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INTRODUCT ION

Populetion prugrams now cperate in about 120 countries. However,
the form and content of the programs vary: some are national efforts
and othsrs are uolunfary; some are ints=grated programs while others
arc still vertically organised; some largely depend on inftermational
funding and others are mainly funded by incountry resources; some
are explicitly concermed with demographic considerations while
othecs offaer family nlanning services as a matter of humanlrightS.
In thes late 6Us wh=n programs were beiﬁg established, the program
managers were concerngd with securing funding, setting up organisa-
tions, recruiting and training personnel, securing contraceptive
supplies,; opening cliniecs and institutionalising the program acti-
vities, Howsver, cnce such programs were fully established, a
number of managument problems became salisnt . It was generally felt
that if the programs were managed well their efficacy as measured

by the impact on fertility luvels would increase considersbly.

In response tovthis need, management assistance effarts of
many different tyoes were organised. ICOMP was founded in 1973
with an explicit purpose to assist program ménagers in improving
the managem.nt of population programs. Besides ICOMP, 3 number
of internaticnal agencies started building management comzonent
in their population projects., There is now nearly a decade of

experience in this fizld and it is worthwhile to review the
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Experience to identify tﬁe Futyre needs and mechanisms, necessdry to
meet thesc neods. Such « reuiaw'should ideally cover management
improvement efforts for both fertility reduction and population
distribution. Howevtr, since management assistance efforts during
the last decade mainly focussed on progréms for fertility roduc-
tion, and zoncern with managament of populdation distribution is
quite recent, we shall confine ouc revicw to populstion programs

primarily aimed at fertility reduction,

This paper is addressed to the following three questions:

1. What has b.en the contribution of the quality of management

to performence of tho Population programs?

2. What types of managoement improvemcats have been attempted

during tht scventicvs and with what results?

3. What has boen the rolc of managiment assistance afforts hy
agencius/organisations oxternal to the.program in bringing
about such improvements? What factofs contrinutc to success
or failure of these management assistance efforts? What
lassons can be dorjyed from these cxperiences?

The noxt thrac scctions rre devotod to the discussicn

of these threc quostions, The future needs are identified in

the final sectiun,
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QUALLTY, OF JROGASP) MAUAGEMLNT ANG DERFORMAHCE

It is divfizult tc asscsg tht eontribution of improved
guality of management to performance gf ponulition programs without
sounding tautologicel., If the cuility of managemont i3 improved
then improved porformance should certzinly rosult and. conworscly,
if tho gerformence is high then the progr3ms have to be botter
managed,. Thoerofore, the gquestion poeds to bhe roformulated as
follows: At the current stege of arogesm dovelopment, given the

oclal sctting, leadershin commitment and aveilsiility of resources.

jo

s thers sggae for improving performance hy improving quality of

manag:ment'? 1t would be useful to look at the past expericnces

and scek some general answers to this guestion,

Hypothes ized Cause - Effest Relitionshin

The nypothrsized relationship and the factors affecting it
arc shown in {igure 1, The guality of management should affect
guality of program which in turn showld rusult in improved perfor-
mance and conseguently reducfion in fertility. Scuerpal factors
may intcrvens in this cdausal relstionship. The leuel of rE3ources,
pelicy framowork and leadcrship may affect the performénce indepen-—
dent of the quality of manzgement. The social svtting may affect
all threc - quulity of manageument,program strength, énd its
performance - indsoondently and jointily, Thus, although the
hypothosized rolationship is simple, the niture of this relation—

ship may he very complex,
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Definitional, fessurems=nt and Metnocglogical ISsuis

Many difficultiecs arise in examining the past experiemcoc for
relating quality of managemint to performence., Théere ars measyre-
mentzgs well gz difficulties in isolating the mapagemernt variable /. sroblems

from other contextual variablis,

1t is difficult to measurc both th2 guality of management and
the performancz, Onc can measurs the quality of menagoment by
efficienoy indicators, by effectiveness indicators, or Sy cther
factors such as motivation of staff, availanility of supplics, and
process.s 4nd systems of managoment such as s{rdtegic mandgement,
program corntrol; porsonnel management and m@ndgement information
systems. Socme of these processee can only bu assessec subjectivoly.
The data on many of these aspocts is not reported and therefore,
haé to bo specifically ecollected, In GSSGHCB.G management audit

may be requirsd,

The porfoomance of the gepulo.tion programs alsco deponds upon
the tyge of nopulation policiss snd resources, Js it a function
of thC program managor to gét increassd resources? Should he take -
a more pro-active role in gonurdting commiftment to pepuldation
policics? Tho managemént function would then alsc encumpass the
lapgor issuss of gosls; policiss, resources, and organisationz2l

design,

Measuring performance of pcpulation programs also poscs

gifficulty, but perhaps, not cf the same level of complexity.



Should onc measurte performancc by output indicators or by impact

on birth ratcs? Over what tim? pericd should this result be
measured? How doss one gstaplish that the decline in Faftility
would not have coccurred in the absonce of the pronrams ' Difficulties
also arise in scoking rEesﬁqs for the level of program perfon—
ma3nce, as it cepunds cpon A waricty of complex socio-culturnl

factors.

ne may wse performance indicatcrs which are closer tao the
activities. Such waricklos are availability of supplive, willing-
ncss of peopls to daccept family planning, quality of scrvice deli-
voTy & 1EC activitite ymethod-mix, uwtilisation of facllities,
Froportion of staff im positicn and so on, GEut these indeed are
also the functicngof menagoment. Ons is then back to the original
preooiem — s it the botter management of key program functions oo
impact on fertility bshevicur thét results from improwd guality

of managemunt?

There is alsc an intoractieon offect. Aolitical commitment
will lead to allocation cof @ high&r lewel Dflrescurcéimhich in
tuen may lead to improwvec quality of management. The improved
gquality of manegemént should result in sfficient and effective
use of resources, which in turn may lead to higher resource
allocation and suhscguently hicher political commitment. Improved
social setting may =ffect both lcadership and quelity of program
management, Well defined populition policios may contrioute to

improved managemont of activities, It is rather difficult to



examinc such complex interactions and be abls to isvlate contribu-

tion of the gquzlity of managemunt tu program performancs.

In spitc of those overwvholming problems one m3y ask the gques-
ticn - what evidenoe is thers that improvad quelity of management

cads to improved performence,

Revicu of studies

Most management improv-ment efforts, as we shall seuo later,

art either svaluetod in terms of thoir impact on some are. of
managem. nt or are not wvaluated at all, Therefore; siudies of
impact of direct inturvention on porformance aru vicy few, We hive
to rely - on indirvct cvidence arising out of statistical studies
-which attespt to explain purformance by rolating it to inouts and
environmental wariables, A fow of them also includc seme wariablos
related to quality of managoment., A large numbor of studies exzmine
the affactﬁprogram, demograshic, and socic«economic varianles on [ of
the acceptance or use of contraception and change in furtility in

4 geagraphical 2rca; Henley and Jain (1977 ruview 22 selected
studies in this oategory. 0Diffurent depondent varizble definitions,
units of analysis and methods of analysis wers used in thise
studiss, Houever, two gen.ral but consistent findings emocrgos

{a, prosram eifforts were found to have an effect on acceptance
indzpendent of the effcct of social setting, though many of these
effects arc inter-vulated; and (b) accossibility in terms of

clinic hours or distance to clinics was consistontly important.



The program indicators usod inelude inputs in terms of numbsr
of workers, ¢xpunditury, number of clinics and method of ficld
work, If wo agecent the vicw that it is manager's job to prouiQE
these program inputs then onec m2y conclude that the impact of

good guality of management is significant.

A variety of ecuvidence is available to illustrae that quality
of managoment at varvious levels of organisation affects performance,
Murthy and Sz2tiz (1976}, bascd on a fou case studics of poor
performing primery health centers (clinics) in India, concluded
that lack of leadcrship and interpersonal conflicts result in
poor porforhance. Thus, the menager should creste an organiza-
tionel climate for better performance of ma3nagarial tasks, Anther
Study in northern India (Misra et al, 1972) find that many of the
couples were not visited by the extension WOTkers, Th&y'also
noticed a considerable variation in performance among the field
workers. Organisational factors and a sct of perscmal variables
such as the length of cmployment im the job explained a sign.fi~-
cant proportion of the wriation in performance, This finding
suggests th*t organisational imorovements can lead to incroased

porformanco.,

Work methodolegy, type of activities carppicd out by the
program, and cperational problems alsc affoct performance, For
instance, Phillipsr(1978) in 2 multivariate analysis of conti-
nued usez of cuntraccption among Philippines family planning

acceptors found that the varianloes raepresenting administrative



OraCeeses wore more sfrongly associztid with comtinuition than socioe
csonomic wariablus or domographic ch-ricteristiecs, Beftor fallow
up, including poscoply, wis nuooded o improve continuetion of gill

BOCUPRLErS .

A study on “Organisstional Goterminunts of Family Planning
Clinic Purformence Y was conducted in Falaysic, Philissines, Rooub-
lic of Kapea and Singapore wnder the auspices of ESCEQ{UNFQR,TQBD}.
Thu following siks oF dots wore colloctod: history of program preduc=—
tivity and gupoeal dCSCEiQtiDﬁ.DF the administr:tive structure and
prosess; gurrent porformance in toems of input/output ratioss
environmental data; clinie peasourco survey; and organisation:l

characteristics of clinics,

First the effuct of 7hard?! dati — snvironment:l and physizal
facility chacasturistics - was isolatsd, Then the eftrect of 'enofg!
deta - personnel resourcas and orginieational charactsristics - was

considored.

The methodzlogy used was stepwisc linear regression.  In
Mali:yeia, a total of 24 tu 23 porcent of variancs in clinis produce
tivity was explizinud by environmontal spd clinic weriables, When
contrclled for theso yuiriaples, the background and artitude cf staff
variablos agoounted for 19 poreunt, contact #nd Support wvarianples
about 38 porcont ane orginisitional char2cteristics (styles of
leadersnip) for apout 130 pupssnt, The resylts wers similar in
Philippines, tout 30 gopeunt aof tHE variznce in clinic produc-.

tivity wss explained by anuirunmant:l and clinic varianlss, When



csntréllad for these variables, an additionzl variance of 2bout 23,
15 and 17 agpcent was explainsd by variaplss relsting tn background
and attitude of st=ff, contict and supdort,; and organis+ticnal
characteristics., Thus the studics show thut buckground and atti-
tude of staff virisbles are the mast significsnt management varpiz—
bles and alsa account for about 20 nercent of the varidnce in
productivity of the clinics. Although in absolute terms this is
only a modest amount,/adds an additional 7U percent of the yariance

,

explained oy the hard variables,

What is surprising in these studies is that enly aboyt 50 par-—
cent of thu totel variation in clinic performance can be ex:l14 ined
by 211 thesc variables, What other factors zre therpe which may
explain the variztion better? 8 review of research literature doss
not provide answer ta this question, Heowswor, one mdy turn to
literagure on institution—building proceéses which throws sgnme
light on what types of institution arc successful in intred cing
new teebnology in a community. The success of such instit tions is
exdlained by a linkage model, Four typcs of linkages ars distin-
Quished - enapling linkages such as provision of staff, supailies,
Physical facilitids and other needed resources to enaple the
institution to functiong functional liniages with Complementary
institutions in tho commun ity nezmitive linkdges with the commu-
nity groups who shars tho same value systom; and diffusive
linksges with cl;ent 9roup on an individual basis, Stronger
these linkages are, betisr will s the performance of the

institutions, Ip family plamning clinics are slso institutions



suen in this light, perhass variztion ir the strength of theze
linkages may butter explain the warictions in 2erformanco.  Sut
this is s¢ill spoculstive a8 no rescarch «odderse is uyailinle

o it.
Duality between Quolity of Mansgemnt 2nd Zrogeim Strenath

Herhaps the important cross notimmal study in this regasd is
of Mauldin and Borulson(i978,. They use comaosite indices for
socio~eaonumie setting and progrem offert to exolain reduction in
crudt birth D2te during the period 1385-=753 for 89 countrics, 3oth
social settine and prooram efforts individuwally are able to explinin
a large groportion of varianco, aboct 66 and 78 percent respectively,
There is a substantial joint effect of the two, Thus it reveals
the difficulties in assussing the impdct of guality of mandgeament

znd of progrym effert in reducing fertility.

As we have remirked eariier, a mijor issus is the asfinition
of yuality of management. If the cefinition of minidgem-nt tisks
is extonded upwards in tho grpganizationsl hieridrchy shown in
taple T, then os one moves up the levil of mansigement, the overall
contricution of tht guality cof minigement on osericrménce would

incredse,

The Table 1 2lso shows that the Arogram strenath deoscnds
upon huw well the manigeri:l tasks - e purformeﬂn Thus we hhye
A diality hetween guality of mancgzment and progr:m strength,

If  the gquality of management is meisurac by how well the

managerial tasks arc performed then improved quality of map2gement



Table 1 . 12

Management T2sks and vrogram Strength

fanagiment Tasics

Mobhilize Soprort for #opulation Policy b,

Formulate popul-tion policy B

Fiobilize fimanci=l rcgcurpcas : C.
*

formulzte programs ~nd
DUSoUTEES

allocat.s D.

Invoslve communitics and other E.
snéncics

flancge aroprams by ostzblishing F.
structurcs 2ant grocissss

Mannge program activitics G

Progeam £ffort Indicttors

Fayourable »blic stitements by ielitical leadors

fertility reduction included in officiil plenning policy

Govornment Jrovirdes suhstoantiz b
budget from its own rosuources

narg of Tumily 3linning

Customs and logal reQulatiDns allow imgnréstion of contra-
ceprivos not manufactured locally s

Contracoption readily and sisily zviilsonle,

aublicly and
commeTei=lly throoghout Lthe country )

Vigorous sffort tu provide family planning services to all
MdRA (macried women of reproductive zge)

Ahurtion seryices olenly ond lugally syailiple te =211

Yalunt2py sterlisation scrvices {mele and fomale) opunly
and legally availaple to 211

[V

Uss of mass mudiz on 3 substaptial basis

vigorous offort 0 provide family plsnning services to 211
MRS {married womon of reproductive oo

weoquate family planning administrution structure
Training ficilitiss aviileblo and utiliscd
Full-time hemc=-visitino field workers:

Pastiszrtum informition, ecusation, and servics progrim

Record kieping systems for clients 2t clinic level and for
arogram scrylice striistics

Sericus 2and continuows evaluation effort
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implies strong progooms. On the other hand strong proor.m implics
that mamsgerinl tesks arpc well performed snd, thereforps. juility

of managoipent is high.

mmctgﬂ§mﬂﬂ.&ttm;

s " SRR e A =y

The socinl sctting scoms to affect both the orogram strength
and the impact of progrim on reduction in fertility, The t-nle 2
shows the classific:tion of countri<s in turme of socisl setting
and program strength, Qlmost all ecuntrics with the lowest soci:l
sitting also have weoak programs hut the countries with righ socinl
sctting have programs ranging from we:k to <trong, The socisl
sutting, tharefora,rsaums to place 2 limit on the qu:lity of

minagemant that cam bu exercised,

What can we conglude?

in summary, the relitionsinip between qu:lity of program
managament and imp:ict an fertility is complex. Many methodological,
concettutl and measurement difficultiss arise in assessing the nature
of this re¢litionship, Awvailwple svidence, in saite of these aver-~
whelming gproblems, indicntes‘that quality of mandgemeﬁt_makes a

differsnce.

As thery is = strong duality between juality of program mindge—
ment and program strength, =nd strong progreams do contribute to

reduction in fertility, the question neads to be -~efrimed, It is
not whether improving guality of manigemént will contrihute to

good performance, The question is - can management improvement

- .

eifonte rusalt dn dmproved guality of mAnagemunt? and if yes - hou?

We now turn to this gquesti-n in tho noxt séction
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Table 8 2

Number of Countrics py Sccial Sotting

and Praogram Effort

Social Strong Moderatu Weaa k Neno Total

Setting ——
High g 5 4 6 24
Upper

Middle 1 8 11 4 24
Lower :

Mmiddle 1 2 8 12 23
Low 0 0 7 16 23
Total 11 15 30 38 94

Nwetess Secial Sctting is bascd wupon 2 composite index of the
following: Awrcent adults literatu, p.orcont aged 5-19 gnrallez in
school, life expectancy, infant mortality, percent males aged
1564 in non sgricultural labour force, GNP ser-czaita in 1974, =nd
percent population inm citiws of 1,00,000 +, The program cffort

is = composite index basad upon factors listed in taple 1,
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An exominaticn of 1izer turt sugoests that tne efrorts to
inprove manzgum.nt haove tiken msny forms which wiry in terms of
dimension oF mintgoment, Foous on structure or procoss, lauvel of
management, 2ac typs of interveation. Numsrsue such efforts haue
pewn made during the lasd ducads and it is aifficult to list them
or examin< tie mancooment issuus sddressod and the mogs used Far

improveminy .

A& random listing of a few of the mapdagement imargvamcnt

affarts in Asian countriss is given below,

Organisztionzl pésaonsibility reclassifi d - philiopines
Posulatiom Palicy Complivges poopganised - Taiwam,

Integration o oontractepiive servicss wikh nuotrition 2ang
agriculivre - Indanesia,

Increasad compunity Involusment ~ Indoh=siz
Imirove continuation rates Dy beftor orogrim menigement
systoms -~ Kioren

The health werksrs! status changed from temsoriTy L0
rEgular - KCpun

Combined ssrvicus znd trazining division to ensurs proper
codcdin:tion betw3sn trsiining of staff and rovision of
servicus -~ (Malaysisz

Int of .tizn of heslith and FA~ Ingis

Computerisud informetion feed back and contraceptive control
systim introduced For obtzining dath cn tne uswe and distri-
bution of contracuntives, - Pakistan

A center wis established to provide coordination, develop-—

ment+l and tr2ining scuppoet for smell loe2l lewel volun-
tary crganisations - Bénglodesh
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Strengbicnod  family hoalth administration by adding infri-
structurc, training, suaplies and cquipment, @nd provision
of advisory supjort - S5ri Linka

Event such o small sample of mancgement improvement efforts
sugghet thet diffurent progr:ms concentrate on cdifferent issues,
An inventory of txteenally funded manugement assistance arojects
has becn preparcd by Wickham and is aveilaplc supsrately. The
inventory providus 5 comorchensive sunvey of thé magnitude of tnc
management assiztance activities, agenciss and cuintrics involved,
manzgem=nt issuis addresscd and mode of groviding the assistenco,
Thurefore, w. are limiting our discussion to 2 seloctive roview
of the manzgemont improvement efforts in mejor man:gement areas

below,

Lommercial Distrifution of Contraceptives

Since lite 1960s, a numiar of national and private voluntary
programs h3ve used commereinl sales cutlets for distrimution of
contraceptives; mainly cundems % pills, at subsidized arices. flore
than 34 lifferent commercial marketing pr;jﬁ:ts have bzon undercta ken
in 27 developing countries, A recent comprehens ive revisw {ALltman
% Pictrow, 1980) show that at least 12 of thesc projscts wers
directly planned and initially managed by cutside agencies such
as USAID, Popul-tion Servicos Internationzl, IAPF, Uestinghaouse
Health Systems, =znd the POpulition Council, Many others have

scught technical advise in ths initi?l phase of the prcgram,
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8angladesh, Columbia, Indiz, dam2ica, Sri Lenka, and Thaillang
have most suzcessful comasrcial distribubion orojects. Thedir
gxnderience suggest thit commercizl distribut ion aaopoach Rkis ha lped
improve contriceptives availapilit,, increase sales of contrdcedt ive
products, soread knowlsdge of and stimulzted wider use of me= L acs
promoted; and provided 2 susstantizl measurs of nrotection ag2iqst

unwanted pregnancy ot a low cost below thit of most Othér PLOGTEMS ,

There are also snough examales af projects which had tag he
terminated or cut back sevarely, 1.6, Ghana, Morcceo, Qakistan;
Phiriasines, danya and  Tunisia, Tne Tollowing factors were facnd
te be important in ensuring suceess of such commercial distriqution

projecta,

(1) R smell, full-time professional staff with experience
in commercirl merketing is necessary, whether in government

or private agencies.

{2} The technical sxperts should he glven encugh flexihility
to respond quickly to market situsticn and make ma jor
marketing decisions., This delends on the extent of
dutonomy given t. the organisation resignsinle fer

planning marketing strategies,

(3) & good end adequate promotional campaign is impertant
for successful mirketing effort,

{4) Continuous markut researeh is essential to resgond

Creatively to shanoing mackot conditions,

Y
N
L

Holitical and diplomatic as well ag mérketing skills
are necessary, especially at the start, to build

strong population and government support.



(6, Tne start--wp costs of commercial marketing proj-cts
ape gensrally high, But, in the long-run, with increszsa
in sales, the costz come down considerably, Tnos, it
is important to provide enough financial backing even

if the costs are higher at the initial stage,

(7) In most countries it has not becn possible to caver
mare thin 4.5 % of the tst-l eligible couples through
commuredal digstribution, This raises the juestion about
limits of such ap apsroach in cavoloping zountries,
Theru is some evidence from INdiz and Sri Lank2 that
free distribution of contraceptives through government
and community channels haye, at lgast temporarily,
adycrsely avfected the sales through commercizl channels,
Thus, thert is nesd to analyse free and commercial distri-
bution chanrels as marts of an overall distribution

strategy.
Community - Basezd Distribution Systems,

Often both the commercial amd free distrihution of contracei-
tives through community outlets hawve been grouped under the Commu-
nity Based Oistribution (CBD, aporoach, Howsver, we would like
to make a distinction betwsen prufessional marketing aiiroach apd
the use of non—commercial community volunteers for contréceptive
distribution., The most extreme example of ﬁhe Iatter aparoach is
the C.8.0. of oral co %xraceptives in Brazil (Davies & Rodreinues,
1976}, Pills wers given to volunteors wha received no financial
reward for their work, Even the sducatars were mot paid any
romunecation. It roQuine! a major community mobilization effort
to involva mayors of local municizality, and throeugh them

traincd teachers, privsis, mothérs' club memhess, miduives,



furses, harmeciste; and informal opinion leaders. This affaort was
successful in distributing contreceptivis in 2 highly backward commu—
nity. Howevsr, meny other 030 projucts have provided cash incentives
to volunteears, For example, in the Luiryong experiment in Koreq
\Patk; Cho; Palmorz, 1977) three dicfecent dulivery systems using
village~lev:! canvussers or distributors were tried aut on an EX0EDi-
mental basis. Canvassers were selccted from among the women recomm-
ended by village chicfs and octher formal lesowrs, In 4ll three
dolivery systums, house-hcld distribution wss qund.accaJtable and

it incressed contraceptive wse,

Many C8D prsjucts have been initisted through demonstration or
OxpPurimental projucts assistCd by fDreigﬁ technical assistants,
spucially supperted by the AID, However, some of the most successful
programs hawve €wolyed' cur of interaction betwesn strong local lsader-
ship and community structure. The examples which immediately come
to mind ace those of Mechai in Thailand | Kortun, 1381), decentrilized
structures in East Jewa and Bali in Indaonesia, and village iéuel

health worksrs in Jemkhud project in Indiz ( Apole & Arole, 1675 ),

Since mast of the CaD Projects wore started as demonstration
Or e@xperimental prejects, its replication and extension +o larger
national populations present many difficult.cs. It also highlights
limitations of using experimental mode of technical assistance in
large countries. For example,_in Bangladezh, when the Jovernment
program attempited te replicatoe o CBO system initially fi=ld tested
in 150 villages of Metlab thana, the effect wae minimal, {(Rahman,

Makniisur: et,al,1980},



Anothor lzssop thit zmerges from the CBD projects is- that
projucts which provide multiple-services necded by the clients
are better able to sustain hignur acceptance rates and continua-
tion rates overs longcr poricd of time then those which offer 2

single service,

Wha could be the affoctive community distribUtOES/VDluntB;rS?
Studies which reélate socic-demographic backgraound characteristics
cf community uéluntaersﬁumrk&rs with their program performance have
concluded that there is mo strong relationship between tho two, The
moré imzortant fackors which influence purformsnce <re reloted to
program  support and field work methodclogy. {(Bertrand, 19803
Bhatt, Maru, Prabhakar, 19813, Thus, it is important to develop
managenent systems &nt Drocesses which h2lp suvstalin ths community
involvement and alsc imorove pﬁagram_ performance. oSt manage-
ment assistance efforts havs not adequately explored this arca of

“apPPLopriates mAnsgement tswchoology®,

Structural Intcrcvantions.

Organizztional structurss of various nsticnal progrims have
evolved in response to chinging scoﬁe and ab jectives of the popu=~
Iaticn policy. In most countriss the program structures have
evolved from.geparste family pl2aning arganization to an integra-
ted FP-MCH organization. Since Buchdrsst, @ few countriss Jare
also trying to integrate paJ;lafion with cther davelopment
aptivities through high level coordiniting committees which

include 2ll the melevant Ninistrizs. The most intCresting
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attempt 2t myuch structural redrganization is found in the Egyptisn
oregrm. The Supreme Council for Qopul:tion #2nd Family Plerning
through its Exicutive Boarnd provides o mechanism for inturministefisl
coordination in jolicy and progoam planning. Similar coordinating
structures 2re crsstod &t the provincial loycel, Th; Yillage Council
iz made zesdonsible for the grassroacts lovel integration throwgh
gencration of relcvant socis-seonomic local prajects. (Mirue etorl,

1975},

Th= Banplodesh progrim. @ hos boen going through several
structural reorganizations since 1273, An early attempt at ficls
louel integration of health ead fomily planning in 1974 did not
succeed; Ther.fore, in 1975, Fsmily planning wis slaced under 2
new Fopulation Planning Division under %he Ministry of Health and
Hopulation Control, However; since 1979, following @ management
study conducted by an ICOMP mission, dychotomy bstwesn planning
and implementation functions wass bridged by integrating thess
functions under the reorganized Papulation Control and F@mily
Plapning Division. The Ministry of Health and Pupulition Control
is continuing tc have two different divisicns, hezlth andaﬁpulation
respectively, Bub the service deliveryis being integrated with
the heslih ﬁfagram in ths field., Hivan abserves Tthers is o
continuing problem of working out a good coopedirmmted pelationship
brtween the twa divisions within the ronamed Ministry of Health
and Aopulition Control 4 MOHPC}  but this is supsiding graduzlly

with learning experiences of joint planning and pragramming



eXercises . Miyan, 1932, ;.15~1?}. Similirly, the Intersectoral
ccordination iz achieved through coordination committies 2t yaricus
administretive levels 2nd through appointment of population orog-
rap oi ficers i the other participating mindstries, i.e. Agricul-
ture, E€ducition, Lapour and Sccinl Welfire Local Gowerament, Rural
Ocvelopment znd Cooperatives, and Informition and Brosdeesting.

_It secme that these mulii-esctoral linkzges hawvs auOivud into 2
stable petiorn 2nd have helped ganerate thzir invslvsment in tke
pwopulation progeams. (fidyan, 1982, 17-13; Jain, Kanaegiratnam,

Paul, 1981,

The populsation progrom orgunizations in Indonesiz, Maliysia
and Philigpin:s hrve 3130 evolved such coordimmtion and integration
mechanisms for FP~MEHdhaﬁith and populstion~devzlopment linkages
{Jain, Kemagaratnamp, P4ul.is81}, In Sri Lanka, interministerial
and interorganizaticomal cocrdinatinn is achicved by placing the
responsibility of populition policy in the Ministey of Plan

Implementsticn hosded oy the President. (Veerasooria, 1382).

Some othzp countrivs, sucn 4s India, hdve fully integrited
family planning with healtn 3nd MCH activitics 2t the ficld levsl,
but no inturministurisl supercoordiniting committees have been

crested for multi-ssctoral coordination.

While most countrios recrganized program structures throuwgh
intzrnal dissussicn and plamning, 2 few countrics, sjecisally

Bangladesh, £1 S2lvador, and Mexico relied partially on outside



managuiaEnt copsultation, The €1 Sxlvator cuse is g izl ly

interesting As it highlights the nesd for orogess consyltation
in Impleminting ceocedinating strusturts, In 1274, £1 Saluador
govermnment agcopted on Intugrated Jopulation Policy, The nolicy

had to be implementud through o Technical Committes un Jogulation,
which was alsc the Socrpetarint for the National Population Coprission
Aowever, the Committic  ecould not funckicn effoctively due tn

lack =f clarity abovt the respansibilitics of ite mumbirs and lack
of conpueation 2t implementztion stage. K toam of management
consultants from the Harward University and the INCAE wis called
into hslp, 1t deﬁeloped an intervention whiech included throoe hasic
componuntss (1} Developing through seminars an wnderstand ing of
certain minagerial concepte that would help them in imalem=nting

the policy; (2} applicetiun of those concepta through drawino up
Minstitutional strategies” for solicy implementation: and [3) integ-
ration and commitmont through seriss of presentations end disoussion
of strategies, This process interuentidn halpad in converting the
Technic2l Copmittes inta s ook lam -écluihg task~oriented group,

It heloed Huild commitment, clarify cespegtive roles of warious
mUmber organizations, identify coportunitius Fer callaporation,

and develos a work olin document v Bomez, 1977, pp.S5d~63). In

fact, the £1 Salvador gxgirience untderscores an imjopthnt sreda of
management assi tanco wbich has been neglectad by most countriss,
Structural changes have to be folldwed by process chunnes in ordep
to institubicnalise mandgemunt innowvaticns, The management scicnce

can offer hels in smuothening this transitional phase, But most
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national govienmeénts do not seek such proces: consultation, and
thus, sxperisnce long pericd of Fludity and wneertainty doring

the implementation of now structures.

This structural interventions must bs based on spocific maticnal
cont<xt and neads at a perticulir stage in the eyvolution of the
program, Pramature attempts at develorning multi-ssctopsl struc—
turai mechianisms to ksep with the latest worldd fishion 2t times
gonepated more orohlems than the onss 1t attempted to solve,

While MCH-FP~hez lth integration has proved wseful in most
countries, wae still do not have eéncugh uxpioriznce in developing
wWworkshle structures for multi-svoctoral integroted progoims. This
is an zrea for management assistance which should get priority

in the next docado.
flapagement Information Systim

One of the crucial elements in the succussful implementat ion
of naticnal family-planning program is the man3gement infarmatizn
syStGm which supports oslanning, supervision, and program 2wl lua-
tion., The guality of such systoms in diferent proge.ms wiry, but

they stwm Lo be imbroving generally,

Thite is an cxksnoive pody of litoraturs but ths Indonesian
experivncs In installing eninformation system is perbaps the
mast instructive, (NFPCE, 1975).

Followuing the cstablishment of a Nationdl Family Plinning

Coordinating Board by the Gowernment of Indonesia in 1370,



a rajid feed hack program ceporting system was designed and
implimentsd, 1t w:s Tirast imolomsntod in 2w i -2 1 2roaram
and suzscquantly exiondes to 13 outer pravinces afier same
moolficaticn, Wethout going dinto technisz i det<ils, the
system is brsiocelly a ssrvices statistics repsrting system

with & papid fuudback, Logistics dats system was also addaed

leter an by 1874,

Even aftir 10 yoars of ocperpsticn, the sysStom is anle to
colicet higniy accurate dota of Lnmedivte and relevant value,
A fesd buck report is sent within 30 days and this rapid feed
bzck has bwen one of tht primary detarminants in establishing
fizld coaperation and in use of d3t2 by progrd@m minsgers, The
acourate now accoeptors time traends have improved  long-tern
target setting oxercises and the prbj&ctions of consumable
contraceptive reguirements, Using the av.ilanle dats, Jrogram
evaluators haye provided . carpcful reviews and spaiyses upm

which more program shanges could he bascod,

The system cost was wetimated to he about US § 500,000, about

2 &0 3 percent of the total costs of the Jrogram, About

6% psrcent of the total program costs were funded by external

donors in 1974~75, In additian technical assistance wis

providsd,

The IIM4 has desigawd dnd{impl&mﬂnted M15 far poaylstion srog-
ram in one of Ihe lurgest states of Indis, (Murthy & Satia  1976).
Qur experience suggests thot the ma jor issuls in improving méndge~-
ment infoemation system are thress

1. It is essivr to esteb lish @ nuuw system than to bring +hbout
chingés in tn. oxicting sysitom. Howaver, with ohanges in stritegies
the information systom zlso need to change,

2. The infurmation system design should miteh the structure

:
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and process within the organization; often attemgﬁs are made Lo changs
the information system with tha hope that other changes will follow,
If other changes dc not follow, = mismatch results disabling the

information systém.

3, Information system ususlly rely on guantitative inform-ticn.
It can help in deteetion of oroblems but corrective action c3n only
me taken if there is suldportive intra ~organizational communication
and adenuate mapagsrial capebility for diagnosis and corrective

action.

Panagement Tr3ining

While most established nationmal Jrograms have dove lopcd intérnal
capabilitics for technical and extonsion cducation training,m2nage-
ment  training for population managers is still a develeoping £izld,
in a later scoction, we are going to describe institution building
efforts in indis, Bangladesh, and Latin Amsrica for developing
nationzl population managemint training panapilities, Except in 2
few countrics where these offorts are wall cetablishkhed, most other
countrics still rely extensively on the American and the Euransan
universitics for highor level mahagemunt training, For lower level
manigers, specific seminars Or courses Are held within the country
in data managemcnt, cvaluation, and superviscry technigues, ( 3ain,
Kanagaratpam, Piul; 1981). Thus, there is considerable manaQOmeﬁt
dovelopment cffort through varicus modes of trainipng from short-
term inmseérvice to long-duration doctoral programs, HOwovir, it

is yury difficult to distill lessons from such efforts on 4
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cross—-country basis as practically no published m2terial is available

on impact evelustion of these training programs,

Although there# is a general consensus about the need for
management training, most administrators tend to be sceptical
of its usefulnsss in improving day-to-day m2nigement. While partly
this may be dus to inedeguacy in design and methodologies of trai-
ning, this uncasiness is zlsc due to inability to concretely assess

the contributicn of training to performance improvement.

Since training is only one of the many inoputs in Togram man:ige—
ment, it is unrealistic o exéact ma jor beh:viouril changous after
training if the organizational climate is not conducive to innova-
tion and ch2nge., Thus, the effectiveness of training depends on many
factors which are httb intern2l and sxternal to the training sitwa-—-
tion, In the absecnece of written documentation on the impact of
management training, we have tc limit the following obsurvations
to ocur own ex;xricnee in India and of other cﬁlleagues at INCAL

and IESA in Lutin America, {Maru, 19871; Gomez,1977; Korten,1982),

1., Training can bocomé relevant and useful if it is based
on meterial developed from the field through case research and
consulting activitiss. There is 2@ synsrgy betuwsen training,
ressarch ahd consulting, if all three are undertaksn within the
trainees' organization, Most governmental systems contrict only
training activity to a management_inStitute without providing

opportunities for ressarch and consulting.



Z, Our exporicnces.suggest that Yonc—spot™ training is not an
effective way of huilding minagument c&pfbilitiUs. The batter way
is*tc dayoclop 4 cycle of training—apslicatisn-retraining. Such
cycle can be most effective if it intcgrutes analysis of performencs
and vnyironmental data from the participznts ‘own area with develop-
ment of acticn pl:ns. Such 2ction plins can then be followed up
in the retrsining shases. s bave developecd such @ metnodology 2t
the Indian Institute of Mansgement, Ahmedépad, Somu
of the seminers conductiu oy Letin American schools alsgo used

similar training aoroaches,

3. A5 most m@nugers of pupulation programs are mhysicians
by training, thsy perceiwvc their rcle as cliniciins, They hive
a tendunoy {o look at gacgh cast on its own merit ratheor than
develop community diagnosis and planm accordinglv, Thus there is
need te change their clinical orientatiocn to that of & community
health oricntation., Once this is accomplished, it is easier to
duvelop ¥maneguriale nerspsctive. Thorefors, the me sor task of
management teaining, 2t least in the initial few years, should be
to deyelop understanding of the ma@nagerial role, This may require
greater emphasis on behavioural téaﬂhiﬁg methodalegies than on |

quantitative managemint mothods,

4 THE x 5ram organization must cdevelop @ training
steatigy 25 & part of a lsrgur Human R=solrcus Goevelopment (HAD)
policy. The HRD involves devslaping the necessary capohilities

in the members of the organization tc porform their tisks énd

28



then creating nmsoocssary conditiuns that wnsure continuous and effoc—
tive use of thosue resourcis. A comarehinsive HAU policy should
inelutde the fellowing fumctiocns: menpower planning, sclection,
recruitment a0d other forms of job assignment; induction programg
transfors: performance aporaisaly job evaluation and analysis;
training; rcward and punishments emoloyes counsclling anu feedhicks
carc.r glznning and ¢ wloment; orgenizational design and

institution building \ Parcek & Ras, 1981 ),

1f training ~olicy is cunceived within this broad framework
of 43D, it will help to genmurate orgdnizaticnal climete conducive
tc the utilization of new knowludge, The HRD rema2ins one of the

least explozed aress in ménigemént improvement and assistance efforts,

Organizational Dovelopment

although the use of crganizational deuslopment (0D} aporoach
is becoming fairly wide spread in enterprises, we could find only o
few illustraticns of this as2roach in population program managsment
litcrature, and we briefly describe herc the experience in Thailind 3and
Micaragna,
Firet, we oriufly deseribe the 00 intervention in the Tr2ining,

Supervisicn and Fducation (TSE) ssction of the Family Health

Division in Thail:nd, ( Jain, Kapagaratnam, Paul, 1981 ,204-225.)

Ob jectives cof the 0D program weres

1. to incresse the level of trust and support among organiza-
ticnal mombursg
2. t0 increase copfrontation of crganizational proplems, both

within and smoOng grougss



%3, to increass the cponness of communications;

4, to fing sclutions to problems through cooperation

rither thin conflict;

5. tu incroase the leuel of individusl and group responsi-

bility in slz2nning and impleminting family planning

training programs;

6. tu cncourage other sactions to adopt GO program.

The 00 program for TSE section beg-n in July 1673, starting
with problem identificaticn done by interviewing and administering
quustionnzice to 211l 46 TSE sectin staff members. The fire: OD
meeting wis held in September 1978, Following this mecting, the
TSE staff sccticn hes work.d according tc the plan and commitmunts
made at the initial me=ting., A new organizational structure has
been implemcnted, staff mowtings are being held regularly, and staff
at all lewels arc now selectad by 2greed-upon criteris and 2re sent

for furthsr training ds nccessacy to mect both person@l and organiza
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tional necds. Preliminary rosults have been gquite promising; kowever,

the cutcomes cf individusl follow-up interviews are not yet comalete
The second 0D mecting, held in July 1979, indicated the level of
success of the program after the first-year efforts and helpeda in

making necassary adjustments and replanning.

The ofiorts of the TSE Scetion have boen productive in the
regional MCH centers, and othér divisions are planning this
aparoach for organization development, Assisted by regicpal univer-
sities, the TSE Scetion will cvaluete the 0D/M0 progr:ms =t All
regional MCH centers, with support from UNFRA  ond the Thai

government.



A few advantages of having outsice consultants to help plang
decvelop, and implument 00/MD activities includas (1) consultunts
have a neutral stancc which ensbles them to diignosc organizational
problems moru objectively, (2} staff can feel freer to 2xOTESS
their feclings and opinicne without fear, (3} consultants arc anle
to provide ideas and various thuofius of management which may result
in innovative interventions, anc {4 consultints are in A hattor
position to follow ug, syaluate, and give direct feedback since

they are cutside +he bureaucratic structure,

INCAE preparcd a comprehensive pruport on Nicaraguan Program,
which od tco arocess work with the prograsg admiristrators Berothold

(1974} doscribos:

A short whils later, the dircctor zsked us €O provide
consulting help in the steff review of the program description,
This we agpeed to deg not as rechnical experts providing rocommenda —
tions on now to improve tho program, but as process consultants
helping to determine pricrity problems, - scoking sclutions tco
thise problums, and planning Actisn step reguired to imploment
these solutions., The design we suggestod for the staff reviou
wns 2 highly pirticipative series of five meetinge pitterned after
pBeckharcd!s Yeconfrontation mesting®. These five moctings, hold
one morning wvery wock for five weeks were set Up As followss

Weok 1 = A plarpification of the present situation including
4 reviow of the program description and other evr:luntion
documcnts .

Week 2 ~ Duscrintiun by each of the six depiriment heads
and tha Dircetor of. the major probloms of tho orginization
and clacification of thise problems.

Wook 3 - Buterminition of eriority problems t0 be worked

on by thc group.

Weok 4 - Development of plans for solving priority problems.

Week 5§ — Cuntinued planning and assignment of responsipilitics
for implementing these plans,

71
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These mectings were very lively and thers developed 2 very
high lewvel of papticipiticn of all department heads ond an increased
willingness to confront problems directly. The develcoment of the
level of trust required to conduct pramlem=solving mestings cf this
kind was largely due to the cxample of the Dircctor who demonstr:ted
with his own behavizur his desire to confront and solve preblems,

The final sutcome of these mestings was a4 reyritten cperating
manual in which the vntire top staff toock part and which elearly
set put for the first time =21l of the operating arccedures and
norms, and definsd roles, rusponsibilitics, ond go3ls for ewvury
department. Significantly, 2n opur3ting manudl had beon in the
process of devslopment for noirly two years without ever meing
completed, and one manual orepircd by n expert consultent had
bcen rojocted six months carlicr, :

We have begun to sue some vory concrete results of the problem-
solving mestings held in the Ministry of Health, Purhaps most
significantly, tht key staff has docided upon 2 cumman goll towzrd
which sach degartment will attempt to contribute 2nd against which
it will measure its own pregress, This goal was to ineresse the
numbcr of Aactive users serwed by the progrim, 20 opcrdting ob jec-
tive which had bcon emphasized in our seminir with tOp man3gers.,
fMleasured againet this goal, many of thc proorim's norms and procge-—
dures were clearly incongrucnt, so the demrtment heads complotely
revised the norms to contribute more clearly to the attzinment of
this goal,

One of the most significant outcomes of the int&rvention has
been that the Director is playing @ much more agtive and stromy
role in carrying out the managerial functions in his corganization.

B th of th.o: offorts suggest good success with such 0D

prococess waork, But, like othtr management improvemaent efforts,

its impact an program wutput has not besn asscssed.

Summary Obsezyations on Man:igement Improvement Bfforts

The operational reszarch mode for evaluating the 2lternative
survice delivery systems has perhaps boun ewaludted most carefully
and has also besn found to be most succewssful, WMost of these
cfforts aprs, NOWEVET, on & piiot oroject basis and there has been
some less in offcctiveness when the service dolivery system is

exsanded natisnally. The development of systems for managemant
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infeormatiun, logistics, targeh sctting and cveluntion hitve not bion
cvaluated carsfully bub are genepally cﬁnsidur;d usiiful, Tho nced
for manigement training is recsynized although asscssmont of its
impact on performanco oovsss many difficultiss. Howeyor oCocess

inteérvention atiumting to change bahiviour have boen limitcd and

hiwe not boen sv:iiucted at all,

Productivity of minigemunt imorowvemecnt efforts has been limitaod,
0ften the selechtion of area for imorcvement reflucts hinscs of asrog-
ram managers Or 31 management assistance providers, Net only o
careful zssossment of nueds is required but 1lse a modost dearooe of
crganisational censensus recgarding the pricrity is noeded. DOrgenizo-
tional stability in many programs ténd to pe low because of frequont
top lsvel changes. This leads to disgontinuity in afforts, Bureaue— -
ratic epacsition, difficulties in bringinyg :bout chenge and unre2listic

sxductations lso lund to loss of productivity,

.

4% the rovicu suggus£s, the fictors 2cecunting for success of
ménagemnent improvement cfforts denond busth on the context nd the
substance of such offeorts. In genmerzl, however, resources, comwmit-
ment, technical comautence and clear definition of problem aped,
and its porculved ecriticility miy bc necessiry conditions for monage-

ment improvemunt sfrforts to achivve their objuctives,
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Iv
Management Assistances

i
|
!
i

The pooulation program m2nagers have sought managemént assistance
from both foreign and maticnal institutions. UWhile foreign technisal
expurts have always been associated with forcign afd jin recont ycars,
therce is growing awsrencss of thi need to dovelop nqtional.managument
résources, Thus, the uWorld Bank; the Ford Foﬁndation, and the ICOM?
have buen actively involved in dewveloping population manigument capl-—
bilities inm India, Banglzadesh, Phillipines, and Latin America, Ue
will first discuss somc gencralizations about the proecess of providing
management assistance, znd then focus specially on the institutional

development mode of management assistance.

a) Mendgement Assistance Process

Most technical assistance reports do not explicitly docu-~
ment the process of providing assistdance, The most elabopote process
account is given by Henry Gomez and his collesagues for their expuriené;s
in Central America (Gomez, 1977). Minsler (1977) has described roh-
lems of US population adyisors and their rpclationship with the
Indian program managers. Bascd on those two process Accounts and
our own uxperisnce inm Indii {Maru, 1981), we shall first briefly
describe the modes of management assistance and then draw some gene-
ralizations about the factors which seem to facilitate consultant-

client rclationship.

Both tht Central imerican amd the Indizn Management consultants

used tht threc most generally adopted modaes of manigement 2ssistances
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(1) training, (2) rcsearch, and (3) consulting. Hwevcr, somtent and
design of thest activities varied according to 2vailapility of local
managemant skills and progrim contoxts., For example, thé Countpal
American managemunt institutions developed nrohlum orisnted seminiars
which brought tsgether varizus functicnaries concerned with that
Jarticular problem, Thus, 2 seminar on the crestion and use of rate
system was attended by program managers, stutisticians, and eviluz-
tors. The Indian Institutu of Managoement, Ahmodabad ( TIMA ) deve loped
a three-tiir genoral management progrem for managers At three
different lovels in the hiervarchy., Thu focus was on the unit head

at cach level and nct on the team, bascauss the main problem was of
gencrating wverticle communication and support from each level to

the next level of administration. However, both the Contr2l imerican
and the Indian training interventions emohasized organizational
diagnosis and action planning, 1In terms of consulting activities,
Central american sehools did more of arocess cunsulting, while IIMA
got closely invclved in designing and implementing management informa-
tion system. BoOth the grouns undertook case research for diagnostic
Purpose and action research to develon, tet, and demonstrate new

management systoms,

What lessons can we draw from these exoeriences about the
general Arocuss of management assistance, and moru spocifically
about the counsultant-client relationship? What 2re the 1s cets
of this process which may hely improve on effuctive mEnagement

of this relationship? Those aspects relate to both the strengths
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and wiaknessws of the consultant and glicnt orggnizations 2s well as
the specific socic=-pulitical and administrative context within which
assistance offort has to bu implomentecd. W will list below some of

these dimensions,

1. If the assistance is given Gy foreign exoorts, it is
esscntial to includs soms members in the cunsulting tcam who :re
intimately familiarp with the leoeal culture, Profurshly, 2 lacal
institution should Se assooicted with the mnagenent assistance

study, This alse helos in boiliing loczl minigement oxacrtise,

2. The technical luwvel F the consult:nts must be higher than
thusc with whom he has to werk, Minkler (1977, was told by miny
Indi2n program manzgers thit quitc often the louel of technical

competanct of the advisors was lowor than th3t of his Indian countermrt.

J. Mot cnly the technical competence, but the consuyliznt must

2lsu possoess goud human reélaticns and communication skills.,

4. Both the consultants 2nd the elicnts muet clarify expescta-
tiocns about their pespective roles. IF the consultant is hired by
a donor égency, hi is often subjscted to contridictory expoctitions
from the donor zgency aad the client, Many consultants tond to toke
action in thedir own hand rather thin face ths frustrations of 2
facilitator's rolc, Even clients may expect the conmsultant to o

the job for them.

S. If Management cunsultionts are sereeived a3 Ysirince attached
Lo monctary aid™, thoy will foo difficulties in ostablishing orodue-
tive relaticnship with the client, Often reguest for - finzncial
aid has buen rosponded by reguiring the recipient country to hire
foruign consultants,

6. Management assistance efforts have bettor chance of success
if the request for assistanco comus from the top mrpager. Too

management intorest and supoort are abatlutely essential if process



intsrventiaon is te be implemented, Tho Centr2l American ménagement
echocls were aple to implement process interventions in two of their
assignments due to vepy Tavourebhle attitudes of tOp program managors
and their willingness to po fFloxikcle in implementing organizational
changes, The 1IMA had ¢35 give ud its plan for process intervention

duc to hesitation on the pa-t of the relevant progoam : m@anNeger.

7. The managiment assistance should corresond to an ghoiec-

tive nued of the receipicnt country program.

8, Consultantis wofulness is directly relatod to thoe oo ascity
and the atility of the top mainiger and his teanm t¢ take adyantage of
his exacrtiss. Ta. manager should clearly define his sxpectations
and integratc the comsultant with the work te:m of the orsanization,
Hc should provide necessary rescurces and political suozort to

implement new idoas,

9. Shorter the time of the consultdncy, the more specific should

be ths definition of tht task py th: prongrém m@nacer. In the longer
tima periocd, tht consultant cam alsc hely in clarifying the issues

anc tésks,

14, Constant communication with the key staff memsers in the
client crganisation is necessary to build commitment and to test
feasibility of new ideas. Thus, thes action research mode of consul-
tation is far more. effective than the traditional mode of analysis

and repart presentation.

1. The chaoice of mode and duration of management assistance

37
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would depend on swailable menagement cxpertise; the task and the time
within which it has to be accomplishedy the preparedness and imterest

shown by the organizations and the overall socio~palitical climite,

12, Thz cuntextual factors such 2s commitment of thu organiza=-
tional leadership; sizs and age of the arganization, the stage of the
Jrogram, the nature of socio=-political environment etc. will have
ma jor implicetions for choice of manigement assistiance stratogy.

The Central Amorican expericnce documentoed by Gomez relatcs to
countries with 2 to2 6 million pepulation. Tuc of the orograms are
managed by private family planning associatioms. On the other hand;
the Indian experisncu relates to the largest and the most-bacwward
state of Uttar Pradesh which has a population of 8O million. Thus,
it is necessary tc be swnsitive to comtextwl wiriables in designing

mérnagemsnt assistance projects,

b) Institution Development Effurts

Ons of the modes for providing management assistance has
been that of dewveloping institutionol capapility, While all otherp
modes hive been similar to those being used in cthir sectors, insti-
tutionz2l development efforts have beoen suomewhat of a unique:nature
and rcquire discussion. We will pase our discussion on the experiences
of the followino selected institution development effortss
the Indian Institute of Mapsgemant, Ahmedabad as part of the Warld
Bank Projects the Institute of Business Administration (I8A),
Bangladesh; thc Institutc Centroamcrican e Administracion De

Emoresas {INCAE} in Manggue, Niecapagua: and the ICOMP aided
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Institutional Oevelopment “ssistance Praject {(IDAP-Shusel) in the

ICOMe? prleated mznzgement institutss.

The Latin American management schozls have identified the
following commen elements which enhance cffectivensss of meinzgsment

assistanc. effurts.(Gomez,1977).

a} R clear institutional strategy within the school that
capitalized on the school's strengths and generated 3 commit-

ent to population activities;

b} an articulste demand For mEnagemunt assistance from national
programs that is a product of zoth the programs! perceptim
cf ths utility of man2gement and their ability to coherasntly

identify priority manaceoment needs: and

c} 2 positive working relitionship between management insti-
tuticns and operating programs tha+t récognized the nceds and
capabilities of both parties.

It would, ther:zfore, be ucrthuwhile to examine tho instituticnal

development uxasriesnce as it pertains t0 the above three areas,

The institutional strategies adopted by different institutions
varied. The Indian Institute of Mapagemcnt set ug a group of foeulty
but its zctivitics were closely tied to reswarch, training and
consulting with thu World Bank Project. The Institute of Business
Administration (ISA, also set up @ group but its activities wepe not so
closely tisd wp., Instead it was given frecdom to develop its own

reswarch activitivs, INCAE team was free to choose its own aparoach,

The instituticnal stratinies also show many similaritiss. Each

institute decided tu set up small groups. Most of the faculty
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INCAE continues to carry out research, sducaticnal activitiecs, and
ccnsulting in the field of hoslth and populaticn program management
with emphasis on strategies for achicving breader ccverage in rural
aréas anC for incocriorating thess programs more fully into natiamal
Flans fer ruril deyelosment. The asizn Imstitute of Management,
Manila, has 21so expanded its concern from sopulation manligament to
rural davclooment menagement. The IBa, Bamglicesh, and the Adminis-
trative S53ff College of Hyderabad, India continue to have centres

working on pcpulation progrim mEnzocment.

A review of the abowe instituticn2l develosment cfforts suggest
that it has been difficult to Fulfill the three conditions mentiined
at the beginning of this section- clear institutional strategies,
articuiated demind, and good working relationshis - on 2 sustained
basis, It has bron difficult to maintain teams of faculty working
on these problems but by now each of those institutiéns have several
faculty membeurs with expericnce in this area, Program managers htye
8lso begun to articulate their demands. It is the thipd - cloge
Working relationshin thot has been the most difficult to achicve. One
of the major reaseons foro tho difficulty i= the megility of both prog-

ram managers and thefaculty at the institutions.

Thus the institution2l develsument stritegy has succeeded but
to a limited extent. Given the difficultics in achisving the ideal
eongitions for instituticnal develogment on 2 -~ agstained basis,

this is parbaps what should haye been cx.oected,



FUTURE  NEEDS

The future nrogram nocds ean bo usses<ed in tWo wayes
(1f[5;39riuad from porcopticns of progrom menagersy and {2) from
srojucted futurc needs of tho programs. First, we shall list

the fubure Aeodg 2 porcuived by thoe Jragoim managers.

Asian program menigers, At the Manila meeting held in
Novsmber 1980 have identificd four spreific prioritits faor D5 aula -

ticn program managomoent improvement:

(a) Policy developments Plapming four policy changes and
dovielopmunt in tho cdecads of 1980'sy analyzing the inter-~
relaticns betwecn population and develonments adaptation of
contraceptive techmology, otc.

(b} Program cocrdination: memdgument nueds are in the
apoa of inter-agency ccordination of pelicies and progrims
at all lewls,

{c) Supvice dolivery: . minagement necds in field supcr-
visison, lcgistics and supplies, community mcbilization, etc,

(d, Russarch and trainingg utilization of reseapeh and
man:gomesnt of research to tneure relsvant outputs for better
organization and method, training programs; preparation of
managemunt training kits and purformance appraisal systemS.

The Latin American group identificd cight major areas af  poosu-~
lation management nceds and problems. '

(a} iugistics and operitions manzgemént

(bJ Supervision and motivation

{c) Plenning and Hrogramming

(d) Design and use of informiticn systems

(e) Personnel develooment

(f Intra and inter-institution2l coordination
(gJ Ruscarch and cvaluation

(h) Mamaging community pipticipation
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The views of ifriczn program managers wire expressed 1t the
annua l IC0MP Confer.nce hild at Nairobi in Joly 1979, TJuwo sowcific
roquests wure made of ICOMP;

{a} ICUMP should support minagement tr2ining for middle
managers of population programs in the regiomg, and

(b) ICOMP should support regional mectings and inter-
actions of top man2gers and rolevant management institutions,

The above listing clearly indicates different stoges at which
the programs are end thersfors different prioritics, The progrims
in Africa are in formative stages and thelr pnecds are mandgement
training and devslopment of institutional capspility for méncdgement
assistance. The programs in Asia are well estublished and have
varicd newds, But there is more concern with what policies are
needed to achicwve desired reductione in fertility in the eightijes.
The programs in Lotin Amcrica are relatively more successful, and
would like to expand and improve quality of services, They do not
perceive démand as such @ sericus constraint. Their managerial
cCnocerns are tharufofe classical centerprise type-suppliocs, logistics,
persaonnel, planning, supurvisiocn, evaluation and inter—instiyutional

cocrdingtion.

It is perhaps difficult to devise a universal list of future
management noeds, Newepthtless, such an attempt was made by 2 group
of menagers and exosrts which met at Kiula Lumaur in July 1981 to
discuss issuus rclating to management development in population
programs. (Jain, Kanagaratnam, Pz2ul-1981), They came up with the
following list:

1. Need to convert rcle percepticns and expectations



9.
10,
11 .

of population program mensgers from “maintenanco
orientation’ tovcdovelopment orisntation.”

Need to clarify program ob jectives and gosls specially
in relaotion to the problems causcd by the uneven
progress potweun the pepulation and othir develogmental
and human ssrviccs programs,

Negd to dovelop sultable arrangements for effective
intraagoney and interscetoral coordinztion and coordini-
tion of foreinn assistance from varicd sources,

Need to improve the dosign, operation, and use of
manigement information systoms (MIS,

Negd to improve acpeonncl planning, rocruitmont,
retentisn, dovelosment, motivation performance, and
emaloyce celutions,

=

&) to creato a suitable clim2te for the orooer
dulegation of nowers to subordinate lovels,

Nood For imppov.d systom of invontory (supplies)
arcourcment, menagoment, and distribution,

Noed to consclidate and improve demand for family
planning servicos.

Need for improving fisld cperations.
Noed for steady decredase in reliance on doncr agencies,

Need to protoct the programs from freguent shifts in
strategizs, tacties, aparoaches, emphasis, crganization,
and leadcrshig.

The first four issucs - noed for "development orientation" of

managers, goal-setting, coordination and management information

systum were cunsidered most critical,

Ponulaticn programs are at a aAew juncture in thoir history.

The neud

is to move from acescnt lovels of sepfopmance to hightr

levels of aJerformance for achisving desired reduction in furtility. .

Seversl actions weuld be noewiderd which include, int. ralin-

- the pooul-tion srograms would hawe to be increasingly integrated
5

mitﬁ

duviclomoent Jrograms

- a large number of couples would have to be reachud who
have becn highorto difficult to accessy the service delivery
systems will nct only hawve to exoand but «lsc diversify;
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- the method-mix would hive to he diversificd which wiould
roquire diffurant tyoes of dolivory systems for different
me b 0ds 3

- thu IEC activitiss would have £o bo cons idorzbly improved
hoth in guantity and gqualitys

- the productivity of program cfforts would have to incrwasc

as the awilablc rescurces m3y not continue to expand in

proporticn Lo tho newuded increoase in perfcomance.

The progeams would hawe to comtinuously modify their str2togics
to respond to‘changud environments L conditions. For successful
implementation of thu strztegics, structure and processas of
planning, control; hum@n resouUrcos and infourmaition handling would 2lso
have to bc aparopriately modified, This task is likoly to be more
¢ifficult as the structures are niw well cstablished and the existing

processes bAve been intermalizoed by © organizagiorP e

The abow discussion suggests that needs vary among cauntrics
and fur the same countoy at differsnt points in time. Therefore,
rather than doal with spocific issues, tho future noeds can bc best
discusscé in tcrms cof tyges of management improvement efforts necded

and management assistance DTOCESSES reguirud.

A rovicw of managemcnt assistance suggests that considerable
efforts have beun made in the following 2reas - mansgement informa-
tion systCm, managemuntrtraining, commercial and community—based
distribution of contraceptives, logistics and arginization restruc-—
turing, Both the awarcness cof the need for and skills in improving
management have increased, This Jrocess has alsa resulted in a
cpeation of pesource persons competent in sroviding 2ssistance in

those ATcas.,
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Howcwer thi review also suggests that = large numbar of such
affiuorts have achieved their cbjoctives in a limited way. The reasons
arc scyeral, But the majur lscuna has beon thit these efforts were
not specifically dirvcted towards improving progr2am porformancs,
Often, thurefaré, such efforts were Jartial and fragmentoed. They
did neot focus on the critical wveriables which affoect serformance,
For oxamzle, improwsd storage, Jrocuroment and jnveontory orocedurus
may indced improve thé 2yrilqbility of contriczptives at service
nointy but if thu skill and mctivotion of field personnel is in-

aduequate, thé performince may impreve only m2rginally,

A change in focus from improving 2 subsystem to improving
performance of the program would rusult inm 3 eareful disgnosis of
the bettlenecks and a set of integrated critical interventions,
Increasingly extsrnal assistince aguncius‘are Undwrtakiﬁg sareful

need assussmont surwys,

Thoire is also now nearly a decade of oexsericrice with improﬁihg
instituticnal capabilitius for providing management assistance, The
expericnee suggests that it is difficult to institutionalize such
grouis it managehunt institutes., In some institutions no such groups
exist. In a2 few othors population manigement 2ctivitics have begun

to mergC with breoader conecrns of socinl dovelogment minagement.

Wh=t thce ducadc of effort has yivlded is @ number of professionals

who ars familiar with apd hawe

rk

xerience of working on problems of
population program management. But tho programs do not resort use

of consultants in any syStematic way., Partly, this may be dus to



tae fact th:t duspite recognition of the nood te usc menagoment
cocnsultants from dovelooing countrics, funding agencies fend to
rely more on oxports from tho doveloped countrles of the Wost.

To that extent the 2bility to utilize cunsultints on the pict of
arcgram managumuﬁt and o pllity of consultints talnrauidg assist{nce
which is percuived to bo of tingisle bonefit pecd to be furthor

deweloped, In sumairy, ths following noocds ome oo

The management imorovement sfforts noed to be made mourt produc-

tive, fs the m@nagoment improvement offorts in ths past have

often had only limitcd impacty it 1s nucessary tco concentrlte on
making tiem mcre preductive, As pemarked sarlicr, 2 variety of
actions would be necdcd incleding oerform2nce imprcvement orisnts -
tiocn, adeguatc diagnosis of the problem, commitment on the parc: of
maragcry stability in thu organization, awailapility of technically
cempetent personnel to provide assistance, supportive organizational

climate and appreeiation of time frame nccessary for implementation.

There is a need to bring together programs :nd apsrooariatu

manageme-nt assistance resources. & considerablo ameunt of manage-

mcnt assistance resources howve boen doweloped and the need fop
1

m2nagement improvement 1is also eppreciatsd by the menzgers. BAut

thera is need for catalytic efforts to bring them together.

The knowlidge in apcas, whirpe 2 cunsicerablc amount of work
-——— 3

- - — o

has bepn done, necds to be crystalized. The 2reis tpe mensgoment

informition system, lugistics, commercizl distripotion, troining

of trainurs, and manigument audit or nood assessment. A lthough

48
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Howcver thié rwvicw also suggests that % larqe numbor of swuch
cfforts have achieved their objectives in a limikted way, The reasops
are scwveral. But the m2 jur lacuna his beon that these efforts were
not specifically dirccted towards improving program porformance,
Often, therefort, such efforts were pJarti2l and fragmented. They
did not focus on the critical wveriablous which affect derformance,
For cxampale, improcwd stopage, Jrocurcment and inventary oarscudurus
may indied imdrove tht Aviilqhility of contriceptives at service
pointy but if the skill and motivation of field perscnnel is in-

adequate, the performance may improve only marpinally,

A change in focus from improving 3 subsystem to improving
performance of tho pfogram wuuld result in o ecareful diagnosis of
the bottlenecks 2nd 2 set of integratsd critical interventions,
Incrcasingly uxtcrnal assistance aguncins'are undertaking careful

nued assussment surwys.

Thoere is also now nearly 2 decade of oxerierice with improﬁing
instituticnal capabilitivs for providing managoment assistence. The
expericnce suggests that it is difficult teo institutionazlize sich
grouds 1t manﬂgemunt institutes, In some institutions ns such groups

exist. In a few othars pcoulation manigemunt 2ctivitics have begun

to mergC with brooder conecrne of soci?l cdovelooment minogement.

Wh=t thoe decade of effort has yivlded is a numbor of professionals
who are familiar with and have cxoerience of warking on problems of
populati.n progrzm manpagement., But the programs do not relort use

of consultants in any systomatic w2y, Partly, this may be due tc
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dlssocminets knuwledge, preparation of menuals, =nd collectinn and
comizilation of materials, The mecnanism noeded would very degending
upon the topic. For instancoc, pre ®ration of meénurls wouwld be
nsaded faor IS and menigement audit or nocd asscssmsnt  Workshog

ana colleckion of mtofisnls may be nscded for commercial distribu-

tion of comtpupoptives,

Generatinn of now knowlodoe is critical if tho challengoes of
the 80%s are to by mst, The major issues are the following:

Poclicy Dovslodment — What moso netded £0 achicve the gotls
ef birth rates? What changes in 2oliey, strategy, structure

and process may be nocossary?

Community Perticipation - How &5 secure and retain commun ity

particioetion?

Ccordination of #gencite - How ta goordinate planning and

imalement2tion of astivitics by varicus agencius?

Productivity of the Programs - How tU increasc procyctivity

of program rosources?

ICOMP need to support roscapch and tochnical assistance cfforts

in thuso aroas,

ICOMP should perfurm a1l the four abuve roles -~ dissemimator,
catalyst or constraint remover fur bringing toguther receivers and
-prouiders of manmgoment assistancc, and 2ssistor in crystilization
ant gencration of new knowledge = to moct its b juctives of contri-
buting ta improvemunts in guality & manigement of scaulation

FTOgQrams.,
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