 wome's Ta-t deci-
sion, in turn, led to protect-based field testing of the hiring process, whichgenerated mindelies for the national hiring process. Tl.hL, in tumr., has led to 
grens giersonel hirihe poerl raning superv is in 2 othrhaslectsrevisions in versonnel hiring proced-irc,, trai:-Lg, supervision :!n-d other aspects 
of the field operation that coald n: i'zave been developed as p~ec ,neal ad 
hoc outcormes of operations research. For so ex,-nsiv-: !i 2uange lu, occui, a 
sysicmnic research design isreovi ,, ,.ly ininsemtential' deVelop:1nt of rfpcc' 
resp o .-.to ;_m plcm-ntad ticeXtonistril er tt w "a ",,'.... ,h - Ext.n'Iotahe ;,. re - ann 
inter.,al1 ministerial Ce-!aW U,' press -- :ri1!,_ZJ sage ir: 'he I-I,!n ta:' 
process. 

inepo" ep.-ees, ct'. r Proje:.t a 

Dc,eloping inter-a' rohesion. Staff -:)es,.o ... arDci-el......nohennf sys itemaoresStaf iv a.Jin7 
poorly dc-eloped n the govern-ent hcat't and i - b S'stm. Workers 
rarely meet to discuss work, set g£ci]:, or 1,1cm -.ir.jct areas, pro-
gress has bec., in transferring the Matluleinforn'-i., .W,estabhsning regudlarmeetings an. de, elopin rthe ruN-:r -atioo-, -,'c.-\--. inore re-lar 
and itensive a a consequence and o, evaanze 

The project has not vet had a coireltjondL-. 'mpict co the w.,ork i--ste.n 
at the national level, .owever, because changes in the managernent informnatier. 
system. superiso-y training syster and the rat.,m of ;v,k ,ill require seversa 
a. of effort and additionral expcri"nce wtn ,vato develt.e,.2 

to ia t ,. 

Developing task accontability. 'Yorker ,ccountibi;t ..annit be readi-
ly imposed in the public sector. Targets but rarely achieved'.are routinely s.:t, 
Schemes designed to motivate workers to work through incentives, sanctions,
travel compensation and the like inevitably tail because support mechanisms 
are so weak that workers cannot successfully respond to "motivational gim-
micks." Success soon creates a need for supplies ,'hen the supply system is 
unreliable, accumulates clients in need of pa-ramedical support when clinics do 
not function, and generates users when capacitics to follow up existing clientele 
are already overstretched. The more a worker succeeds, the greater the need 
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for supervisory support. Consequently, individual achievement grtains work 
relationships. 

Social and economic pressures on the work force exacerbate this opera
tional malaise. Female worker familial roles require women to say close to 
home, since domestic responsibilities persists when women are employed. 
Owing to the low pay in the public sector, male workers are increasigly pressed 
to pursue economic roles that compete with time available for their formal 
job. Routine compliance with work regimens thus threaen a worker's welihwr egmn hstrae okrswl
fare. While workers are neither lazy nor unproductive in the pursit of farm

v welfare, nor-performance on the job is 2 systemic necessity. 
In response to these barriers to instituting accountability, theExtension 
nrorepon o and support, attempted adapt thetraining counterpart tofr Je~,-&oughtarn n onepr upratmtdt dp h 

Matlab system to the government system in project areas. Work routines were 
defined, meetings established, information systems were developed, super
vi.sor\, field visitation was imnosed and other aspects of the work system were 
improved. Matiabof constant was thetrial.operational model,buttension.its impositionTo was the sourcenegotition. adaptation and the extent possible, 
nber-s, barriers and diffcuhics were communicated to central authorities 

and b,.:?me a souic- of sociai !earning at the poli:y level and operational change 
in prfiect are'-:a. 

De~eloing comtnu,,rv ,eL::ons. As an exte.nally funded effort, re
sourcb -or the Bangadesh population programme are centrally allcated, 

-l 
oegulations that obviate the reed for community

relourccs or re'ations. Clinic construction lag, ov. to procedural delays,
.nd a"l i-np!'rrenvition of clir-ical senrices lag as consequence. The Matlab 
system c-," sts interchange, paramedical support and currrniunit :eiations 
:ould lot be replicated as a consequence :f the absence of clinic facilities. 

In -espionse to field reports addressed to this issue, project committees 
were cuered to irnplemer:. Mattab-!ike- chnics, wherc -acitities are communitv 
uc-natce hozt ontinung opera:.Iors are p:oject prcided. iAfter successf,_i de
monstration of this scheme in eiglt vrcject unions, a natio:ial policy c.7implementation c" comm-unity-donated facilities wis pro-nulgated during the Third 
Plan. 

While tils successful introduction of poli.:y change represents a possible 
contril ution to programme impact,. key elements of the Matlab system of 
7orrar.mitv relations arc not yet developed in project areas, most notably the 
suppl-t system of male workers' liaison with elites on work-related issue,. 

in sum, key revisions in national policy and implementation have been 
initiated and sustained in response to Extension Project activities. What has 
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emerged is an operational model that is neither the Matlab system nor the Minis-
try's system, but something new and unique to project areas that must be 
scaled up into national operational planning. Some 20 districts, comprising 
about a third of the country, are currently engaged in a programme development 
exercise, with procedures that are inormed by ploject expericnce. Wlhether 
the national system of work is ultirrately affected remains to be determined, 
but key objectives of the organizational development exercise are consistent 
with project fimdings: staff density will be increased so that specified work 
routines become more realistic Recruitment, trar:ing 2nd posaig procedures 
are to he de', loped al-n, !.he lines of the Extensicr Project model. These 
changes, tog-,her witl impr.-.renrs in logistics and inforn.ition systcm, 
make it possible to improv,_ the national cikma:e of wrker accountability on 
the Extension Project model. Thus, the adaptation of the Matlab model to 
the public sector has produced a new model for sertices in p.-ject areas that 
differs from both the -r c-project 2o',ernr. . systa-t and thc N'at;y.system. 
Although this new model, ,.hen developed on a national scaie, ma, not re-
present a systemic change of the sort attempted by the pl, ject paradigm, 
changes '-ave been substantial and irn:" ultirn asely improve the nation 1 system 
of comtraceitive care. 

Conclusion 

This article has reviewed, the design. -nd acccmplishurn-s of two field 
research projcts tat are conceptaaily !niriin'-e' ui vet o rationAly distict, 

The Matlab 7roject is a demographic success th t h.d little practical impact 
on government policy until the Extension P~ort researched the policy de-orgvmetplc ni h xe"inPoiz eerhd h-plc a 
vvioprment pro-ess. Matlab nevertheless domonstrat-i that an appropriate 
system of supply c:. have a sustaied imcac- on .entraei:tive Uthaviour rnd7dfsysteir,~~~~~o oefachropleverlrcsuppltv -2ziu hanger 
fertilty trends in an unfavorable sot._ai, institutional and economic context. 

The MCH/FP Fxtension Project has begun to dm.onstrate .hat systemic diag-
nosis of service delivery"problems and 2 con-Lon,;ous research programme taiored 
to the needs and interest of progranu-i mar.:.-ei, cn lead -to Lnproved plicy 

development and progrimme performance iulan uniavourable bvrrcaucratic 
context. 

l.,pi fr'm the research .;trategy 

To date; four implications may be derived from the Matlab and Extension 
Project research experience: 

0 Where programmes do not work, the development of an operational 
model is a necessity. An important practical outcome of the rigorous 
Matlab studies was that they established the scientific credibility of the 
Matlab system and ICDDR,B staff in the eyes of the Ministry and 
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interested donors. This scientific credibility was an essential aspect of 
the Ministry's w-lingness to -ollaborate with ICDDR,B staff and of the 
donor agency's willingness to provide support for the research effort. 
The model that Matlab represents was crucial to establishing mecha
nf.ms for diagnosis of barriers to implementing the national pro
grarrne. 

e Dcronsrraingthe demographic impact ofpilotprojects is not enough. 
Underlyhig operational issues and strategies must also be studied and 
Y.rdeistood. Simply demonstrating that something works has no policy 
impact, urless the operational implications of the successful strategy 
are clearly understood by key decision-makers. Careful study of pro
ject implementation and the processes by which policies and imple
mentaiqn strateg-s change and develop should therefore be incor
p<rated in programme research designs. This emphasis on process re
searci, in addition to demographic impact research, is a critical dis
tinctior, between the Extension Project design and the Matlab Project 
on which it is based. 

Rcseach project decision-mal~ng siiould be coi7aborcrive at all levels. 

On!y when t". mzanagement approaches tsed in Matlab were tested by 
the Mirdstry of Health and Family Planning usiing its own workers 

(within government resource constraints) were operational lessons 
from ih..fied readily discussed and reviewed for their national im 

plica-,ons. Orly then did Matlab receive the careful scrutiny from 
policy m _.ers L-at it dese.rved. This process of transferring "owner
shi n of the Extension Pi 'ject from an ,!Istide research nstitution 

".o . Minist- was facilitated by the estabiishmen, of committeesoimpzatona
pc;gr_,r_ at each!:,2 

o; esearchers ar. tr managers at each organizational level 

to co'aborate m setting objectives, diagnosing problems, develop
inP plzns and reviewing policy and management implications of study 

findines. Programme research thereby becomes a management tool 

.n1; akeni response rc the needs of policy devlopmCni-and man
agerner, fimprovement.."ct.cr tian a series. of a 1oc activities. 

* 	 Resecrch and intervention should follow a systemic design. Programme 
opeiations and management cannot be isolated from the organiza

tional and societal contexts in which they occur. Hence a systemic 
approach to problem identification and problem solving is necessary. 

In t.is approach, research addresses the broader context of operational 
preblems and the interconnected baeriers to improving performance. 
Proposed changes anticipate the complexity of bureaucratic malaise 
and the need to intervene on a range of issues that interact to impede 
programme success. 
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