Community-Based Distribution in Tanzania
Table 2. Percentage of time that supervisors
estimate they spend on CBD activities, by supervisor’s level, according to program
Program

Immediate
supervisors

Upper-level
supervisors

FPU
UMATI
SDA

40
na
90

10
100
50

Note: na=not applicable, because immediate supervisors are specially trained agents, and for purposes of our analysis, we have
treated them as agents.

visit. Whether visits prove “successful” is
therefore affected by both the worker’s effort and the potential client’s interest, and
thus by demand factors that are unlikely to
be related to workers’ remuneration.
However, only one of the three programs (SDA) had information on total visits made by agents. Consequently, we
were forced to use a less-satisfactory index
of work performance, based on the number of visits in which a client was provided with contraceptives or was referred to
a clinic for family planning services. (Referrals for other services were excluded
from the analysis.) This measure may be
affected by demand-side factors; thus, the
impact of remuneration on work performance may be somewhat obscured. However, other analyses show that agents’ performance is similar regardless of an area’s
prevalence, so the role of demand in affecting agent performance may be small.5
The average number of visits made by
agents varies by gender, and the programs
vary in their mix of male and female agents.
We therefore adjusted the output variable
to control for this difference: On average,
female agents make 8.2% more visits than
male workers.6 Thus, under the assumption
that all agents were female (as in SDA) and
that differences in productivity according
to gender were the same for each program,
we inflated the number of visits per agent
in the FPU and UMATI programs (where
agents are both male and female) by 8.2%.
While it might seem appropriate to use
couple-years of protection as the measure
of output, this turns out to be a poor choice
*To annualize the cost of in-kind contributions, we used
the following approach. First, we established the replacement cost of each item. Second, we estimated the
useful life of each item, on the basis of interviews with
program managers. Books, bags, metal boxes and uniforms were estimated to last two years; bicycles, five
years; and heavy equipment and boats, seven years. Next,
we determined what the program could have earned if
it had invested the funds used to purchase the item, or
the “opportunity cost of capital.” We estimated that
funds, conservatively invested, would have earned 5%
per annum.
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because it is affected by supply factors that
are independent of remuneration. These
include variations by program in the number of oral contraceptives and condoms
distributed during an average visit and in
the method mix. A program that distributes more of any method per visit may
produce more couple-years of protection
and therefore may appear to be more costeffective, but the reasons are unrelated to
remuneration. Another supply issue concerns method mix. SDA provides mainly
pills; in the other programs, the mix is
more evenly distributed between pills and
condoms. One reason for this difference
may be that the ratio of male to female
agents varies; females tend to provide
more pills than males, while both provide
about the same number of condoms.7
Data Collection
We obtained data on costs from program
managers and financial records for 1995
and 1996 for UMATI and SDA, and for
1995 only for FPU. Costs were divided by
the number of agents working in each year
to calculate the annual cost per agent.
SDA was the only program that paid a
salary to its agents. FPU provided a small
allowance to some agents for bicycle
maintenance. The three programs made
different types of in-kind contributions to
their agents. Each contribution can be classified as a capital good. To make costs
comparable with those for items that are
used up in a year, we annualized the cost
of capital goods or spread it over the useful life of the item.* The annualized cost
was divided by the number of agents in
each program to determine the value of
in-kind contributions per agent.†
Each CBD program has two types of supervisors. Immediate supervisors are responsible for regularly checking on
agents, while upper-level supervisors generally are responsible for managing immediate supervisors. Payments to supervisors include salaries and benefits, travel
allowances and transportation costs for
time spent on field visits. In the UMATI
program, selected CBD agents worked as
†In FPU and SDA, all CBD agents typically received the
same in-kind contributions. However, UMATI gave its
agents different items, depending on the district in which
they worked. Therefore, the annual cost per agent for this
program was weighted according to the number of agents
in each district.
‡Vehicle operating costs include the cost of fuel, maintenance, repair, insurance and licenses. Typically, use of
the vehicles was shared among CBD and other activities.
Therefore, vehicle operating costs were allocated to the
CBD program using estimates from program managers
of the proportion of time that vehicles were used for CBD

immediate supervisors. To facilitate the
analysis, we treated all supervision costs
incurred by these agents (including travel costs and the cost to train them to be supervisors) as payments to agents.
Information was obtained from program managers on the salaries and benefits paid to immediate and upper-level
CBD supervisors. Many of the supervisors
have additional duties that are not related to CBD activities, and it is therefore not
appropriate to charge their total remuneration to the CBD program. To address
this problem, we interviewed supervisors
in two districts in each program and asked
them to estimate the proportion of time
they spend per week on CBD activities.
We used this information (shown in Table
2) to allocate a proportion of the salaries
and benefits of supervisors to the CBD
program. Remuneration attributed to
CBD supervision was then divided by the
number of agents to determine the cost
per agent of salaries and benefits.
In each program, the upper-level CBD
supervisors are provided with vehicles
and travel allowances for transportation
to meet immediate supervisors. The programs do not support transportation used
by immediate CBD supervisors. We also
measured per diem expenses and vehicle
operating costs associated with supervisor transportation.‡ The sum of these costs
was divided by the number of CBD agents
to calculate the supervisor transportation
cost per agent.
Information on annual training costs
and the number of agents and supervisors
trained was obtained from program
expenditure accounts between 1993 and
1996. Training costs include those for travel and per diem for both trainers and
trainees, the costs of supplies and any
rental fees. The costs of the training
seminars were annualized.§ The cost of
training immediate supervisors was divided by the number of agents to determine the supervisor training cost per
agent. All programs use either personnel
from FPU or their own staff to carry out
(continued on page 193)
supervision. The cost of the vehicles was not measured
because of lack of information. The labor cost of drivers
also was not included because of lack of information.
§The costs of refresher training sessions were annualized
over a two-year period, as refresher training is conducted every two years. It was more difficult to determine
the useful life of the initial training sessions, which should
equal the number of years that agents and immediate supervisors are expected to work in the program. We annualized costs over a 10-year period. Our analysis shows
that the rank order of cost per visit is not affected by
changes in this assumption (source: reference 3).
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