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SUMMARY 

The WHO-sponsored workshop on condom logistics was the first of its kind to take 
place on a regional basis. 

The objectives of the meeting were: 

(1) to define the basic principles of inventory control for the proper management 
of the supply of condoms; 

(2) to describe various ways of estimating condom needs; 

(3) to describe essential quality assurance techniques and to detail proper condom 
testing and acceptance techniques for quality assurance; and 

( 4) to detail ways of managing condom storage and distribution. 

Twenty-two participants from ten countries and areas and three observers from 
nongovernmental organizations in the Philippines attended the workshop. Participants 
represented the national AIDS programmes, family planning programmes and supply 
services. 

Exercises following simple methodologies that can be easily applied were conducted. 
Estimating future demand for condoms is a critical step in the logistic cycle for cost
effective procurement and planning, and participants practised estimating demand using 
past issuance and population-based data. The concept of total quality management was 
introduced and its implementation throughout the logistic cycle was discussed. 
Distribution issues were also taken up. All concepts, methods, and operations involved in 
condom supply were reviewed. 

The workshop concluded with a planning session where participants grouped 
themselves by country and reviewed their current condom supply system and identified 
areas where techniques taught during the workshop could bring significant improvement. 
An action plan for the next twelve months was set up after problem identification. These 
plans were presented to and discussed by the group. 

It was concluded that a strong positive condom policy is essential to the design and 
implementation of successful condom-related activities to prevent STD /HIV transmission. 

The participants suggested that the WHO Regional Office for the Western Pacific 
promote condom activities including condom programming and training with governments. 





1. INTRODUCfiON 

Since AIDS is essentially a sexually transmitted disease (STD), preventing the 
transmission of HIV should focus on sexual behaviour. Action to influence sexual 
behaviour must have three components: information and education, services by health and 
social agencies, and a supportive environment. People who have multiple casual partners 
and those who are unsure of the infection status of their regular partner, need to be 
informed about how they can reduce the risk of HIV infection by avoiding penetrative sex 
or by using latex condoms consistently and correctly during intercourse. In view of the 
importance of condoms in preventing STD /HIV transmission, it was decided to hold a 
workshop to ascertain how best to ensure a regular and uninterrupted supply of good 
quality condoms. This WHO-sponsored workshop on condom logistics was the first of its 
kind to take place on a regional basis. 

1.1. Objectives 

The objectives of the workshop were: 

(1) to define the basic principles of inventory control for the proper management 
of the supply of condoms; 

(2) to describe various ways of estimating condom needs; 

(3) to describe essential quality assurance techniques and to detail proper condom 
testing and acceptance techniques for quality assurance; and 

( 4) to detail ways of managing condom storage and distribution. 

The secretariat agreed to stress throughout the workshop the importance of planning 
and implementing condom provision for STD /AIDS prevention within a comprehensive 
management approach, e.g., Condom Programming. 

1.2 Participants 

Twenty-two participants from ten countries and areas and three observers from 
nongovernmental organizations in the Philippines attended the four-and-a-half day 
workshop. Participants represented the national AIDS programmes, family planning 
programmes, and supply services. A consultant, Ms Nancy Jamieson, and members of the 
secretariat from the Regional Office and Headquarters provided technical and operational 
input to the workshop. The list of participants is attached as Annex 1. The workshop took 
place over four and a half days in the Regional Office. The workshop schedule is attached 
as Annex 2. 

1.3 Opening ceremony 

Dr Liu Xirong, Acting Regional Director, welcomed the participants. He outlined 
the importance of the sexual transmission of HIV and therefore the priority of promoting 
safer sexual behaviour. He also mentioned that to defeat the AIDS epidemic, every 
country's health care system must be able to provide good quality condoms to appropriate 
populations. This goal will be jeopardized if the supply of condoms is not sufficient to meet 
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the increased demand, or if the quality of condoms is not maintained during the 
procurement and distribution process. He summarized by saying that a sound logistics 
system is essential to maximize service and minimize cost. 

2. PROCEEDINGS 

2.1 Outline of daily sessions 

The first day included a general introduction to the workshop objectives as outlined 
above and the mechanics of running the workshop. The topics addressed included the 
basics of condom programming and logistics, condom use and barriers to use and condom 
promotion at the country level as illustrated by a presentation by DKT Philippines, a 
successful social marketing programme. 

The second day started with a session on estimating future demand for condoms. 
Participants then broke into groups to estimate future condom demands based on issuance 
data, population-based data and programme targets. After a session on calculating an end 
balance, illustrated by an exercise, the groups set up a hypothetical inventory control 
system, first by defining reorder intervals and then, by calculating volumes for order 
intervals and safety stock. The second day ended with a session on procurement and an 
exercise on calculating the volume of an order. 

The third day was devoted to storage, distribution and quality assurance. The 
afternoon was spent at the quality testing laboratory in Kabalikat, Manila, to see how 
various condom quality control tests are performed. 

During the fourth day, the participants rehearsed all the methods and skills that had 
been explored by taking part in a computerized case simulation game designed for the 
workshop. This case simulation exists as a run-time version to be used by the facilitators. 
It is based on real data. It involves more than 400 variables and parameters to simulate 
reality as much as possible. 

The fifth day continued with preparation of personal action plans and 
recommendations by the participants. At the end of each day of the workshop, the 
participants were asked to fill out an evaluation form covering organizational content and 
aspects as well as personal responsibilities. Using all the information from the workshop, 
the participants then prepared personal action plans. 

2.2 Objectives 

2.2.1 To define the basic principles of inventory control for the proper management of the 
supply of condoms and other contraceptives. 

The teaching during the workshop followed the various chapters of the draft 
Condom Supply Manual that is attached as Annex 3. For every step of the logistics cycle, 
participants did exercises following simple methodologies that can be easily applied in a 
country. The participants used standardized calculation forms based on a step-by-step 
approach. 
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2.2.2 To specify various ways of estimating condom needs 

Estimating future demand for condoms is a critical step in the logistic cycle for cost
effective procurement and planning. The participants practised estimating demand using 
past issuance and population-based data, and adjusting findings according to programme 
targets. The whole procedure was rehearsed again during the case simulation. 

2.2.3 To outline essential quality assurance techniques and to review the proper condom 
testing and acceptance techniques for quality assurance 

The participants were introduced to the concept of total quality management and 
had an opportunity to discuss its implementation throughout the logistic cycle. The 
participants also had the opportunity to review relevant quality tests and to monitor 
condom quality throughout the logistic cycle. They saw how to perform these tests (air 
burst, water, physical dimensions) during a field visit to the quality control laboratory run 
by Kabalikat ng Pamilyang Pilipino. 

2.2.4 To review ways of managing distribution of condoms 

Condom distribution issues were discussed during the workshop. Various 
distribution channels were identified, especially with respect to condom social marketing. 
Participants were requested to analyse distribution network systems and to list issues that 
may hinder the effectiveness of the distribution system. 

All concepts, methods, and operations involved in condom supply were reviewed 
during the fourth day of the workshop through a case simulation. In the case simulation, 
participants were responsible for the procurement and supply of condoms from a central 
store to ten regional stores. The participants had to estimate demand for future 
procurement cycles and place orders within financial and storage constraints. The case 
simulation is based on real data and is designed to emphasize the issues of time 
management and the need to forecast accurately demand and safety stock. 

The workshop concluded with a planning session where participants grouped 
themselves by country and reviewed their current condom supply system and identified 
areas where techniques taught during the workshop could bring significant improvement. 
After problem identification, they set up an action plan for the next twelve months. These 
action plans were presented to and discussed by the group. 

2.3 Closing ceremony 

The workshop concluded with remarks from Dr Liu Xirong, Acting Regional 
Director, and, on behalf of the participants, Dr Margaret Kwan, Chairperson of the 
workshop. Dr Liu Xirong formally closed the workshop and thanked everybody for their 
participation. 

2.4 Evaluation 

There was a general feeling among the participants that the workshop achieved its 
objectives and that new skills and concepts had been learnt that would be applicable in 
their respective countries. The majority of the participants appreciated the organization, 
management and administrative aspects of the meeting. Most of the participants 
expressed the view that the meeting was worthwhile personally and for the country they 
represented. It was agreed that the Regional Office will contact the participants within six 
months to review the achievements in the working plans prepared during the workshop. 
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3. CONCLUSIONS 

The following conclusions were drawn as a result of discussions in the workshop: 

(1) A strong positive condom policy is essential to the design and implementation of 
successful condom-related activities for preventing STD /HIV transmission. 

(2) Accurate demand estimation requires a good understanding of the dynamics of HIV 
transmission, including a quantitative and qualitative analysis of the sexual behaviour of 
key target audiences. It is also essential to avoid shortage and surpluses of these perishable 
commodities and to make procurement more cost-effective. 

(3) Procurement practices in the Region were described in terms of a continuum from 
reliance on donors to self-sufficiency. The contribution of logistics management to greater 
self-reliance was highlighted. 

( 4) The participants underlined the role of promotion as a integral part of logistics 
management. They recognized the importance of coordinating promotion activities to 
create and sustain demand, and managerial activities to supply the right condoms, in the 
right quantities, in the right conditions, in the right place, at the right time and at the right 
cost. 

(5) The participants recognized the importance of designing complementary distribution 
strategies based on the epidemiologic situation and existing infrastructure in their country. 
They supported reliance on condom social marketing as a key distribution strategy where 
appropriate. 

( 6) To ensure adequate condom quality throughout the logistics cycle, the group 
supported the concept of total quality management which implies quality design, quality 
testing and quality management. 

(7) The group also underlined the necessity to support all supply activities by sound, 
effective managerial practices and adequately trained staff. 

(8) The participants felt that more time should be allowed for working on group 
exercises and group discussions. Most of the participants felt that the course would be 
useful in their own countries at all levels. Suggestions for ensuring an effective national 
course included: (a) careful selection of the right participants at each level, i.e. those 
actually responsible for decision making, management and technical aspects; and 
(b) adaptation of the course to country specifications and level. 

(9) Technical support needed for course presentation included assistance with course 
adaptation, preparation of national trainers and course materials. 

(10) The participants suggested that the WHO Regional Office for the Western Pacific 
promote condom activities, including condom programming and training, with 
governments. 



- 5 -

ANNEX 1 

INFORMATION BULLETIN NO. 2 

FINAL LIST OF PARTICIPANTS, CONSULTANT, 
OBSERVERS/REPRESENTATIVES AND SECRETARIAT 

CAMBODIA 

Department) 

CHINA 

Microbiology 

Health 

1. PARTICIPANTS 

Dr Hor Bun Leng 
Programme Assistant (AIDS Unit) 
Ministry of Health 
Phnom Penh 

Ms Ung Vanny 
In Charge of Essential Drugs Supply 
Ministry of Health (Pharmaceutical 

Phnom Penh 

Mr Li Rong 
State Family Planning Commission 
Haidian District 
Beijing 
Tel.: 2046622-2426 or 2418 

MsGuo Wei 
Technical Staff 
Institute of Epidemiology and 

Chinese Academy of Preventive Medicine 
Beijing 
Tel.: 4033155 or 4034433-270 

Dr Li Jian Ling 
Chief Officer 
Department of Maternal and Child 

Ministry of Public Health 
Beijing 
Tel.and Fax: 4015615 

Dr Kang Yingtao 
Programme Officer on AIDS Prevention 
Institute of National Health Education 
cfo Ministry of Health 
Beijing 
Tel.:4210288 
Fax: 4220217 



Annex 1 

- 6 -

HONG KONG 

Kong 

JAPAN 

Development 

LAO PEOPLE'S 
DEMOCRATIC REPUBLIC 

Epidemiology 

MACAO 

Dr Margaret Kwan Shuk Wa 
Executive Director 
The Family Planning Association of Hong 

Hong Kong 
Tel.:-575447 
Fax : 834 6761 

Mr Wong Tak Ming 
Senior Pharmacist (Procurement) 
Department of Health 
Hong Kong 
Tel.: (852) 8026248 
Fax : (852) 8026248 

Dr Kazuya Shimmura 
Deputy Director 
Division of Infectious Disease Control 
Health Service Bureau 
Ministry of Health and Welfare 
Tokyo 
Tel.: (813) 3504 1069 
Fax : (813) 3504 1394 

Dr Masahiro Amano 
Medical Officer 
Office of Medical Technology 

Health Policy Bureau 
Ministry of Health and Welfare 
Tokyo 
Tel.: (813) 35012048 
Fax: (813) 3592 0710 

Dr Chantone Khansibounheuang 
Coordinator of HIV /AIDS Prevention 
and Control Programme 
National Institute of Hygiene and 

Ministry of Health 
Vientiane 
Tel.:5522 

Dr Khanhthong Siharath 
MCH Institute 
Ministry of Health 
Vientiane 
Tel.: 16 9985 or 16 9986 

Dr Carlos Jose Martins Nobre 
Senior Health Officer 
Commission for Prevention and Control 
of HIV Infection 
Macao 
Tel.: 5976101 



-7-

MALAYSIA 

Physician 

PHILIPPINES 

Programme 

REPUBLIC OF KOREA 

Annex 1 

Dr Vasanthamala 
Assistant Director, AIDS/STD Unit 
Division of Health Services 
Ministry of Health 
Jalan Dungun 
50490 Kuala Lumpur 
Tel.:2540088 

Dr Gan Ain Tian 
Consultant Dermatologist and GU 

Department of Dermatology 
Kuala Lumpur Hospital 
505R6 Kuala Lumpur 
Tel.: 03 2905284 
Fax : 03 2989845 

Dr Ma. Elena F. Borromeo 
Medical Specialist II 
National AIDS Prevention and Control 

Department of Health 
Manila 
Tel.: 711 66 93 

Mr Marcelino Barcena, Jr. 
Administrative Officer II 
Family Planning Service 
Department of Health 
Manila 
Tel. & Fax: 711 63 40 

Dr Duk Hyoung Lee 
Medical Officer 
National Sorokdo Hospital 
Kohun~;-gun, Chollanam-do 548 905 
Tel.: 82 666 844 0561 
Fax: 82 666 844 0567 

Mr Bog Hwan Kim 
Charge Officer in AIDS Affairs 
Communicable Disease Control Division 
Ministry of Health and Social Affairs 
J ung Ang Dong 
Kwachon City, Kyunggido 427 760 
Tel.: 822 503 7540 
Fax: 822 503 7542 

Mr Eul Hoi Ku 
Family Health Division 
Ministry of Health and Social Affairs 
Jung Ang Dong 
Kwachon City, Kyunggido 427 760 
Tel.: 822 503 7546 
Fax : 822 503 7542 



Annex 1 

- 8 -

VIETNAM Dr Pham Ngoc Que 
Medical Officer 
IEC National AIDS Committee 
Ministry of Health 
Hanoi 
Tel.:252148 
Fax : 844 233 301 

Mr Tran Si Vien 
Assistant Supply Services 
(MCH/FP Department) 
Ministry of Health 
Hanoi 
Tel.: 246051 (Ext. 49) 

2. CONSULTANT 

Ms N. Jamieson 
Short-term Consultant 
Global Programme on AIDS 
Geneva 
Switzerland 
(Personal Fax) 01 415 924 6178 

3. OBSERVERS 

Kabalikat ng 
Pamilyang Pilipino 

DKT International 

Family Planning 
Organization of 
the Philippines 

Ms Maria Francia 0. Sabio 
Manager, Condom Quality Laboratory 
3rd Floor B & M Building 
116 Aguirre Street, Legaspi Village 
Makati, Metro Manila 
Tel.: 813 04 78 
Fax : 812 84 25 

Mr Benny L. Llapitan, Jr. 
Marketing Director - OTC 
Philippine Social Marketing Programme 
Marsman Building, 3rd Floor 
Cor Gil J. Puyat & Washington Sts. 
Makati, Metro Manila 
Tel.: 87 70 31 (Loc. 301) 
Fax: 812 32 40 

Bishop Javier Gil C. Montemayor, I.F.I. 
Executive Director 
#50 Hemady Street 
New Manila, Quezon City 
Tel.: 721 71 01/742 66 46/721 7302 
Fax: 721 40 67 
Easy Call No. 141, Pager No. 241 906 



- 9 -

4. SECRETARIAT 

Dr R.M. Sarda 
Acting Regional Adviser 
in Communicable Diseases 
Global Programme on AIDS 

Annex 1 

WHO Regional Office for the Western Pacific 
Manila 
Philippines 
Tel.: 521 8421 
Fax: 521 1036 

Dr D.B. Shrestha 
Health Education Specialist 
Global Programme on AIDS 
WHO Regional Office for the Western Pacific 
Manila 
Philippines 
Tel.: 521 8421 
Fax: 521 1036 

Dr P. Friel 
World Health Organization 
Global Programme on AIDS 
Geneva 
Switzerland 
Tel.: (4122) 791 2111 
Fax: (4122) 791 0746 

Dr 0. Brasseur 
World Health Organization 
Global Programme on AIDS 
Geneva 
Switzerland 
Tel.: ( 4122) 79 1 211 1 
Fax: ( 4122) 791 0746 



- 10-



7 February, Monday 

0830-0900 

0900-1000 

1000-1030 

1030-1100 

1100-1130 

1130-1200 

1200-1330 

1330-1345 

1345-1430 

1430-1445 

1445-1530 

1600 

8 February, Tuesday 

0800-0830 

0&30-1000 

1000-1030 

1030-1130 

1130-1200 
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PROGRAMME OF WORK 

Registration 

Opening ceremony 

Coffee break 

Plenary: 
Introductions and identification 
of personal role in ensuring 
condom supply 

Condom programming 

Overview of logistics 

Lunch break 

Condom use and barriers to use 

Plenary: 
Condom promotion activities 
at country level 

Coffee break 

Identifying personal responsibility 

Informal get-together 

Plenary: 
Determining condom needs 

Group work: 
Estimating needs according to 

ANNEX2 

NAP targets/adjusting needs estimates 

Coffee break 

Group work continues 

Plenary: 
Presentation of group work 
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1330-1400 

1400-1430 

1430-1445 

1445-1530 

9 February, Wednesday 

0800-1000 

1000-1030 

1030-1100 

1100-1200 

1200-1330 

1330-1530 

10 February. Thursday 

0800-1000 

1000-1030 

1030-1200 

1200-1330 

1330-1430 

1430-1445 

1445-1530 
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Lunch break 

Collecting data 

Procurement 

Coffee break 

Plenary: 
Inventory control: planning 
for procurement 

Plenary: 
Quality assurance 

Coffee break 

Plenary: 
Storage 

Group work: 
Ideal vs. real 

Lunch break 

Field visit to 
a quality assurance laboratory 

Plenary: 
Condom distribution 

Coffee break 

Group work: 
Effective distribution 

Lunch break 

Group work: 
Mapping distribution 

Coffee break 

Presentation of group work 
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0800-1000 

1000-1030 

1030-1130 

1130-1200 
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Development of personal action plan 

Coffee break 

Course review and evaluation 

Closing ceremony 

Annex 2 
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HOW TO USE THIS MANUAL 

High quality condoms are one of the best protection against the risk of 
transmission of the HIV virus and sexually transmitted diseases. One must 
therefore give the highest priority to the proper management of their supply. 

This training manual is intended to provide AIDS programme managers, store 
managers or supply officers with simple managerial tools to ensure cost-effective 
supply of condoms. 

It is a challenge to write a manual that is useful for programme managers who 
may be mostly interested in broad managerial concepts as well as for store 
managers or supply officers whose interests are more operational. In order to 
achieve such endeavour and accommodate various needs, this manual focuses on 
basic management principles and methods while referring in each chapter to more 
advanced readings for users who wish to study thoroughly specific topics. 

This manual is divided in seven lessons with specific learning objectives. These 
lessons are set in a logical order, it is recommended to go through the lessons step 
by step reworking the examples on a piece of paper, with a pocket calculator. 
Since topics are inter-related, it is not advisable to disregard the sequence of the 
lessons. 

Introcm 
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. ' 

BASICS 

After reading this chapter, you should be able to: 

. understand th.e concept of condom programming; 

state the "six rights" rule; 

to draw the logistic cycle, and explain all its components; 

- to understand ~e concept of quality assurance. 

Lesson I 

February 1994 
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I. CONDOM PROGRAMMING 

AIDS is essentially a sexually transmitted disease (SID). This makes sexual behaviour the 
prime focus for interrupting transmission. Action to influence sexual behaviour must have three 
components: infonnation and education, backeed up by health and social services, and a 
supportive environment. People who have multiple casual partners, as well as those who are 
unsure of the infection status of their regular partner, need to be informed that they can reduce 
the risk of HIV infection by avoiding penetrative sex or by using latex condoms consistently and 
correctly during intercourse. The objective of condom programming, in conjunction with the 
other programme efforts, is to increase the proper and consistent use of condoms in the 
prevention of STD and AIDS. 

The condom programming concept is based on the idea that there are a number of interrelated 
steps or functions that must be implemented in an orchestrated way to achieve a desired 
outcome, i.e., in this case, the use of condoms by people who engage in risky sexual behaviour. 
Condom promotion, for example, is an important activity. However, if condom promotion is not 
accompanied by other activities that ensure that the policy environment is positive, that the right 
number of condoms are available and that there are appropriate distribution systems set up to 
make them accessible to consumers and so forth, the promotion work will be wasted. 

The condom programming effort consists of interconnected activities that address the 
programme elements of demand, supply and support (see over). A brief description of each of 
these elements and activities follows. 

A. On the DEMAND side, there must be activities that lead to a better understanding of 
consumer needs and wants so that NAP managers can develop effective interventions. 

1. Research 

Qualitative and quantitative market/consumer research pertaining to condom knowledge, 
attitudes and practice that can be used to design better condom interventions, including, for 
example, needs estimations, and to improve their impact. Some examples include focus groups, 
market research and KAP studies. 
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2. IEC/Health promotion 

Consists of research-based interventions designed to influence the acceptance and use of 
condoms, involving one or more of the following strategies: Information, Education and 
Communications campaigns (mass media advertising, person-to-person and traditional media}, 
public relations, product promotion 

3. Appropriate distribution channels 

A distribution system that is linked to the promotion strategy is needed to move condoms 
through the country from their source(s) to consumers. To meet the needs of different target 
audiences in terms of access and affordability, a programme may need to rely upon several 
complementary distribution channels: 

a) Community-Based Distribution <C~Pl programme channels utilizing field workers, paid and 
volunteer, to access hard to reach groups including rural people, prostitutes and other targeted 
people with free or low-cost products, especially where access to other distributions programmes 
may be restricted; 

b) Health care channels for free distribution such as family planning, SID and health care 
clinics; 

c) Private sector channels, i.e., purely profit-oriented distribution companies; and, 

d) Social Mar)retin2 Pro2ramme <SMrl channels providing broad access to attractive 
(commercially-developed), affordable (subsidized price) products for low income people at risk. 
While using private sector marketing techniques, SMPs are not-for-profit, socially-motivated 
programmes which generate income that can be use to offset the costs of operating the 
programme. 

4. Appropriate distribution outlets 

Some or all of the above distribution channels can be utilized to ensure that the numbers and 
locations of condom sales or distribution points are appropriate to meet national AIDS 
prevention targets. Condoms, therefore, may be made accessible to the community at any of the 
following outlets. 
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a) Community-based outlets such as door-to-door outreach targeted at consumers in rural areas 

who can afford to pay little or nothing or brothels where prostitutes and clients can be targeted 

with information, products and services, as appropriate. 

b) Healtb care facilities targeted at consumers who are not likely to make the purchase on a 

continuing basis (clinics, hospitals, mobile units, etc.). 

c) Commercial outlets targeted at consumers who can afford to pay for the product (pharmacies, 

drug stores, grocery stores, convenience stores). 

d) Non-traditional outlets targeted at consumers who also can afford to purchase the product, 

but often at a subsidized price (bars, hotels, nightclubs, washrooms, barber shops, restaurants, 

gasoline stations, liquor stores, cigarette vendors, taxi drivers, market women, etc.). 

B. On the SUPPLY side, there'"'ust be activities that focus on logistics management 

that are detailed in the current manual. 

C. To coordinate and re-inforce the efforts undertaken in the areas of condom supply 

Rnd tlettw..nd, the progran me must engage in SUPPORT activities. 

1. Management 

It is understood that the various efforts of research, promotion and supply must be performed in 

an orchestrated way to achieve planned results. Programme management strengthening activities 

include assisting NAPs with positive policy formulation; improving the efficiency and 

effectiveness of project planning, implementation, monitoring and evaluation; and, importantly, 

coordination of implementing agencies' work to minimize gaps in programme coverage. 

2. Training 

Training of staff may be necessary to strengthen their skills in any one of the above activities. 

Logistics management training, for example, is essential to ensure that good quality products are 

available for SID/ AIDS prevention interventions. 
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Condom programming addresses all of the supply, demand and programme support activities 
needed to move condom barrier protection products from concept to end use. While the logistics 
management aspects of the effort are crucial, they must be implemented in coordination with the 
other condom programming aspects in order to be maximally effective. 

The condom is at present one of the most effective measures to prevent STDIHIV transmission. 
To defeat the AIDS epidemic, every country's health care system must be able to provide 
condoms to appropriate populations. 

Unfortunately, the condom is not perfect: many manufacturers produce condoms that meet or 
surpass international standards, but some do not. Latex deteriorates even in the best-made 
condom, and this process accelerates when the condom is exposed to excessive heat, humidity, 
air pollution or ozone (which occurs naturally in the atmosphere and is also produced by 
ultraviolet light). Storage conditions in some warehouses can destroy even the best condoms 
within months. This is the reason why managers must ensure that condoms are reaching 
consumers in a most effective way. 

This is achieved if the "Six Rights" rule is followed: 

II. THE SIX RIGHTS 

The condom supply system should deliver: 

But it is not always possible for a logistic system to maximize service and minimize costs at the 
same time. Maximum service may require larger stocks, more reliable transport, larger 
warehouses, or all three, and any such requirement will raise the cost of distribution. AIDS 
programmes should NEVER run out of condoms. This means that adequate safety stocks must 
be held, in order to avoid shortages. A safety stock is a reserve stock kept on hand to protect 
against stockouts caused by delayed deliveries or increased demand on the market. 

Condoms usually cannot go directly from factory to user. They are stored at one or more points 
along the way, and transported from point to point by various means; the distribution system 
should be as short and simple as possible. 
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III. THE LOGISTIC CYCLE 

Figure I-1 displays the typical logistic cycle, which includes product selection, procurement, 
distribution and use. Several points should be noted: 

1. The process is a true ~. and the end users of the commodities are a part of the 
cycle. Although decisions in any logistics system should be based on amounts of 
product actually dispensed to users, in many systems they are not; this flaw can 
cause serious stock imbalances. 

2. The Inventory Control System (system designed to stock physical goods or 
commodities for the purpose of satisfy demand over specified units of time) is 
shown at the center of the cycle, because it is the tool allowing decisions about the 
driving of the cycle. Without a properly functioning, Inventory Control System, 
the distribution system, cannot work. Lesson ill discusses Inventory Control 
System issues. 

3. Quality assurance is an essential function at all stages of the logistic cycle. 
Constant corrective action based on current, accurate information, is the key to 
success. 

Quality assurance is a concept defined as a set of managerial activities that are 

carried throughout all steps of a process to ensure the optimization of its output. 

In our case, quality assurance involves a continuing evaluation of all activities of 

the logistic cycle (procurement, storage, distribution, inventory control...) to 

fulfill the "Six Rights" objective. 

As latex condoms are perishable products, close attention must be paid to the conditions of 

storage and transport. Because of the harshness of tropical and desert climates, variations in 

condom fonnulation, packaging and storage conditions at different levels of global distribution 

chains, the shelf life of condoms varies widely. Manufacturing (the date when a product was 

manufactured) or expiration dates (the date appearing on a product and set by the manufacturer. 

beyond which the manufacturer will not guarantee the potency, purity, uniformity, or 

biovailability of the product) cannot be relied upon to assure quality. Condom quality must be 

monitored periodically at the central and regional warehouse levels. The establishment of a 

quality assurance system is critical to the success of condoms in slowing the spread of AIDS. 
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Testing the quality of condoms at all stages (time of receipt and thereafter during 
storage) to check for compliance with specifications is called condom quality 
monitoring. It involves sampling, inspection, testing and requires a suitable 
equipped. fully staffed laboratory. These techniques and requirement are 
explained in Lesson VL 

. USER · 
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MONITORING 

OA = Quality assuranc~ 
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LESSONll 

ESTIMATING FUTURE DEMAND FOR CONDOMS 

After reading this chapter, you should be able to: 

estimate future demand for condoms; 

apply the past issuance, programme targets, and population-based data 
methods . 
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I. INTRODUCTION 

At the national level, programme managers order condoms for SID/ AIDS prevention from 
manufacturers, suppliers, or donors annually or every six months, and must therefore estimate 
demand for condoms a year or more into the future. These national estimates must take ·account 
of changes in issuance patterns from all parts of the distribution system -- clinics, social 
marketing programmes, community-based distribution networks, and so on. Therefore national 
programme managers must be able to analyze issuance trends for the purpose of forecasting (or 
calculating future demand as a result of analysis of available pertinent data). 

Forecasting the number of condoms which will be dispensed to users is nearly as much as an art 
as a science, especially in new programmes with no historical data. 

This chapter describes three ways of estimating needs: 

from past issuance (also called past-consumption); 
from progr.amm.e targets, i.e. the estimate needs of those groups of people for whom 
condoms are to be provided; 
from population-based data. 

Past issuance data are generated by the inventory control system (see Lesson ill). Past issuance 
defines the volume of items distributed to the users during a period of time (month or year). 

Programme t~rgets are quantified goals for achievements of a National AIDS Control 
Programme (NACP). They can encompass an entire intervention, or more than one intervention, 
or the entire population of reproductive age. Activity targets are quantified goals for 
achievements of specific activities within an intervention, usually on specific population. To be 
useful, this method should be based upon an understanding of the size of the population that 
engages in risky sex, that uses condoms and their coital frequency. 

Population-based data include such items as, census data, sample surveys on AIDS prevalence 
or contraceptive use, studies of knowledge, attitudes and practices with regard to sexual 
behaviour or AIDS. 

You should use at least two, and, if possible all, of these data sources in drawing up forecasts of 
condom needs, because: 

• Condoms are valuable commodities, especially when costs of shipping and distribution are 
included and, subject to rapid deterioration in storage. The penalty for over- or under
estimating condom needs is therefore great; 

• Differing results from different forecasting methods could indicate problems in the data 
collection mechanisms, which managers should address; 

Lesson II 
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• 

• 

Since each calculation method is based on several assumptions, a cross-check of several 
methods serves as a validation of the assumptions used; and 

Data on users' true demand for condoms are very difficult to obtain, and consumption 
forecasting is therefore inherently difficult. Use of several forecasting methods increases 
the likelihood of arriving at an accurate and valid estimate. 

Unfortunately, programme managers may fmd that some or all of the data discussed below are 
either non-existent or less than accurate. In such cases, routine information systems or sample 
surveys should be quickly instituted to provide the required data. 

II. FORECASTING CONDOM USE FROM PAST ISSUANCE DATA 

Data on issuance (or distribution) are generated by the inventory control system and can be 

obtained from stock records (Figure ll-1) or bin cards (Figure ll-2). The necessary figures may 

be referred to as distribution, sales, dispensed-to-users, or issues. When figures on the number 

of condoms actually dispensed to clients are incomplete or otherwise dubious, forecasts must use 

distribution data from the (central, provincial, district, outlet) at which the figures can be 

considered reasonably complete and accurate. 

Past issuance data have the following advantages for forecasting: 

* 

* 

they measure both quantities distributed and trends, and do not demand 
mathematical or other assumptions; and 

they automatically take into account limitations in the distribution system, as they 
are based on past performance. 

And they have the following disadvantages: 

* 

* 

* 

they do not reflect either true demand or the actual capacity of the distribution 
system if there have been stockouts or periods of overstocking; and 

programmatic changes (such as increased emphasis on condom distribution) and 
changes in the programme environment such as promotion campaigns, or 
conversely, saturation of the target population) leading to variation in demand 
cannot be predicted by any method which uses only historical data. 

They reflect issues at each level, district stores for example, and do not provide 
any clue on real use. 

Provided you keep these points in mind, you can use issuance data for forecasting by drawing 
and interpreting a graph of the available data. 
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1. Drawing a graph 

The ftrst step in forecasting from any time-series issuance data is to graph available historical 
data. An example of such a graph is shown in Figure ll-3 with real data collected from one 
country of the African continent Once the data are graphed, the forecaster must make 
judgments about the validity and meaning of each data point. Taking Figure D-3 as an example, 
the following points are worth considering: 

Is the growth linear? A linear growth is expressed by the following function: y = mx + b, 
when the number b is called they-intercept of the line. In figure D-3 x are number of 
semesters and y the number of condoms issued. In this case, the lines are a good 
approximation to express the relation between time and volume issued. 
Is the decrease in the semester 4 a seasonal variation? Or a data error? A stockout? 
If other figures show that there is indeed a regular seasonal variation, then the forecast 
should take the seasonal cycle into account 

Batch No: 
unt ollsale: 
Bin location: 

a... Doa.n81l .....,_. 
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2. Deciding the form of the trend: 

Many time series graphs in condom or drug supply display a surprising stability of direction that 
can quite often make it possible to use a ruler and directly to extrapolate the dominant 
movement, the trend, into the future. Such a procedure is not advisable when the trends are not 
linear but curvilinear. Fortunately, since time series for past-issuance data cover not more than 
three to four cycles and are used for forecasting of one or two procurement cycles only, the trend 
is usually linear considered. If it is the case and 00 if it is the case, we suggest that you use the 
matrix below (Figure ll-4). 

Example: 

period 
(Procurement 

cycle) 

2 

3 

5 

6 
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This method workS equaliy well for estimating by month, by quaner, or by year, as long as care 
is taken to base all calculations on one o.r the other of these time periods and not on a mixture of 
the three. An important question that must be addressed is how much historical data should be 
·used; the older the data, the less representative of the current situation it is likely to be. A good 
rule of thumb for reasonably stable programmes is to use at least the past three years' data for 
making annual forecasts, or at least the last six (and preferably the past twelve) quarters' data for 
quarterly forecasts. 

To obtain a forecast for more than one time period, subsequent periods' estimates can be made 
one after the other using the same figure for average change. 

The farther into the future the forecast is carried, the less accurate It is likely to be. It is 
very important that all forecasts be recalculated at the end of each future time period, M 

soon as the most recent period's data are available. · 

Note also that this formula is actually valid only if Period 1 and Period 4 are representative and 
not substantially affected by seasonal or other variations, if data for Period 1 and Period 4 are 
complete and accurate, and if the underlying trend is actually more or less linear. 

Finally, the matrix method will not be sufficiently accurate if the historical consumption pattern 
is more complex; in other words, if the trend is not linear Figure ll-5 shows different curve 
shapes that do not allow the use of the matrix method. In such cases, a more sophisticated 
statistical methodology (e.g., linear regression or curvilinear trend analysis) should be used to 
make the forecast. These methods are likely to require a computer and a statistician. 

Again, forr.r.asts prepared from logistic data may be entirely inaccurate: 1) if condom supplies 
have been insufficient in the past to meet actual demand; 2) if excessive supplies have been 
improperly pushed to the outlets; or 3) if the programme plans major changes (such as adding a 
substantial number of new clinics or distribution channels within a short time period). 

If past supplies have been insufficient or excessive, then a population-based forecasting method 
should be used instead of the procedures described above until logistics system improvements 
can be implemented. If a major programme expansion is planned, then reasonable estimates of 
additional demand based upon new programme targets should be added to the forecast obtained 
from logistics data. 
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III. FORECASTING USE FROM POPULATION-BASED DATA 

Another way of estimating condom needs is to use population-based data which are available 
from surveys, census, or operations research studies. 

They have the following lldvantages: 

* 

* 

they can be used when past-issuance data are unavailable or inaccurate; and 

they yield estimates of the maximum need for services, as they are usually based 
on everyone at risk; 

.. . and the following dislldvantages: 

* 

* 

* 

they do not automatically take into account capacity limitations of the service and 
distribution systems, and so risk vastly oyerestimatin& the number of 
condoms that can be distributed; 

while they may give an accurate estimate of need, they may not reflect the 
quantity of condoms clients will actually demand or consume; and 

they also require making a difficult assumption about the number of condoms 
required per current user. 

One has tried to estimate the need for condoms for AIDS prevention from the size of the 
population thought to be at risk of contracting HIV, and from condom use rate with that 
population. Unfortunately, the current level of condom use, which is an important starting point 
for any distribution programme is usually not very well known. Good estimates may be 
obtained from KABP (Knowledge, Attitude, Belief and Practice) studies. 

The prevalence of mv infection, while an appropriate indication of the need for preventive 
measures, does not in itself reflect the number of people who will seek services or the number of 
condoms they will accept and use. So historical use figures are important to the estimation of 
condom needs because they show how acceptable the method is among the population, and 
illustrate how able the distribution system is to meet the theoretical demand. 
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Figure .D-5: 
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Figure ll-6 indicates a simple method for making a population-based estimate: 

.Figurell-6 

MEJHOD: 

1. IDENTIFY SEXUALLY ACTIVE MEN <D 
(15-44 YEAR) IN POPULATION 

2 ESTIMATE PERCENTAGE OF niOSE WHO 
ENGAGE IN RISKY SEX 

3. ESTIMATE PERCENTAGE OF CONDOM USER 

4. ESTIMATE NUMBER OF CONDOM NEEDED 
PER USER PER UNIT OF TIME, MONnl, YEAR 

5. ESTIMATED TOTAL CONDOM USED=~= <Dx<Z>x<3> x ® 

Exam le calculation for o ulation-based forecasts: 

1. Sexually active people: 0.25 x 20,000,000= 5,000,000 

2. Percent risky sex behaviour = 20% 

3. Percentage of condom users = l 0% 

4. Condom per user per year = 3 x 52 = 156 = C 

5. Estimated total condom needed: 

Answer: 15,600,000 condoms 
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IV. ADJUST CONDOM NEED ESTIMATES ACCORDING TO 

TARGETS OF NATIONAL AIDS PROGRAMME 

In some programmes, condoms are distributed at community levels through informal channels 
(truck drivers, petrol station, hair dressers, core groups, health assistants) for use by so called 
"high risks" groups. The IEC (Information, Education, Communication) module of the MTP 
(Medium Term Plan) may contain specific targets for increase of condom use among these "high 
risk" groups. • 

It can read as follows: "By year 3 of the medium term plan, 60% of sex workers will report 
using condoms in all sexual relations". This may represent a significant additional volume of 
consumption which has to be evaluated for forecasting needs. Described below (Figure ll-7) are 
some practical steps to estimate the number of condoms needed to satisfy maY demand. 

The accuracy of estimating condoms requirement depends on targets and estimated current use: 

If unrealistic programme targets have been set, the forecast will be equally unrealistic; 

- If current use is inaccurately estimated or measured, estimated additional quantities will 
prove either too big or too small. 

The necessary adjustments can be made easily if procurement cycles are not too long. 

The difficulty here is in estimating the Number of Condoms Needed per Current User for the 
time period covered by the forecast Unfortunately, there are very few data anywhere in the 
world on condom usage rates, for disease prevention. Family planning programmes bsually 
assume that 100 (or in a few programmes, 144) condoms are needed per Current User per year, 
but this assumption is based on very scant research evidence. Some estimate condom usage rates 
based on an assumed number of acts of intercourse per User during the forecast period. 
Unfortunately, few data on sexual frequency are available, especially on the sexual activity of 
high risk behaviour groups. Moreover, these frequency-based estimates normally assume that a 
condom will be used for every sexual act; experience in family planning programmes indicates 
that this assumption is likely to be optimistic. Finally, particular AIDS target groups (e.g., 
prostitutes, intravenous drug users) might have very different usage rates than the more general 
target population. 

For these reasons, estimation of Number of Condoms Needed per Current User is very difficult 
If local data from surveys (KABP studies) or other sources are available, they should of course 
be used in the calculation. Where such data are not available, studies should be initiated as 
quickly as possible to better understand the determinants of the epidemic. If the programme 
serves several target populations whose rates may be very different (for example, prostitutes, 
military personnel, and family planning programme acceptors), separate estimates should be 
made for each target population. 
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Figurell-7 

ADJUSTING NEEDS ESTIMATES ACCORDING TO PROGRAMME TARGETS 

1. Estimate the target population size: I 
2. Estimate the current percentage of condom users I 
3. Estimate the current number of 

I 
condoms/user/unit of time 

4. Total condoms currently used = ®=<Dx<7Jx~ ® E 

5. Estimate the euected percentage of users : 
r· 

6. Estim~te ~he expected number of condoms per 
r:_·_ 

user per unit of time = 

7. Exoected number of condoms= <1>= <Dx (i):x® 
r~ 

8. Estimate the additional number of condoms ® 

[~~---' . 
'( 

needed= ®= <l>-® 

9. Add this total to the estimate made on past-issuance 

or population-based calculation for the relevant period 
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LESSONID 

INVENTORY CONTROL 

After reading this chapter, you should be able to: 

set a periodic inventory control system; 

use stock keeping, transaction, and order tracking records; 
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I. INTRODUCTION 

Inventory control is a managerial procedure that aims at providing sufficient inventory (or 
stocks) at the lowest cost possible. Inventory control systems are systems designed to 
stock physical goods or commodities for the purpose of satisfy demand over specified 
units of time. 

This chapter describes the basic inventory control procedures that you need to follow in 
order to keep track of consumption, stock and order levels, and to avoid either shortage 
or wastage. 

Inventory control systems can be divided into two categories: 

periodic or fJXed interval systems 

perpetual systems. 

In the perpetual system, the inventory level is reviewed continuously and whenever the 
stock falls below a predetermined reorder level, an order is initiated. In the perpetual 
system, quantities needed are automatically updated and ordered. It is the most effective 
model but requires accurate and updated inventory records, a flexible distribution system 
and source of supply available at all time. Since these requirements are usually difficult to 
satisfy, we recommend to use of the periodic system. 

In the periodic inventory system, orders are placed at fJXed intervals (order intervals). 
Accordingly, outlets, district stores or other distribution points are asked to send their 
requisition at ftxed intervals to allow the procurement authority to place the order at the 
planned time. This system allows better planning and streamlining of procurement 
procedures, better stock and consumption monitoring, and facilitates the manufacturing 
processes. However, periodic inventory systems work as much as any component of the 
distribution network respect deadlines. 

Inventory control systems are systems designed to monitor the stock physical goods or 
commodities for the purpose of satisfy demand over specified units of time. An overstock 
requires higher invested capital per unit time but less frequent occurrences of shortages 
and placement of orders. An under stock, on the other hand, decreases the invested 
capital per unit of time, but increases the frequency of ordering (hence freight costs), as 
well as the risk of running out of stock. 

To achieve the right balance, one needs to use different data items which are described in 
the section below. 
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II. INVENTORY CONTROL· BASICS 

A. Minimal Information requirement 

There are three sets of data that are essential for managing commodity flow: 

• Stock on Hand: The quantities of usable stock available at .all levels of the 
logistics system at a particular point in time; 

• Rate of Consumption: The average quantity of commodities dispensed to end 
~during a particular period of time; and 

• Lead Time: The time required for new supplies to arrive, once an order is 
placed. 

There are several important points to note about these data items. The most common 
mistake in commodity forecasting is to count only stocks available at the central store, 
which corresponds to an assumption that there are DQ stocks available at lower levels. 
This error results in overstocking the distribution system when there are, in fact, 
substantial quantities of stock at the periphery. 

At the same time, care must be taken that only ~ stocks are counted as available, to 
avoid under stocking or stockouts. Unusable stocks should be removed from the 
warehouse and destroyed as quickly as possible. This requirement implies, especially in 
the case of condoms, the existence of a routine quality monitoring and reporting system, 
as this manual describes. 

Consumption or use estimates should be based on quantities actually dispensed to end 
users, rather than on quantities~ by one facility to another, for the same reasons that 
stock at all levels must be included in logistics analyses. Basing logistics decisions on 
issue data also risks a "cascading effect" in which small variations in demand at lower 
levels of the logistics system are magnified in estimates made at higher levels, resulting in 
wide fluctuations at the top of the system. 

Lesson ill 
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B. Recording flow of goods 

In order to calculate the tree sets of data above, we need to record flow of goods. Simply 
stated, only two things happen in a commodity logistics system: products move through 
the system to end users, and products are held in inventory at various points. 
Accordingly, there must be two types of records to manage this flow of goods: 

• Stock-keeping records: These are inventory control cards (see Figure TI-l) or bin 
cards (see Figure TI-2) or tally cards, but may include other records; 

Lesson m 
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• Transaction record: These include records of the amounts shipped, amounts 
received, amounts ordered, amounts dispensed, and/or amounts transferred. They 
can be combined with requisition or order forms. 

F1gure m-2: Transaction record 

Report a Request for Condoms 

Province DiStrict Location 

Facility Type: Depot District Store Clinic a Other 
other outlet 

Report for Period Beginning 19_ Ending 19_ 

Description Last orde 

Total 

IExptonotion of Losses 

Requested by: 

Approved by: 

Approved by: 

Shipped by: 

Received by: 

Less0nill 
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Balance Period 
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Dispensed/ for LOIIeS Ending 

Issued Testng Balance 

Dote 

Dote 

Dote 

Dote 

Dote 

Serial No. 

Quantity Quantity 
Needed Supplied 
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For condoms, it may also be useful to have a third type of record: 

• Quality assurance records: These include Requests for Condom Laboratory 
Services, test reports, and a Quality Monitoring Chart (see Lesson VI) 

Stock keeping and transaction records are discussed below. It is very important to note 
that .all recording and reporting forms should record the number of~ of condoms, and 
not some larger unit such as packing cartons. This rule is especially important in 
programmes that receive commodities from more than one manufacturer, since the size of 
packing cartons differs from one manufacturer to the next 

Record keeping systems for individual programmes must of course reflect the management 
structure and particular needs of each programme. Forms, records, and reports should be 
designed to: 

• Contain or convey data items essential for specific, identified management decisions; 

• Exclude unnecessary data, forms, and reporting channels; 

• Display information in an easy-to-read form, preferably in a format that allows easy 
comparison of the actual commodity situation to expectations; 

• Display information in the most mathematically useful form; 

• Facilitate legible entries; 

• Include completion instructions, or be self -explanatory; and 

• Include submission instructions. 

1. Stock record 

The basic management tool for inventory control activities is the stock record. They are 
bin cards (Figure ill-1) or stock record cards (Figure ID-3). 

There are several systems which have been used for keeping manual stock records: 

- file cards stored vertically in a drawer or a card flle and other system like (Kardex); 
- preprinted ledgers; 
- or bin cards which are attached to the shelves where items are stored. 

Bin cards may be useful if one manages every batch of condoms separately. 
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The format below indicates how stock cards should be designed. 

FigureiD-3 

Stock record card 

CONDOM STOCK RECORD CARD 
Batch No: 
Unit of Issue: 
Bin Location: 

Date Document 
Number 

Commenlll 

Lesson m 
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The following information collected in the card is summarized below: 

Batch number: 

A batch is a term in manufacturing to design the quantity of raw materials prepared for the 
production of a commodity during a defmed period of time. A batch number (or a lot 
number) characterizes a quantity of condoms of a single grade, class, size and compositio11 
manufactured under the same condition. 

Condoms have a relatively short shelf life( approximately three to five years in normal 
storage conditions); the best way to avoid keeping condoms for too long and therefore to 
limit wastage, is to distribute them batch by batch on the First Manufactured First Out 
(FMFO) basis. 

In very well managed stores, condoms are identified by both name and batch number. In 
this case, one needs a stock card for each batch. 

Unit of issue: 

Bin location: 

Stores may issue condoms by cartons of 6000, small outlets 
by piece. In order to avoid errors in calculations, it is 
advisable to use one condom as a unit since boxes may not 
always have the same content 

In big warehouses it may be necessary to record where stock 
items are stored. 

~timated monthly consumption: It is the computed average of quantity issued per 
month. It should be revised every six months. 

Date: Date of the transaction. 

Document number: Enter here the requisition voucher number. 

Issued to/Received from: Source of procurement or destination of delivery 
If you use condoms for quality control, or if you discard 
expired condoms, or if condoms were wasted or loss, enter 
the relevant term in the box (quality, expired, loss, etc.). 

Received and Issued: Enter the exact quantities. 

Balance: Is calculated by adding (in case of receipt) or subtracting (in 
case of issue) transaction volume to or from the previous 
balance. 

Initials: Initials of the person responsible for the transaction. 

Lesson ill 
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Stock keeping records are unfortunately very often neglected because clerks or store 
keepers are not always aware of their importance for ordering and procurement 
Stock keeping records are critical; every transadion has to be properly recorded. 

These records (bin or tally cards) are used not only to know what quantity is at hand 
without having to physically count items on the shelves, but also to monitor quantities 
issued, estimate needs as well as placing orders in the right quantities. 

Instead of collecting and consolidating all bin cards up to the central level in order to place 
an order at central level, one uses transaction records (see figure m-2). We recommend 
that you combine them with order forms (called also requisition or indent forms). 

2. Transaction records 

Figure ill-2 is an example of a basic logistics management report for a condom supply 
system. If the system handles multiple commodities, the report for several commodities 
can be combined into one form. The report form shown in Figure ID-2 is suitable for a 
system that has established a periodic re-supply procedure. It is common, for example, for 
such reports to be submitted and analyzed quarterly at central level, and for re-supply to 
be made on a quarterly basis. If re-supply were made either more or less frequently, a 
different reporting period might be appropriate. In this example, two functions are 
combined in «:)ne form: the quarterly report of stock status and activity, and the request 
for additionalicommodities. 

I 

This same ba$ic report can be used at .all levels of the logistics system, from the most 
peripheral ("qutlet") level to the central medical store. Theoretically, each brand, lot, or 
shipment of qondoms may be tracked separately, at least at the central and regional levels 
of the distribrttion system. 
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Figurem-2 

Report a Request for Condoms 

Province District 

Facility Type: Depot District Store Cfinic or Other 

Report for Period Beginning 

Description Last order 

Total 

Explanation of Losses 

Requested by: 

Approved by: 

Approved by: 

Shipped by: 

Received by: 
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The top section of the report identifies the facility that is reporting both by name and by 

type. and specifies the time period covered by the report. The infonnation summarized for 

each product is simply: 

Beginning Balance: 

Received this period: 

DispensedfJSSued: 

Sampled for Testing: 

Losses: 

Lesse.., m 
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The amount on hand at the beginning of the reporting 
period. This amount should. of course. be the same as the 
Ending Balance from the previous reporting period. These 
data are taken directly from the stock keeping records 
discussed above. 

Quantity of condoms actually received during the period 
considered. 

The quantity used by the facility during the reporting period. 
For outlets. this data item is the amount dispensed to end 
users. For higher level facilities. this data item is the amount 
issued to lower level facilities. At the outlets, these data 
may be collected either on service or consumption records, 
or calculated from stock keeping records; at higher levels. 
data are taken from stock keeping records. 

The quantity removed from each lot and sent with a Request 
for Condom Laboratory Services (see Lesson VI) to the 
central authority for testing. 

The quantity removed from the distribution system for any 
reason other than being dispensed to users or issued to a 
lower level facility. Losses include quantities that have 
expired, that have been deteriorated or damaged, or that 
have been lost or stolen. These data are summarized from 
stock keeping records. 
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Ending balance: · 

Quantity Needed: 

The quantity on hand at the end of the reporting period. 
Although stock keeping records will also include these data, 
the column shown on the report is just a calculation: Ending 
Balance equals Beginning Balance plus the amount Received 
minus the amount Dispensed/Issued minus the amount 
Sampled for Testing minus the amount of Losses. 

The quantity required to meet demand for the next period. 
Lesson ll discusses methods for calculating these order 
quantities. 

In the sample form of figure m-2. staff are required to provide an explanation of~ in 
the space at the bottom of the form. This is critical to good management practice; the 
steps which should be taken if significant quantities are being stolen are quite different 
than the steps which should be taken if significant quantities have expired or suffered from 
excessive heat or from water damage. In any event. it is imperative that amounts lost be 
reported separately from amounts dispensed or issued. Combination of the two categories 
artificially inflates consumption estimates; this error leads to future overstocks. 

It is also imperative that data on quantities dispensed from the most peripheral level be 
passed all the way to the centre of the distribution system, so that procurement decisions 
can be made on the basis of quantities dispensed to clients/users. Thus the central level 
has available detailed reports of stock status from every outlet and intermediate facility in 
the country. as well as detailed data on quantities dispensed by outlets to clients. 

Many government programmes prescribe standard commodity management forms. If this 
is true in your case, check existing forms against the examples given here to make sure 
that they include all necessary information, and do not waste your time by reinventing 
what already exists. 
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III. SETTING UP A PERIODIC INVENTORY CONTROL SYSTEM 

There are number of steps to complete in setting up a Fixed Interval System: 

STEP 1 Select a reorder interval that fits the project 

STEP2 Estimate the average number of condoms used during the interval 

STEP3 Determine the lead time for orders 

STEP4 Decide the safety stock required 

Step 1 : Select a Reorder Interval 

The first step in setting up a periodic inventory control system is to decide the interval or 
time period that the project will use. Manufacturing constraints. shipping time access to 
transport. available resources for transport. and capacity on-site storage will be 
determinant for the choice of interval length. In more remote sites. access to transport 
may limit the number of deliveries. The project must also be able to provide proper 
storage space for all condoms it receives. 

Most projects do a count of stock-on-hand and order condoms on a quarterly or semi
annual basis. Some projects may order more often (monthly) or less often (twice per 
year) to meet the project's needs and adapt to special situations. 
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Table W·l- Year 0 

Level3 Level2 Level 1 

January 
February 

March 
April 

June June 
Julv 

AUJ!USt 
September 

October 

December December 

Step 2: Determine the Lead Time for Orders and adjust reorder Interval 

The next step in setting up a system is to figure out the lead time for orders; the average 
amount of time between when you place an order and its delivery to the project In 
existing projects, staff can compute the lead time by looking at project reports that were 
used to place orders and record their arrival. If order/receipt records are not easy to 
obtain, or if it is a new project. then an estimate of the lead time must be made. The 
estimate should be made by talking with all of the groups (including customs officials, if 
necessary) that will process condom orders. 

The best way to monitor the stock ordering and receipt process is to use a Condom Order 
Tracking Form (figure III-5). An Order Tracking Form provides a running record of all 
orders placed and received. Tracking orders in this way allows the project staff to 
determine when an order is likely to arrive and whether a complete order is received. 

Let us take the example in Table ill-1 and assume that lead-time is six months for 
level 1, two months for level 2, and one month for level 3, then the reorder intervals look 
as follows: 

Lesson ill 
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Tablem-2 

Reorder intervals with lead-time 

Level3 Level2 Levell 

January year 0 - 6 months 
February - 1 = January March = July year -1 

-2 months 
April- 1 =: March = January 

June- 1 =May June 
-2 months 

August- 1 =July = April 

October- 1 =September September July year 0 
-2 months -6 months 
=July = January year 0 

December- 1 = November December 
-2 months 
= October · 

Step 3: Estimate average number of condoms Issued during the order 
interval 

The next step is to estimate (for new programmes}, or count (for existing programmes), 
the average number of condoms issued during the interval. 

In new programmes where no condoms have been distributed or in existing projects 
where no records have been kept, the "average number of condoms distributed during an 
interval" should be the amount of condoms the project hopes to distribute when all 
project parts are working. Here the best estimate can be made using a population based 
method and making adjustments according to targets . 

In existing projects where records have been kept, the number of condoms used can be 
found by studying the condom stock records. If the amount of condoms distributed has 
not changed much over time, then an average of the most recent three to four intervals 
will be difficulty accurate. If the number of condoms distributed has gone up over time 
and project staff expect it to rise further, then make an estimate of the highest number the 
project will use duril)g the busiest times. 

Lesson m 
Febnlary 1994 



- 61 -

Annex 3 
Col)dom Supply - Draft manual 
The average number of condoms distributed (stock used) should be closely monitored so 
that condoms are always ready when the project needs them. To help monitor stock 
levels, a Condom Stock Records (figure m-1 and ill-3) should be used to note the date, 
number of condoms issued (distributed), the intended purpose or destination (how the 
condoms will be used), and the date and number of usable condoms received from the 
warehouse. Any time condoms are issued or received, the new balance should be 
calculated. This record will make distributing condoms and placing orders for new ones_ 
easier. 

This can be also achieved by using transaction records as indicated in figure ill-4. 

Figurem-4 

How to set up orders intervals 

LEVEL 1 

'~::n~ -,-
EJ , ~ kfJ 

'llroiE~ 

J n • 

LEVEL 1 

CONSOLIDATION* r=;ll DISTRIBUTION 
L_j.Jj- n 11 

t~ 

CONSOLIDATION* FOIN 

LEVEL 3 __ _ ____ t':-...,, _ • • -----1-~:;_"":- - - - - - LEVEL 3 
f a-z 

Consolldallon Is CBITied out by 88ndlng transadlon 
records from each level1o 1he above level. 
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Ftgurem-s 
Condom Order Tracking Form 

Instructions: Each time a condom order is placed, record tbe order number, the dale, and quantity 
ordered. When the order arrives from tbe warehouse. record the dale it arrives and tbe total number of 
condoms received. Compare the number of condoms ordered with the number of condoms received and 
record the difference in the short column. If some of the condoms received were damaged, t add that 
number to the number of condoms short. In the usable stock column, record the amount received less any 
damaged condoms. Record the manufacture date and note if tbe condoms in the new shipment are older 
than others in stock (the oldest condoms should be distributed first). 

Order Order Quantity Arrival AmOlllt Short and/or Usable Manufacture 
Number Dote on Order Dote Received Damaged Stock Dat'e 

1 5/1/~ 120.(ll) 7/5/f!R 120,(ll) 120ro::J Dec-88 
2 10/2/ff} 30.(ll) 12/4/f!R 3Q.(ll) 301XXJ Mar-88 
3 1/2/~ 36.lDJ 3/5~ 18.(ll) 18.(ll) 181XXJ May89' 
4 4/2/~ 721XXJ 6/4~ 48.(ll) 24.(ll) 481XXJ Decff}' 
5 7/2/f/J 84.(ll) 9/3/~ 84.(ll) 12,(DJ 721XXJ Jul89 00 

6 10/l/~ 84.lDJ 12/4/<xl 78!lXl 121XXJ 721XXJ Apr90' .. 
7 1/3/91 72.(ll) 3/4/91 72!lXl 12,(DJ 601XXJ Jul90 .. 
8 4/1/91 78IDJ 6/3/91 481XD 301XD 481XD Dec90' 
9 7/1/91 961XD 9/5/91 96.(ll) 961XXJ Jan-91 

f---Jo 10/1/91 90IDJ 

... !""--
The Ord• Tr~ Form proWies a flllllil racord d al orders placed and I8C8Mid. 

!""----- Each tine 111 order is placed, the order nunter, the dated the order, am the qudy 
!""--. -- ordered shalt! be recorded. When 11e order mas, the dR d rilal, the nan raMd, r---

-. - the annmt short or darnaJed (I a!rf), the ~ usable stock, aM IIIITIIIlllladure date 
!""--

shoukl be reccrd9d. 
!""--

-The axafr4ll9 shows hatt tl racord the dE, i1c:bi1g orders thai are: ,_ 
short' --(lle sliJmenl cortails lawer cmloms than the llojact ordered) 
damaged" 

,___ 

(c:oOOoms received il the sh~ are damaged llld Cllll'd be used) 
!""--

lxlth short and damaged- !""--

(lle shipment cortails lawer cmloms than ware ordered llld d those raceWed, 
,_____ 
,_____ 

some are damaged and camot be used) ,_____ 
,_____ 

Cartms which appear damaged shoukl be opened ~away llld ilspacla:l. ,_____ 
111m boxes or condom; whi:h are crush«t, wet, or spoied in sane way shwkl be destroyed. ,_____ 
AE.o nde: the delwry thai ai'Md on 9-3-00 coolai1al conckrns that ware ma!llfactllad 117-89. -
These are ader than those arrHed on 6-4-90 and shout! be distrbllad fist. --

~ 
l 
I 

Family Health International AIDSTECH 

Source: Family Health International. AIDSTECH 
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Ftgurem-6 

LEVEL 2: (Province or· District) 

HOW TO RECONCILE 
ORDERS AND PREPARE 
A REQUEST AT A HIGHER 
LEVEL 
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LESSON IV 

ORDERING CONDOMS 

After reading this chapter, you should be able to: 

Lesson IV 
February 1994 

select the right product 

check registration procedures 

choose the most appropriate procurement method 

check a supply contract 

compute an ending balance; 

compute the volume of a safety stock; 

compute the volume of an order . 

./ 1. The RIGHT QUANTITIES 

./ 2. of the RIGHT CONDOMS 

./ 6. for the RIGHT COST 
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To place an order, you have to know exactly what to order, how to order, and how much 
to order. 

Until recently, 85-90% of the externally-provided condoms in the public sector of 
developing countries was donated by the United States Agency for International 
Development (USAID). Today, the picture is changing: the role of other traditional 
donors such as UNFP A, IPPF and WHO is expanding both in terms of professional 
capability and size of procurement In addition, there are many other players, 
governments and donor agencies, that are getting involved in condom procurement and 
supply for the first time. 

In general, WHO suggests that there are three approaches that NAPs can follow to obtain 
good quality condoms: 

(1) negotiate with donors for the provision and certification of quality-tested products; 

(2) contract for quality-tested supplies procured by an experienced supplier such as 
UNFP A, IPPF or WHO; or, 

(3) procure directly using governmental or donor funding from a qualified 
manufacturer in accordance with an appropriate speciflcation that conforms with 
international standards. 

With respect to the first approach, many developing-country NAPs are finding that "free" 
donated condom supplies are less available than previously. To some extent. this 
phenomenon is occurring simultaneously with greater self-reliance on the part of hitherto 
so-called recipient countries. With respect to the third approach, some NAPs are 
discovering that years of dependence upon donated supplies has impeded the development 
of the experience needed to permit direct procurement from manufacturers. While 
developing that expertise, the preferred option for many NAPs is the second, or 
intermediate, approach to contract with an experienced supplier who can assure that the 
products are affordably-priced and in compliance with international standards at the time 
of procurement. 

Agencies such as WHO, UNFPA and IPPF have demonstrated-experience in buying 
condoms at low prices through competitive bidding on bulk orders. Each agency is 
committed to procure only batch-by-batch quality-tested condoms manufactured to the 
WHO Specification. In general, each agency will require advance payment from the 
countries ordering condoms. 

Lesson IV 
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I. PROCEDURE FOR CONDOM PROCUREMENT 

When following the intermediate approach, National AIDS programme managers need to 
focus on five aspects of implementing condom procurement: ( 1) estimating condom 
requirements; (2) selecting the "right" product(s); (4) identifying sources of funding; (4) 
negotiating a planned condom order between a NAP and the local representative of WHO, 
UNFPA or IPPF; and, (5) transfening the necessary funds to the purchasing agency to 
permit timely pooled procurement 

A. What to order 

1. Selection of product 

1.1 Selectint: the "Rit:ht" Product 

Although price and quality are major considerations in condom procurement, it is also 
important to identify and select products that are appropriate for the populations being 
targeted by the programme. The extent to which the NAP is attempting to supply 
condoms for interventions among prostitutes and their clients, adolescents and/or the 
general public could, for example, influence the choice of sizes, colours and amount of 
lubrication. For some sex work interventions, managers need to consider buying 
additional lubricant which, when used properly, can reduce vaginal irritation and breakage 
while improving acceptability. The WHO Specification and Guideline for Condom 
Procurement, for example, recommends operations research among men from the target 
population to optimize the NAP's condom size specification. Similar studies (simple, 
inexpensive, easy to carry out) could be designed to assess the lubrication requirements of 
prostitutes and their clients. 

1.2 Identifyinf: Sources of Fundinf: 

As the process of condom needs estimation and product selection is being carried out, the 
NAP Manager, in consultation with the WHO Representative, experts within the MOH, 
international donor agency representatives and others, should seek to identify source(s) of 
government and donor funding for condom procurement and supply. Funding sources 
must be identified before placing an order. 

Lesson IV 
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2. Product registration 

Many countries have strict import rules for pharmaceutical products and medical devices. 
Some form of trademark and/or health registration may be needed when condoms are 
imported for resale, and one product may have to be registered several times if it bas 
several brand names. On the other band, many countries do not require any registration . 
for condoms. 

It is normally up to manufacturers to register their products, but it is the job of national 
programme managers to provide guidance to manufacturers whenever registration is 
demanded. They must tell them: 

* 
* 
* 

What documents must be provided, and for whom; 
Any requirements for samples to accompany the registration application; 
How long the process takes, and who, in the country concerned, might 
help to speed it up. 

Often the process is quite simple. Figure IV-I shows a manufacturer's request for a 
Certificate for Products for Export" -- a common requirement for registration. Figure 
IV-2 shows the US. standard certificate. 

You can normally get general information on registration from customs officials in the 
responsibility of the respective trade ministry. The health ministry may also have to be 
involved. In any case, these issues must be investigated early in the planning process, as 
registration can tllke years and importation may be banned without it. 
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Figure IV-I 

Dlpaty Dind.or 
Otlke of Complilmce 
Food & Dng Acln•Miration 

I mn writing to request a Certificate for Products for Expat. 

Tbe products in question are lubricated, non-colored condoms manufactured by 
my compagny. These condoms are supplied to tbe Donor Agency in unbranded sttips 
for donatioo to ___ _ 

They are then distributed to c::oosumers by a local organWltion in boxes bearing 
thebmndnmne ______ __ 

We are advised that tbe local organizalions must regisi!Cr the condoms with tbe 
Ministry of Health, for wbicb they urgently need a catif1C81e showing that these 
condoms are manufactured in conformity with standards prevailing in the countty 
of manufacture and may therefore be freely sold in tbe United Slates. 

Tbe products should be identified as - lubricaled, non-colored condoms. 
or as lubricated, non-colored condoms to be disttibuu:d under the brand 
in ____ _ 

Thank you for your assistance. 

Lesson IV 
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F1gureiV-2 
Standard certificate • sample 

DEPARTMENT OF HEAL1H & HUMAN SERVICES 
Certificate for Products for Export 

Public Health Scrvica 

The Food and Drug Administration certifies that the products as described below are subject to 
its jurisdiction. Products which are legally distributed in accordance with the Federal Food, 
Drug, and Cosmetic Act within the United States may be exported without restriction. 

The plant in the United States where these products are manufactured is subject to periodic 
inspections by the Food and Drug Administration. A review of our records revealed no ongoing 
or pending regulatory actions against the following described products or plant location. 

PRODUCTS 
LOCATION 

Condom "A" 
Condom "B" 
Condom "C" 
Condom "D" 
Condom "E" 
Condom "F" 
Condom "G" 
Condom "H" 
Condom "I" 
Condom "J" 
Condom "K" 
Condom "L" 

COUNTY OF MONTGOMERY 
STAlE OF MARYLAND 

MANUfACDWUNGPLANI 

(Name of company) 

(Address) 

(Name) 
Deputy Director 

Office of Compliance 
Center for Devices and 

Radiological Health 

Subscribed and sworn to before me this ____ day of ____ , 1999. 

Lesson IV 
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Notary Public 
(Name) 

NOTARY PUBLIC STAlE OF MARYLAND 
My Commission Expires July, 1, 1999 
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3. Procurement procedures 

3.1 Ne&otiations between the NAP and Potential Purcbasio& A&encies 

At the present, the principal international agencies dedicated to the bulk procurement of 
condoms quality tested to the WHO Specification are UNFPA, IPPF and WHO. Before 
beginning condom procurement discussions with these agencies, the NAP should consult 
with people working in the country's family planning, sexually transmitted disease and 
social marketing programmes concerning the be~t choice(s) among WHO, UNFPA and 
IPPF with which to work. 

During these discussions and the eventual negotiations with each potential purchasing 
agency representative, the NAP can gather infonnation to more clearly determine: 

o past, current and anticipated levels of condom provision for FP and STD control; 

o expansion of existing agency infrastructures to address SID/ AIDS prevention; 
o staffmg to address the related programme activities known as "Condom 

Programming" (see Lesson I); 

o levels of funding from various sources that may become available for the purchase, 
distribution and promotion of condoms; 

o knowledge of the total picture related to condom programming in the country, 
· including the current status and potential of commercial sales. 

With all available infonnation on hand, the NAP, in consultation with local experts and 
agency representatives, can determine the best course of action, and negotiate directly 
with the agency representative that has been selected to conduct the condom procurement. 

3.2 Transferrin& Funds for Procurement 

In the nonnal process of obtaining donor support for planned activities, the NAP may 
receive from a donor a pledge of financial support that is earmarked for the condom line 
item in the MTP. The "donor" in this instance could be WHO. another international 
agency or a bilateral agency. If funds are allocated for condom procurement in the WHO 
Project Document, WHO can purchase the condoms as part of a regularly scheduled 
pooled procurement. 

When pledges for financial support for condom procurement are made by an international 
donor agency other than WHO, the order can best be placed and paid for by the donor 
agency directly through its nonnal supplier or the agency selected by the NAP in the 
process described above. 

Lesson IV 
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NAPs and donors must remember that depending upon various factors, 4-12 month lead 
times can exist between order and delivery for WHO as well as other agency procurement 

The estimated average unit cost for pooled orders of condoms purchased by WHO in 
1994, as requested ~y NAPs, is US$ 0.035. (Various handling fees may be charged to 
cover purchasing costs, etc.) This sum covers one quality-tested condom packaged in 
poly-aluminum foil, delivered to the NAP including packaging, insurance and freight 
Requests for air freight will be additional. 

B. How much to order 

There are several steps in determining an order: 

Step 1: Calculating the ending balance 

You need to figure out volume of condoms available presently. 

The best way is to use condom stock keeping records (condom stock record card or 
condom bin card, see Figure ill-1 or transaction records, see Figure ill-2). These records 
are designed with a column called "balance". 

As explained in Lesson II, the ending balance (or the stock available at the time you place 
a new order) is equal to: 

•c_..•-•-•-•-•-•ez»•~·-•-•-•-• 8 . • 
• • • • i . the beginning balance i 
•
1 

(or the stock available at the time i 
• you placed the last order) • • • • • ! + all usable condoms you issued ! • • • • ! all usable condoms you issued ! • • • • ! - Adjustments: all condoms lost ! ! (pilferage, expired ... ) or used for quality monitoring ! • • • • • • i - Ending balance i 
• • • • ·-·-·-·-·-·-·-·-·-·-·-·-· 
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Step 2: IdenUfy outstanding order 

Very often supplies deliver goods in several shipments and it also happens that because of 
unforeseen events, shipments are delayed. You may then receive condoms between the 
time you place your order and the time you receive it, i.e. during the lead time. It is called 
an outstanding order. In order to avoid overstocking, you therefore need to take into 
account all outstanding orders. 

Outstanding orders are easily identified on condom order tracking forms (Figure ill-6). 

Step 3: Estimate future demand 

If you carefully studied Lesson ll, you should be conversant with the various methods to 
estimate condom demand. 

N.B.: Do not forget that you order for the next period including lead time 
Let us assume that we are on 1 January 1998, and that the lead-time is 5 months. 
You place an order every 6 months. The order you will place is therefore for the 
second half of 1998 (July-December). 

Step 4: Estimating the safety stock 

As explained in Lesson ill, a safety stock is a reserve stock to protect against stockouts 
caused by delayed deliveries that can be identified on condom order tracking fonns. 

<D Calculated in step 3 (see Lesson ll) 
<2> and (3) ~ be expressed in ~units: months or years. 

Lesson IV 
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Note: For distribution purposes, the "safety stock" is lllll. different from other stock and 
it should zaaa be set aside or stored apart from the rest of the stock. All stOcks must be 
distributed in an orderly manner - the oldest condoms first (First Manufactured-First Out 
(FMFO). The Condom Order Tracking Fonn also provides a space to record the 
manufacture dllte (date condoms were made). The staffmember(s) who records this 
data should make note of this date and figure out if the shipment received contains 
condoms that are older than others that are now in stock. If the new shipment contains 
condoms that are older, then they should be distributed first. As a general guide, 
condoms should be used within three to five years of the date which they are made. 
Proper storage can "extend the life" of a condom. Improper storage methods (i.e., high 
heat, moisture, pest, and air pollution) cause condoms to degrade quickly. 

Step 5: Calculate the volume to order 

If you have completed steps 1 to 4, then the volume to order is given by the fonnula: 

• ENDING BALANCE 

OUTSTANDING ORDER 

+ ESTIMATED NEED 

+ SAFETY STOCK 

= QUANTITY TO ORDER 

In order to avoid mistake, we recommend to use the condom order form 
(Figure IV-3). 

Before ordering, it is best to make a count of the actual stock to ensure that the amounts 
written on the report fonns are the same as the actual amount-on-hand. If the two 
amounts differ, correct the error by ordering stock based on the actual count. 

Lesson IV 
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If the amounts on the forms often differ from the count of actual stocks, it may be a 
good idea to monitor the stock more closely and identify the source of their problem in 
order to correct it For example, staff may need to receive more training on the 
importance of keeping good records, or on actual record keeping skills. If record 
keeping is not the problem, the room where the condom stock is stored may need to be 
locked to prevent theft Access to the condom stock should be limited to one or two 
people to reduce record keeping errors and ensure that the stock is properly maintained . . 

Task assignments 

The supply manager should set up a system to maintain stock at the correct level. He/she 
should assign specific tasks to well-trained staff members to ensure that the system is 
carried out in the correct way. Continuous supportive supervision will ensure the 
continuation of the tasks to be carried out as desired. A very simple tracking system can 
be set up using a clipboard in the distribution area. Copies of the Condom Stock Record 
and the Condom Order Tracking Order Form should be attached to the clipboard. 
Records of all actions should be kept as shown in the samples in the packet 

Besides the tracking of condom stock levels, there are other tasks which must be done to 
ensure that the distribution system works in the correct way. Some of these other tasks 
include estimating condom needs, rotating stock, maintaining proper shipping and 
storage conditions, and ensuring that high quality condoms are available for distribution. 
These will be covered in the following chapters. 

Lesson IV 
February 1994 



- 77 -

Annex 3 

Condom Supply - Draft man1.181 

FigureiV-4 

CONDOM ORDER FORM 
forPERIOD: ------- THROUGH:-------

1. OPENING BALANCE: 
I I 

At the beginning of the reporting period count the number of condoms in stock and enter 
the number here. (Ending balance at the time of the previous order) 

2.1N: I+ 
At the end of the reporting period, enter the total number of condoms received. 

3.0UT: 1-
Enter the total number of condoms distributed during the period. 

4. ADJUSTMENTS: 1-
Enter here the adjustments needed (quality control, pilferage, expiration, etc .. ). 

S. ENDING BALANCE: equals 1 +2 • 3 -4 I= 
Calculate 1 + 2 - 3 - 4 

6. OUTSTANDING ORDER: 1-
Orders placed during the previous period and not yet delivered. 

7. ESTIMATED NEED: I+ 
This is calculated either from past consumption, or population based data, with 
adjustments according to programme targets. 

8. SAFETY STOCK: 

9. TO ORDER equals 7 + 8 • S • 6 
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Figure m-6, 54 
Figure IV-1, 49 
Figure IV-2, 49 
Figure IV-3, 55 
import, 49 
registration, 49 
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AIDSTECH, Estimating condom needs, 1993, FHI, Durham 
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LESSONV 

GOOD STORE KEEPING 

After reading this chapter, you should be able to: 

take minimum measures for safety 

optimize store layout 

e· .sure proper storage 

estimate storage capacity needs 

establish storage procedures 
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This chapter discusses good warehousing and storage, warehouse size, the environmental 
requirements for condom storage. 

GOOD STORE KEEPING 

All storekeepers are responsible for keeping their stores in order, for making sure that products 

are always accessible, and, most importantly, for maintaining practices that help preserve the 
qualii.y of the products stored. They are responsible for checking the stocks and for the 
management procedures which regulate their flow. 

Systems for physical stock-taking will vary according to the staff and storage space available, 
but some general concerns should always be addressed. 

1. 

* 

* 

* 

2. 

* 

* 

* 

* 

* 

* 

Security of the stock. Minimum measures include: 

ensuring, by locking the store, that all stock movement is authorized; limiting access to 
people other than the storekeeper and assistants; and ensuring that both incoming and 
outgoing stock confonns with documentation; 

verifying documentation by spot-checking signatures against stock-keeping, transaction 
and other records; and 

verifying stock records by regular stock-taking. 

Store layout. The ideaJ storeroom should have: 

separate points for the receipt and despatch of goods, to provide for an orderly flow of 
materials and reduce the chance of clerical error and theft; 

a fixed place for each stocked item with appropriate temperature and humidity; 

an adequate space between the product, the wall and the ceiling for ventilation and 
cleaning; 

enough space to unpack received material and to pack outgoing consignments; 

a separate secure area for expensive and essential items; and 

enough access to all items in the store to allow "First Manufactured, First Out" stock 

management 

Lesson V 
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Beyond these considerations, the storage and handling of materials are governed by the nature of 
the goods themselves. Items with a high turnover should be the most accessible; heavy ones 
should be stored near the ground; expensive ones in the most secure area. 

Figure V-1 consists of guidelines for storage. Figure V-2 shows the layout of a simple but well
organized store. 

Perishable items -- especially condoms -- must be appropriately dated. While most 
pharmaceutical products carry an expire date, condoms are usually marked with the date of 
manufacture. Spermicidal condoms often are marked with an expire date, but the date refers to 
when the spermicide expires; the condom itself may be useless much earlier because of bad 
storage conditions. 

Condoms are perishable, and they can suffer a severe loss of strength through oxidation if 
exposed for a long time to high temperature or humidity, electrical storms and air pollution. 
Ozone can destroy condoms within hours; mineral or vegetable oil can damage them within 
minutes. 

Condoms must be stored in ventilated facilities which are protected from extreme humidity and 
from temperatures above 40° C. They must be placed in areas where their package seals are 
protected from water, solvents, insects and rodents. Sealed packets can give some protection to 
condoms if the seals are intact. Packets made of aluminium foil laminated with plastic offer the 
best protection. As some packets can be permeated by gases and water vapour, the storage area 
should not be exposed to ultraviolet light, which produces ozone. Condoms should also be 
protected from direct sunlight, and they must at all costs be stored in an oil-free environment 

Lesson V 
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Flgure V-1 

GUIDELINES FOR PROPER STORAGE 

1. Clean and maintain storeroom regularly. 

2. Maintain roof to avoid water leakage. 

3. Secure storeroom from water penetration. 

4. Ventilate storeroom well. 

5. Light storeroom well. 

6. Disinfect and spray storeroom for insects regularly. 

7. Store supplies away from direct sunlight 

8. Store open cartons of condom and rubber gloves away from electric motors and 
fluorescent lights. 

9. Stack supplies at least 4 inches (lOcm) off the floor, preferably on pallets made 
of wood or steel. 

10. Stack supplies at least 1 foot (3m) away from any wall and from other stacks of 
supplies. 

11. Separate supplies by lots and in a manner accessible for "First-out" (FMFO}, 
counting, and general management. 

12. Stack supplies no more than 8 feet (2.5m) high. 

13. Arrange cartons so identification marks and other labels are visible. 

14. Issue supplies by carton or box lot. 

15. Assure frre safety equipment is available and accessible. 

16. Make storeroom accessible at all times. 

17. Separate and dispose of damaged and condemned supplies without delay. 

18. Store insecticides and chemicals away from other supplies. 

19. Store old files, information materials, office supplies, and related materials 
separately. 

Lesson V 
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Figure V-2 

Model Warehouse 

1 loot~ .... 
( minimum) 

~ I J 

Condoms 
First Lot 

I Bin Card I 
Lol0788 lol0788 
Mig 5190 Mig 5190 

Lo10788 lo10788 
Mig 5190 Mig 5190 

II I I 
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(minimum) 

I I 

Condoms 
Second Lot 

I Bin Card I 

lo11239 Lol 1239 
Mig 3191 Mig 3/91 

Lol 1239 Lol 1239 
Mig 3191 Mig 3191 

lol 1239 lol 1239 
Mig 3191 Mig 3/91 
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3. Warehouse capacity needs 

Programme managers should know the maximum quantity of each product which each 
warehouse in the distribution system must be prepared to store. They will also have forecasts 
suggesting how these quantities might change. With these figures and a knowledge of package 
sizes, you can calculate how large the warehouse must be by the following method: 

Cubic metres Maximum quantity required 
of = ------ ------,-------------- X 

storage space Number of condoms per carton 

As stacks should not reach higher than eight feet or 2.5 metres: 

Square metres of Cubic metres of storage space 
storage space = 
taken by product 2.5 

Cubic 
metres 
per carton 

At least half as much space again is needed for aisles, handling and ventilation. So: 

Square metres of floor space needed = Square metres of storage space x 1.5 

In fact the ideal layout, such as that illustrated in figure V -2, is likely to require total floor space 
more like twice as large as the storage space. Also you must take care to allow the programme 
to grow during the planned life of the warehouse, which in most countries is at least ten years. 
So calculations about warehouse space should always err on the high side. 

'!r<ii$JMi~·, ... :J\,•jeQ~tty :::iQgr-ariime ::1s· preparing to .build a ·new central ,warehouse. The store 
§Jiijliiti?~,~iteulitpine'':·~rtths ·of 'suPPlY, ·:'and·· the ·.largest number -of .condoms the piannef$:,:,can 
·~i!i~e:~~pl¢~i~~iq;~~,w~\l'Qr.:the :foreseeable future :is -t~ooo~ooo. The: only:.suPil!f~r :to 
[tli~~:;lP.mw~.tn¢ )paek8,g¢s-:6!000 -condoms :per carton, .and ·each carton measures o~tuH~bic 
:~S .. :;&l_:~- ~ . :' '·· : ~ <-~. C:-f.::.~· :_·_;·~~-: ~- . 11:. ~~- .-.. ~ 
y:~~;~fi =lS.:~~:--:~-~;~/:~ ... ; . ::.~~:l;!;··:<i. A;?~1;;::;;~~:;:~~=~:-!~ _:):.• ... ;~-~'' ··- --:~ 

.. 
" . .:~ 

·" ' .. ~. ~ · ... ..: 

. ' ..... ' ' ' 1'·~~1~,;;~ 

And the ideal store will have a floor space of 66 x 1,5 = 22. square metres. 

Size requirements for warehouses which will store more than one product can be calculated by 
repeating the same method for each product A programme using more than one brand of 
condom will, of course, have to make separate calculations for each brand if they arrive in 
different -size containers. 
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4. Storage procedures 

4.1 Receiving procedures 

Before consignments arrive, the storekeeper should: 

* 

* 

* 

estimate their size; 

ensure that suitable equipment is available for unloading; 

see that storage space is immediately available, as condoms should not be stored 
outdoors eyen temporarily for fear of exposing them to extremes of temperature, 
moisture or sunlight. 

When a shipment is received, store staff should: 

* 

* 

* 

check that the quantity delivered is the same as that shown on the transaction 
documents, recording and reporting any discrepancies; 

look for obvious signs of damage to the goods or cartons and perform the product 
inspection and testing; and 

move the condoms into storage, keeping batches separated and recording the 
transaction. 

4.2 Product issuing procedures 

If you are processing an order for a lower-level facility or outlet, you should: 

* 

* 

* 

* 

Lesson V 
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check the order or issue quantity for reasonableness, based on previous 
consumption and current stocks; 

draw stocks from the batch which inspection procedures have identified as the 
frrst to be distributed; 

package the condoms suitably for the transport method; and 

update the stock keeping records and transaction records. 
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Figure V -1, 62, 63 

Figure V-2, 62,64 

floor space, 65 

product issuing procedures, 66 

receiving procedures, 66 

Security, 61 

Spermicidal condoms, 62 

spermicide, 62 

storage, 61 

store layout, 61 

turnover, 62 

Warehouse capacity needs, 65 
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CHAPTER VI 

QUALITY MONITORING 

After reading this chapter, you should be able to: 

Lesson VI 

February 1994 

Compute a CQI; 

Design a quality testing system; 

Analyze a CQI; 

Dispose deteriorated condoms . 
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I. INTRODUCTION 

To ensure that condoms are in optimal condition for use by consumers, a high level of 
"quality consciousness" is needed from the time of manufacture to the delivery of the 
condoms to users. The condom quality assurance process begins in the factory where 
the manufacturer establishes a number of in-process checks, including the so-called 
"electronic" testing which uses an electric current to detect small holes. The World 
Health Organization (WHO) recognizes that quality design is an integral part of a 
product. For this reason, WHO pre-qualifies interested condom manufacturers, i.e., 
conducts quality tests on product samples to establish the capability of the manufacturer 
to produce good quality condoms before doing business with them. 

In addition, WHO has developed its own condom specification (WHO, Specifications 
and Guidelines for Condom Procurement, GPA, 1992, Geneva) which details the 
product characteristics required by WHO and describes the measures that will be taken 
by a WHO-contracted independent testing laboratory to ensure that the products 
offered by the manufacturer are in compliance with the specifications. WHO will not 
buy any products that do not meet its condom specification. Random samples from 
batches of products offered by a manufacturer are air shipped to an independent 
laboratory for testing. The main tests required by WHO include measurement of 
dimensions, package integrity, quantification of lubrication, freedom from holes and 
airburst volume and pressure. 

But, products that are in a state of good quality at the time of manufacture are subjected 
to a se1ies of assaults during shipment, storage and delivery which, over time, can 
accelerate their deterioration. Some products, therefore, prematurely lose their capacity 
to perform as intended to protect users. Unfortunately, poor quality condoms do not 
usually advertise their flaws: one discovers them only during (or after) use. This failure 
to perform as required hurts the individuals concerned by exposing them to unnecessary 
risk while at the same time causing consumers to lose confidence in the programme and 
its recommended strategies for protection. 

Research studies have shown that older condoms and condoms that are not well stored 
have higher breakage rates in use. If the volume of condoms in the national supply 
system is great and the duration in the pipeline long, and if the NAP is aware of 
complaints of breakage in use, it would be advisable to undertake systematic sampling 
and testing of the suspicious condoms to delineate the extent of the problem. 
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II. POLICY ISSUE 

In 1990, WHO helped nine NAPs in Africa With high volumes of condoms in their 
distribution pipelines to establish condom quality assurance laboratories. But, is it 
necessary to have a laboratory in every country? Some experts have proposed that 
existing national laboratories be strengthened to serve as monitoring centers for their 
own and neighbouring countries while others have argued that inter-regional 
transportation and communication difficulties make this suggestion unfeasible. While it 
has not been demonstrated conclusively that in-country quality assurance 
testing/monitoring services would solve the problem, it is clear that occasions will arise 
when NAP managers must know the quality condition of the products in the warehouse 
that are under suspicion of deterioration. 

The question is, therefore, how can an NAP best access this information: (a) from its 
own national condom QA laboratory; (b) from a related regional laboratory; or (c) from 
an independent laboratory external to the programme? 

If the NAP has access to the services of an in-country condom QA laboratory, it is a 
good idea to establish a baseline when the goods arrive in the central warehouse against 
which subsequent monitoring results can be measured. If the NAP does not have access 
to the services of an in-country QA laboratory, it is reasonable to accept the compliance 
test results from the independent lab as the baseline measurement 

Quality monitoring information, whether from internal or external sources, involves 
sampling, inspection and testing of samples of condoms at the time of receipt in-country 
(if possible) and at some intervals thereafter during storage. Given the logistical 
difficulties associated with the implementation of sampling and testing, it is believed 
that, unless quality complaints arise concerning specific batches, it is acceptable to defer 
monitoring until after the condoms in question are two years old. 

When the condoms reach their second year, or when complaints suggest that the quality 
of the condoms in a batch is suspicious, the programme needs to sample the batch(es) 
and send the samples to the laboratory for testing. For countries with an in-country lab, 
a form like the one in figure VI-1 "Request for Condom Laboratory Services" should be 
filled out. This form should be used at any level where condoms are to be sampled for 
quality testing. 
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Figure Vl·l 

REQUEST FOR CONDOM LABORATORY SERVICES 

Date 

Source: Province 

Facility Type: Central Warehouse 0 

Description/Brand 

Notes 

Lesson VI 
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Lot No. Sample 
or size 

Batch ID 

Sampled By: 
Slgn.rur.,..ame 

Tested By: 
Sllln.tur.,..ame 

District Location 

Regional Store or Depot 0 District Store 0 

Quantity To be filled in by test laboratory 
on Hand 
(from alock Cat Recommended Action 
recorda) 

Action Authorized by: 

Signature 

Name 

Title 

L.tllormtl 
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The storekeeper or manager fills in the blanks. Five copies of this form are prepared. 

One copy is retained by the originating storekeeper. Four copies are sent with the 

sample to the lab directly or through the central supply authority as appropriate. The 

central supply authority retains one copy and sends three copies with the sample to the 

laboratory. When the lab tests are completed, the lab supervisor calculates the CQI (see 

below) and writes the CQI value and recommended action in the last two columns. The 

lab retains one copy and returns the other two copies to the central supply authority 

together with a copy of the full test report. The central supply authority keeps one copy 

and returns the last copy to the originating store or warehouse for action. 

On at least an annual basis thereafter, more often depending upon the level of 

confidence the programme has in its warehousing and distribution systems, samples 

should be taken from unused portions of the batches in the central and regional 

warehouses for testing. The chart in figure VI-2 illustrates the flow of test samples and 

quality information. 

Although a series of tests are performed on each batch of condoms during compliance 

testing, i.e., before purchase, only the air burst test is recommended during the 

monitoring stage to create a basis for the computation of the "condom quality index" 

(CQI). The air burst test involves inflating a sample of condoms and recording the 

pressure and volume at which each one breaks. See annex A. "Quality Assurance Test 

Procedures" and annex B, "Condom Quality Index Computation". When CQI data exist 

for several air burst tests over time, it is possible to compute the CQI and observe a 

downward trend that reflects the deterioration of the rubber that is taking place within 

the batch. This system can be a valuable tool for NAP managers faced with the decision 

of whether or not to distribute a particular batch. In research studies, the CQI has been 

shown to correlate strongly with the rate of breakage under field conditions. 

Lesson VI 

February 1994 



- 93 -
Annex 3 

Condom Supply - Draft manual 

FigureVI-2 

FLOW OF TEST SAMPLES AND 
REPORTS FOR QUALITY ASSURANCE 

Samples from 
Central Warehouse with 
Request for Condom 
Laboratory Services 
(3 copies) 

Central Supply Authority/ 1-----------.::a.."" 
Central Warehouse ~ 

Condom Test 
Laboratory - - - - - +------------.:a..,. 

Samples with 
Request for Condoms 
Laboratory Services 
(4 copies) 

Samples from 
Region with 
Request for Condom 
Laboratory Services 
(3 copies) 

Last copy of 
Request for 
Condom 
Laboratory 
Services: 
- COl for each lot 

or batch 
- Recommended 

action for each 
lot or batch, and 

Quality 
Monitoring Chart 

I Regional Warehouse I 
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Test Reports containing: 
- Quality Assurance Report 

(for routine quality checks) 
- Condom Quality Index (CQI) 
- Two copies of Request for 

Condom Laboratory Service 
with COl and_ recommended 
action columns filled in for 
each tested lot, batch or 
shipment. 

Flow&.drwlcl 
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AnneXA 

Quality Assurance Test Procedures 

Detailed test protocols are outlined in the WHO draft document Condom Testing: 

Procedures and Records. The following in a brief description of tests and their specific 

application for managing condom supplies. 

At least eight different test procedures are carried out in condom test laboratories. 

These are tests for condom length, width, thickness, lubricant quantity, tensile 

properties, freedom from holes, inflation properties, and package seal integrity. Not all 

of these tests are carried out in every laboratory; some are carried out just for the 

purpose of meeting national standards or strictly for checking products for compliance 

with purchase specification during the procurement process. For purposes of quality 

management in the field, only the air inflation test and the test for package seal integrity 

are carried out under these guidelines. 

0 The inflation test requires an oil-less air compressor and a special apparatus which 

meters the air flow and holds the condom in such a way that 150mm of length at 

the closed end is inflated with air. The apparatus is equipped with a means to 

measure either volume of air or time. If time is measured, the apparatus must 

maintain a constant and measurable flow rate of air so that volume can be 

calculated accurately. The apparatus also has a means to measure pressure within 

the condom at burst. The end point of the test is volume at burst and pressure 

at burst. 

0 The package seal integrity test requires a sealed chamber and a vacuum pump. 

Condoms still in their individual packages are placed inside the chamber and 

subjected to vacuum. If the package seals are intact, the packages will inflate. 

If a laboratory is to carry out checks for compliance with purchase specifications, it will 

also require equipment for testing freedom from holes, and lubricant quantity and 

dimensions. 

D Condom length requires a special mandrel with an appropriate scale. 
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D Thickness is a specialized measurement requiring a dedicated thickness gauge 

capable of measuring 0.005mm. 

D Condom width is measured with a ruler to the nearest 1 mm. 

D Freedom for holes testing requires a system for suspending a condom and filling it 

with 300 cc of water. The water filled condoms are examined for leakage. 

D For measurement of lubricant quantity, the laboratory will require an accurate 
laboratory balance. 

Much of the equipment is specialized and cannot be obtained from general commercial 
sources. Details of equipment specifications and sources can be found in the WHO 

draft document Condom Testing: Procedures and Records. 
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Monitoring 

TeateriDate: 

CONDOM QUALITY 
INDEX (CQI) 
COMPUTATION 

Annex 8 (Figure VI-3) 

I Lot Number: 

1. Refer to the air inflation burst volume summary (FormM3) and 
total the number of samples that correspond to each of the 
following burst volumes. 

2. Write the totals in the blank. 

- 3. Line by line, multiply the 
number of samples by 

v l
-the multiplier 

J 
4. Write the product 

in the blank. 

19 
18 
17 

0 
.... 
G) f/J 

~! 
;:, :I 
C:-'l 

.... 
. !!! 
~ 
"3 
E 

X 1 = 
x2 = 
x3 = 

16 x4 = 
15 X 5 = 
14 X 6 = 
13 X 7 = 
12 X 8 = 
11 X 9 = 
10 X 10 = 
0-9 X11= 

(j 
;:, 
"0 
0 .... 
Q. 

5. Total the products to get T: IT= + [,_N_= _ _. 

6. Total number of condoms in air inflation _j 
test (FormM3). Write in the value for N 

7. Divide T by N to get X 

= lx= _. __ J 

8. Computee-X(=2.J18-X)togetZ: lz= _J x100= ~.-lca_I= __ __J 

9. Multiply Z by 100 to get COl: 
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The CQI is based upon the distribution of air burst volume data. The CQI assigns a 
score of 100 to condoms that have a high and uniform burst volume. As the condoms 
age and become less uniform, the score decreases. Individual condoms with burst 
volumes 19 liters of air and below have a progressively greater impact in lowering the 
CQI. As more condoms burst at or below 19 liters, the effect on the CQI becomes 
greater. 

The following actions are recommended based upon the CQI score obtained by a 
particular batch of condoms: 

CQI between 60 and 100: 

The lot is in good condition with an acceptable reserve of elasticity. Test again if the lot 
is still in storage at the next sampling interval. 

CQI between 36 and 59: 

The lot is less uniform and may not be fit for use for more than a few months. The lot 
should be moved quickly into the distribution pipeline (First Out) and attempts should 
be made to trace the logistical problem that was responsible for condom deterioration. 
If stock remains, test again in six months. 

CQI of 35 or below: 

The lot contains an unacceptable number of weak condoms which are more likely to 
break during use. However, in an emergency situation, where no other condoms are 
available, lots with CQis of 20 to 35 may be used until new stock arrives. Unless this 
type of emergency exists, condom in this category should be referred to the central 
supply authority or manager for immediate disposal. 

CQI of 19 or below: 

The lot contains an unacceptable number of weak condoms very likely to break during 
use. They should not be used, but rather removed from active inventory and referred to 
the central supply authority or manager for immediate disposal. 
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Obtaining representative samples of condom stocks for quality assurance receipt and 
monitoring testing can be accomplished by using the following procedure: 

1. Estimate the number of condoms on hand for each batch; 

2. Count the number of shipping cartons on hand for each batch (cartons for each 
batch or rational batch should be in separate stacks). 

3. Select the number of shipping cartons to be sampled according to the batch size. 
Cartons from throughout the stack should be sampled as shown in Figure VI-4. 

4. Open the cartons and randomly select the indicated number of inner boxes from 
each carton. Select inner boxes from various locations within the carton. 

5. Open the inner boxes and take out the indicated number of condoms from each. 
Place all condoms samples for one batch into a single plastic bag or cardboard box. 
Label the sample with the date of sampling, batch number(s) represented, and 
date(s) of manufacture. 

6. Refill the depleted inner boxes from another open box of the same batch, so that 
there is never more than one partial box or carton in the store. Note on the inner 
boxes and cartons the date of the sampling, the number of condoms taken, and the 
sampler's initials. Replace the boxes into the cartons and the cartons into the stack. 

7. Fm out the five copies of the Request for Condoms Laboratory Services for each 
lot to be tested. Keep one copy with the corresponding batch Bin Card. 

8. Pack the samples securely in a rigid opaque container, enclose four copies of the 
Request for Condom Laboratory Services, and send to the laboratory or to the 
Central Supply Authority as directed. 

There is general consensus that the existence of excellent logistics management systems 
would minimize (but not entirely eliminate) the need for condom quality assurance 
testing. However, it is also recognized that the same conditions that hinder the efficient 
operation of a national logistics management system equally pose obstacles to the 
implementation of a smooth-working quality monitoring system. Until national AIDS 
programmes create reliable distribution systems, it is likely that unforeseen problems 
with condom quality will arise and continue to reduce the effectiveness of AIDS 
interventions. 
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Figure VI-4 

Sampling for Quality Monitoring 

Sample Size3 Sampling 

Lot Size1 Shipping Inner Boxes Condoms Total Scheme2 

Cartons from each from each 

carton inner box 

Less than 35.000 2 5 10 100 

35.001 to 150.000 5 5 4 100 

150.001 to 500.000 12 3 4 144 

500.001 to 2 million 24 3 2 144 

Footnotes: 

1. A single manufacturing lot will consist of a maximum of 500.000. If lots are mixed in the 

warehouse, they should be separated and sampled individually. If separation is impractical, lots of 

identical brand and period of manufacture may be combined into one or more rational lots for 

testing purposes. 

2. Sampling for quality monitoring purposes allows samples to be drawn from convenient locations in 

the stack. 

3. Sampling plan assumes carton size of 3000 to 8000 condoms and inner box size of 100 to .200 

condoms. 

Quality Monitoring: Sample Size per test 

Lots sizes 

Less than 35.001 to 150.001 to 500.001 to 

Test* 35.000 150.000 500.000 2 million 

Sample size Sample size Sample size Sample size 

Package Seal 20 32 32 50 

Air inflation 80 80 125 125 

* See A~ndix 1 for description of samplin~ plans 
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III. DESTRUCTION OF DETERIORATED CONDOMS 

As noted earlier, the larger the minimum stock level, the longer a condom is likely to be 
in storage, and the more likely it is to degrade. But you must always err on the high side 
because condoms are life-saving devices; it would not be acceptable for a store to run out 
of condoms. So it is almost inevitable that some condoms will become unusable even in 
the best-managed programmes. A programme which never reports such losses is likely 
either to have stock levels which are too low or inadequate quality monitoring. If the 
stock control and quality assurance procedures described above have been implemented 
properly, however, the number of condoms which will have to be destroyed is likely to be 
relatively small. 

Condoms found to be unusable -- because of damage, expiry, or failure to pass quality 
assurance tests -- should be separated immediately from the rest of the stock and 
destroyed as soon as possible. Destruction procedures vary from country to country. 
Some governments have detailed policies requiring several certifications; others have no 
policies at all. If the condoms were a donation, then the donor may demand certain 
procedures if the gift is to be destroyed. More commonly, foreign donors leave 
responsibility for destruction to whoever is in possession of the condoms, which is 
normally the organization in whose warehouse they are stored. 

General steps in the destruction procedure: 

* Programme managers should check that there is a good reason for the condoms to be 
destroyed; that they have failed the quality assurance tests or been damaged beyond 
use. 

* Managers should check whether donors need to be involved, and act appropriately if 
this is so. USAID, for example, says that its Washington office 
(USAID/S&T/POP/CPSD) must agree to the disposal of commodities when they are 
worth more than $100,000, and that the disposal must be witnessed by a local USAID 
representative, or designated person, regardless of the value. WHO/GPA wants to be 
notified whenever condoms have to be disposed of because of deterioration. 

* Condoms should be disposed of according to local laws and procedures. It is vital that 
the condoms cannot be recovered for use or resale afterwards. Condoms are usually 
disposed of by burning or burial, though environmental laws may rule out one of these 
options. Whether or not the donor requires it, responsible managers of the programme 
should be present at the disposal. 

* Whenever a large number of condoms is destroyed, the appropriate authorities and 
donors should be told in writing after disposal. When condoms donated by WHO are 
concerned, notification should be sent to WHO; in the case of USAID, 
USAID/S&T/POP/CPSD in Washington must be told. The notification must include 
the name of the organization holding title to the condoms; the date, place and means of 
disposal; the type and number of condoms involved; the reason for disposal; and the 
identity of the witness(es). Similar information should be sent to other organizations 
when appropriate. 
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Further reading: 

AIDSTECH, Condom: quality assurance issues, 1993, FHI, Durham, WHO, GPA, 
Specifications and Guidelines for Condom Procurement, 1992, Geneva 

WHO, GPA, Condom testing, test procedures and records, 1990, Geneva 

WHO, GPA, Condom testing Sampling, 1990, Geneva 
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LESSON VII 

DISTRIBUTION 

After reading this chapter, you should be able to: 

Lesson VII 
February 1994 

carry out a distribution analysis 

identify transport alternatives 

./ 1 . The RIGHT QUANTITIES 

./ 2 . of the RIGHT CONDOMS 

./ 3 . in the RIGHT CONDITION 

./ 4 . to the RIGHT PLACE 

./ s . at the RIGHT TIME 

./ 6. for the RIGHT COST 
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I. DISTRIBUTION ANALYSIS 

Distribution analysis aims to ensure that products reach their destination before they expire, to 
identify and solve bottlenecks, and to fmd ways to make the system simpler, cheaper, and more 
flexible. 

The first step in distribution analysis is to draw the system. Figure VII-1 shows a basic 
distribution system in which each facility receives supplies only from one source higher up the 
system. But in many distribution systems, supplies come from more than one source. There 
may be good reasons for this. Regular supplies may be ordered from the depot, for example, and 
emergency supplies from the district headquarters. But each complication is an opportunity for 
confusion, and managers may decide the benefits are outweighed by the problems. At the 
national level, of course, especially when condoms are donated by outside development 
agencies, there is usually no alternative to having more than one supplier. 

When the basic diagram has been drawn, two questions must be answered: 

* What is the capacity at each level? (See Lesson IV) 

* When to deliver? (See Lesson ill) 

As managers are unlikely to have any control over the external portion of the distribution 
system, it is important to keep the in-country portion as short as possible either by eliminating 
irrelevant levels of the distribution system or by optimizing stock levels. 

Remember that there are only four reasons for holding stocks 

1. Transport efficiency: It would be neither reasonable nor possible to deliver single 
condoms across oceans or to remote clinics every day. 

2. Safety stocks: As products come in batches, lorries break down and roads can be washed 
out, and as demand usually cannot be forecast very accurately, safety stocks are needed 
so that condoms do not run out in times of high demand and late supply. 

3. Stora~e capacity: If a store or outlet close to the end user has limited storage space, then 
stocks must be held at the next level up in the system and delivered more often. 

4. Anticipation: In a growing or changing programme, you must hold stocks in anticipation 
of demand that does not yet exist, because of the lead time. 
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Any system which holds stock for any other reason should be streamlined. Many countries set up 
logistics systems along the lines of their political structure, with intermediate warehouses at 
district, provincial and regional levels. As each intermediate level adds cost, complexity and 
delay, this may be inappropriate. 

The distribution analysis should examine: 

* any transport links which cause bottlenecks; and 

* capacity constraints at all storage facilities. 

Failure to review capacity constraints throughout the distribution system is one of the most 
common causes of overestimating the future performance of the programme, and of consequent 
over-ordering. 

If the distribution network is still too long after streamlining and an increase in the number of 
deliveries, then a variation of max-min will have to be used . 

In some situations it may simply be impossible to deliver supplies every month. Managers will 
have to make do with a longer distribution system and try to extend the shelf life of condoms by 
improving warehouse conditions. You must consider all these issues when setting review 
periods, delivery schedules and max-min stock policies. 
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Figure VD-1 

Example of a djstrjbutjoo network 

Direct delivery to centralized: 
- government clvlls organization 
- anny 
- NGOa organizations 
- unions 
- central hospitals, etc. 

Level3 

Level3 
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II. TRANSPORT ALTERNATIVES 

Once you have calculated the weight and volume figures, you can choose the most appropriate 
form of transport Lorry, boat, rail and air all have different capacities and costs. Lonies, which 
have a high capacity and are relatively fast, are perhaps the most common. Trains tend to be 
reasonably fast and cheap, and they have a high capacity; on the other hand, they may not have 
adequate security and they may have long scheduling delays. Boat transport can be as cheap as 
rail, but care must be taken to avoid water damage. Programme managers normally reject air 
transport as too expensive, but condoms are not very heavy; where small volumes are concerned, 
air freight may be worth the extra cost for the sake of speed and security. Managers should 
review each means of transport for cost-effectiveness. 

Commercial carriers or transport owned by the programme? 

Commercial carriers have these advantages: 

* 

* 

* 

* 

They bear the cost of vehicles, repairs, spare parts, maintenance staff, etc.; 

They may combine shipments and pass on cost savings; 

They take on part of the responsibility for managing distribution, maintenance 
and delivery; and 

They may have more flexibility to use different modes of transport, and will 
certainly have more flexibility to handle different-sized shipments. 

Advantages of programme-owned transpon: 

* 

* 

* 

Control over scheduling and delivery stays with the programme; 

Possible cost savings if vehicles are used for more general purposes as well as for 
distribution; and 

Minimization of loss and damage to the products. 

This last point is very important. Many programmes pay linle anention to environmental 
conditions during transport, which can be very harsh. Whichever kind of transport is selected, 
managers should ensure that the environmental requirements are maintained during shipment 
as well as storage. TOTAL TIME IN TRANSIT SHOUW BE KEPT TO THE ABSOLUTE 
MINIMUM. 
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If you decide to use commercial transport, you should draw up a written contract with at least 
the following stipulations: 

* Supplies must be delivered by a fiXed date (there should preferably be penalties 
for late delivery); 

* 

* 

* 

* 

* 

All goods should be protected from rain, moisture, sun, heat and electrical sparks; 

Condoms must not be shipped with petroleum products or other volatile or 
poisonous materials; 

The carrier is responsible for damage or losses; and 

The carrier must return signed receipts for goods delivered to the managers who 
shipped the condoms. 

They may combine shipments and pass on cost savings; 

WARNING: The carrier's maximum liability may well be less than the replacement cost of the 
condoms. If so, you may be able to negotiate a higher level, or buy private 
insurance. 

~ If you decide to use transport owned by the programme, you should analyze whether it is 
cheaper to maintain the vehicles inside or outside the programme. Repair facilities can be 
expensive to set up.· Worse, repairs for other vehicles rnay take priority over vehicles foi 
distribution. And you may have bener control over maintenance if you use commercial repair 
facilities: you can always switch to another firm if you are dissatisfied. 

Lower down the distribution system, you may need to deliver condoms by foot, pack animal, 
bicycle or rickshaw. The same considerations of capacity and environment apply to these forms 
of transport as to lorry, train, boat and plane. ,figure Vll-2 shows examples of capacity 
constraints for less mechanized forms of transport. 

Do consider less traditional delivery methods. One African family planning programme sends 
almost all of its supplies to the field through a private delivery service for reasons of speed and 
reliability. Another programme has found that the regular parcel post is quite adequate. 

Whatever means of transport you choose, there must be enough money throu~hout the 
distribution system to cover vehicle costs, fuel, daily allowances, and salaries for transport staff. 
In at least one country, hundreds of thousands of dollars worth of donated commodities have 
been found lying unused in intermediate warehouses because no one was able to pay $1.25 per 
day in wages to the porters needed to carry them to the service delivery points. 
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PHYSICAL CONSTRAINTS 

15 kg - 5 to 10 km 5 kg- 1,5 to 2 km 
30 kg - 1 to 2 km 

10 kg - to 5 km 
20 kg - 1, 5 to 2 km 

20 kg (10 + 10) - 5 km 20 kg - 10 km 30 kg - 5 km 50 kg - 2 km 

Over 40 kg 
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III. TRANSPORT MANAGEMENT 

Daily management of the chosen transport involves primarily the scheduling of consignments 
and monitoring of condoms through each transport link. Where you use commercial transport, 
part of this role will be perfonned by the carrier. 

Whichever fonn of transport you decide on, you should use transaction records to keep track of 
every consignment, and to ensure that written confmnation of receipt is returned to the point of 
origin each time consignments have been delivered. This documentation process is the key to 
controlling the distribution system. 

How easy or hard it is to schedule consignments depends on the stock control systems and means 
of transport . It will always be easier to manage transport when a periodic review system is in 
operation, because goods will be despatched on a more or less regular basis. In either a push or 
a pull system, the schedule for serving lower-level facilities can be staggered to smooth the 
workload at the higher level warehouse, or to allow scheduling deliveries so that many lower
level facilities can be visited on a single trip. 

The "bread-truck" system 

At lower levels of the pipeline, you could consider the "topping-up" or ::Jzread- fn4fk" system 
used in the private sector by many distributors of perishable commodities. Supervisory and 
transport staff visit each lower-level facility at regular intervals, say quarterly. At each stop, 
they inspect the stock on hand; help lower-level staff complete the necessary inventory reports 
and calculate how much is needed; destroy or remove any expired or unusable goods; and top up 
the stock to the maximum. They can also use such visits for other supervisory activities, and to 
sample condom stocks for quality monitoring. 
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