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FINDING THE VAY: A SECOND FEVIEW OF NUTRITION PLANKING IN CHILE
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review of CONPAN experience. CONPAN's 14977 Arnual Feport and technical

assistance contractor Community Systems Foundation's (CSF) documents also

provide information essential to understarciny the current review,
INTPCDUCTION

The past twelve months were difficult ard almost fatal for CONPAN. During
the first review visit (March 1477), it was a proud, lively, optimistic group
where staff, contractors, and teclnical assistance team shared a learning
experience, uncderstood the Agency's prollems, and were attacking then
effectively. In May, 1978, it is ermerping fror demoralization, with
pessimistic staff, corntractors and technical assistance no longer sharing,
insecurity widespread, more problemrs, and less zeal and competence in attacking
them.

CONPAN was not as 5992, a vear apo, as it thourhtit was. It is not as
bad, today, as it thinks it is. With INTA anc COXIL (Corporacién de Kutricién
Iusantil, formerly CCEPANI), CONPAN gives Chile tlie lest potential for attacking
malnutrition of any country in the world. This PReport cceks to help CONPAN
in F}pgjpg_}hf_yey to fulfillment of that potential, bLv pointing out lessons
more readily apparent to a viciter than to ttose directlv invelved.

CSF's Report of Technical Assistance for Julv 1477 - January 1%78 asks
whether CONPAN structure and context are "injmical to creation of a planning
process as originally envisioned (p.10)".,  Acknowledging that, in many ways,
the current structure and context are not favoralle, this Feport emphasizes

what can be done within them. CONPAN has not vet bepun to meet that challenge,



E BRIGET SIDE

Before looking at what went wrong, CONPAK's recent accomplishments
deserve recognition. The 1977 Annual Report, itself a pood indicator
of capability, presents many Important results confirmed during this visit.
Well-executed contractor pilot prcjects (e.p., farily garcens, casetas
sanitarigi) and studies (e.g., menitoring nutrition status, estimating
food production, identifyiing foci of malnutrition) increased useful
knowledpge substantially. Continued assistance and study helped inprove
national programs (e.g., school feedins, enccuragement of Lreast-feeding).
Collaboration with JUNALR (school feeding acency) and with the Ministry of
Health offer prospects for regular nutriticn ylarning anrd implementation
assistance by COLPAN, CONIN ard INTA cerntinued their pood work and moved
toward sharing of a common approach with COLPAN,

CONPAN relations with USAID, once a prollem, improved preatly. More
sensitivity in personal relations helped, tut s¢ did Letter administration
within CONPAN, A Manual of Procecdures and a functioning liltrary also
illustrate CONPAN administrative development, CONPAN now has realistic
information system plans and approacﬁcd preparation of the 1978 Implementation
Plan efficiently. It shows high proficiency irn other formal aspccté Qf
institutional perforrance. The July 1977 Reoryanization created an acequate
structure, though the Apency has not mastered the human prollems of using it
effectively,

The foregoing description shows the cangers of relying ounly on documents

and data. CONPAK's decline cannot te deduced from the paucity of new "projects"

or the failure to rcach disbursement targets. There could Le sound propram
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reasons for the level of these indicators, ar there were during the last
visit, This time, lLowever, the nunlers reflect a) serious prollems of
intra-CONPAN and outside relations, L) unresclved questions of strategy

and tactics, and <¢) unproductive staff attitudes and concerns.,
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#LAT WENT _WRONG

CONPAN staff like to lIlame their problems on external political and
economic factors, It is true that the "Chicago approach'" to economic
development, and its Chilean adrministrators (Central Lank, ministries of
Economy and Hacienda), give nutrition goals and related planning low
priority. Political uncertainty and national ludpet problems also affect
CONPAN's operation. The "centradiction' or "poor fit" Letwean CONPAN's
mission and the rest of Covernment policies, mentioned by many interviewed,
limits opticns and powver of COﬁbAN.

These factors help explain CONPAN's trculles, lLut the external
conditions existed from the start, arc as serious lLut less damaging to
morale in other countries (e.g. Philippines, Indonesia), and tell only
part of the story. A look at CONFAN's respense to its environment showvs
how the Agency nearly produced its own dermise,

CONPAN isolated itself from the start. Instead of working with ODEPA,
for example, to improve infeormation on fecod rroduction, it contracted for
an outside study. ‘then it wanted to stucy food demand Ly inccme level, it
proposed a new contract instead of f;rst contacting the National Statistical
Institute (INL) and others to explore a jolnt program.  The Consejo of
Finisters cut further independent COLPAN work in these areas at its last

annual meeting (Noverber 7, 1977). Review of the meetine rniinutes incdicates
that the Consejo did not want CONPAN doing the work of others. It ¢id not
bar CONPAN from helping others or learning from them. It did not prohibit
all contracts, only those reflecting CONPAKN unwillingness te work with and

through other geovernment agencies.
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CONPAN isolation and independence, interpreted ly some as reflecting
a "superior" attitude, also influenced the yecar's Ludget problems. The
Ministry of liacienda refused to increcase CCONPAN's administrative budget
and then would not pass through the Apency the additional counterpart
expenditures reauired kv the AID loan. During the five months required
to resolve these problems, CONPAN almost faded away.

Hacienda's position rcflects political und other factors beyond the
scope of this Report, Vevertheless, the new arrangement whereby Ministry
nutrition-related spending counts in counterpart totals, alcso flows partly
from CONPAN failure to relate effectively witl others., The new arrangement
forces CONPAN to work more closely with ministries, if it expects to co
anything, and may e a blessing in dispuise. It is too carly to tell how
the system will werk, but neither AID or COXPAY should consider it a llow
to the future of rutrition planning in Chile. Future direct CONPAN budgets
depend on making the system work.

Many in CONPAMN rnow contend that the Ministry of lFacienca, Dr. Menckelerg,
and others are "arainst planning and analysis' or "only interested in inter-
ventions". They view form tion of:a hew Ixccutive Committee, four or whose
seven are doctors, as a fundamental shift awav from nutrition planning or as
a capitulation to tle "external factors" that allesedly tie CONPAN's hards.
To the outside olserver, this view misinterrrets, cuffers from self-pity,
and fails to confront the rcal issues of CCONPAN's future,

The kind of nutrition planning in whicn finance, apriculture and other
"economic" ministries listen to nutrition planners lefore adepting policies

is the last step, not yet attained anywhlere, in a long process that includes
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establishing crecibility, learning each other's languape, and building
relationships througlout all systems involved, Pr. Monckeberg,Carlos
Schlesinger, and pertaps CSF as well, seemed to view "reaching” ministers
as the first step of nutrition planning. Dr. Monchelberg responded to
ministerial indiffereace by emphasizing "visille" intervention and
improved efficiency, adding to his Impressive record during the past
year, until ministers lecome more responsive, Otrers irn COLPAN emphlasized
independent study and analysis, as though ministers would listen if only
"causal varialles were quantificed” or "cuccencful pilot project with
favorable benefit-cost ratios'" could be shown. The {"iri trv of Viviernda's
decision to install 20,C00 "cacetas sanitarias” following a CCNPAN pilot

project, far from supporting the "we'll show them how'" view, has more to
do with mobilizirg self-help in housing than with recducing malnutrition.

The Monckelerg apprcach and the more acalenic planning study and
pilot project metlioc are leth consistent with COMMPAN's marndate and eoals.
There was no need for them to polarize the institutien, reduce Intra-arency
communication, alienate other apencies and contractors, or destroy techrnical
assistance relationships, but they certributed to these present conditions.

a. Polarization - COKPAN formed a much reeded "Analysis arnd Planning
Croup" in July 1977. lut it has vet to fird a proper jlace in the Orpanization.

Instead of beinp viewed as support to le integrated with the "Operations" and
"Project Managenent” groups, it has become the refupe for expatriate ascsistance
and for "planning™. INTA, Dr. Moncheberg's technical arm, came to Le viewed

as "not interested in planning”. CCNIK, his "intervention" side, also lost

favor among those interested in broader planning questiomns. Despite Dean
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Wilson's excellent work in building a common conceptual framework and
stimulating creative thinking, CONPAN split apart as it moved from the
self-education phase of early days. It has not yet figured out how
to translate the neutral conceptual framework into a useful tool for
operating within the Chilean context, The unfortunate polarization
of "planning” and "interventions" shifts attcntion away from development
of the additional processes and techniques required to lirk the two and
make them part of more effective nutrition planning.

b) Intra-agency Communication - CONPAN nmoved, during the past year,

from a very open society to a very closed one, producing damage to morale,
confused decision-making patterns, and poor coordination within the Agency.
Schlesinger perceived correctly that the happy-pgo-lucky, unstructured ways
of the learning period would not serve CONPAN well during the expansion of
project monitoring and similar activities. Communic:ztion gpot lost during
the conversion, but not because of formal clamres in structure or failures
to describe channels or jobs, The causes lie within the personalities,
attitudes, and values of those involved, CONPAlL turned inward, instead
of jnining together to becorme a strcnp and united instituticn facing the
outside world, during this critical period.

c) Alienation of Agencies and Contractors - The disenchantment of

—— ——— — —— —_—————

CONPAN contractors ypoes leyond their understandalble resentment at sudden

loss of a gecod, and for some their orlv, client. During the Ludpet squeeze,
none received new work and prospects are still poor, They com..ain of
indecision and ineptness in CONPAN, recognize the Agency's self-isolation,

and acknowledge the abtsence of integration with other agencies, Few clients
are heroes to their contractors, bhut CO&PAN receives more brickbats than most,

Contractor performance has been very professional and their reports compare
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well with those of U.S. firms, so their comments merit serious consideration.
One need only talk within COXPAN to hear about alienation of other
agencies, The Mapuche Project, the UO-community project, and the Regional
Project, for example, are said to have left ill-will, confusion, and unkept
promises in many places. Although IHNTA and COLIN enjcy the protection of
Dr. Monckeberg in relations with CONPAN, conversations with senior staff
of both also exhilbit some disillusionment about the planninp agency's
attitudes and potentiul.

d) Ipe Technical Assistarnce Relationipip - It wvas Inevitable that

CSF would move from a role close to sharing lcacership to a narrower
assistance position. It is, indced, a mark of CONPAK maturity and CSF
success that the Agercy now relies less on tle contracter. Physical
isolation and constant bickeriny were not c¢ssential to this transition,
but have occurred. Future arranperents are not yet clcar, thourh Loth
Anerican staff leave within tlree months, “he partiec talk atout their
problems ty the hour, lut communication seens thin, While rany factors
affect the delicate and always-difficult teclrnical assistance relationship,
CEF is a victim of, arnd perhaps a contritutor to, the generul malaise
within CONPAN that flows from interaction of the various external and
internal factors descrited atove.

It is difficult to separate causes and effects in CONPAM's current
situation, The Organization nust le viewed as & system and trying tc
identify what camc first, or what is the most important cause, helps
little, Making the system work more effectively requires attention
on many fronts and, as in nutrition, "intcrvontions"improve performance
even when "fundamental"” causes (e.f. perscnalities, politics) remain

unchanged.



-9.

The'foregoing enphasis on "planring" and "intervention" must Le
distinguised carefully from the "isolation" (use of contractors'" and
"integration'" (working throuph other agencies) styles through which
both are implemented, Much criticism of "plarning" really refers
to the isolation that accompanied CONPAN efforts. lad planning
studies gone through national arencies, with contractors serving
instead of executing, their relevance would have leen less subject
to attack. Few pconle consider the CONPAN information systerm
required for plarnine to lte "academic", for exarple, except when it
develops without involvement of those who will ultimately provide
data and learn frem analysis.

In addition to hlaring "political and economic factors”, it is
also tempting to llare COMPAN's difficulties cn the skill and perscnality
ceficiencies of staff, When INTA ard CONIN are included as CONPAXN
resources, which thev clearly are, skill availalility is outstandiug.
Within CONPAN, the cuapacity to "ret things dene”, a vaguce but critical
skill, seems adequate, despite some opinions to the contrary. Streng
and difficult personalities complicate the Ayencv's life, tut do rot

account for its troubles or uxplain all of what went wrone.
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TOWARD_NUTRITION TLALNILG AKD COORDIKATION

_— e e — —— -

The allegsed conflict lretween "planning’ and 'interventions" disappears
on careful examinatior of tle Chilear context. Cpinions may differ atout
National economic policies and the use of "social™ irnterventions and subsidies
to compensate their casualties, Lut the rescurces available for compensation
make Chile different from other countries, ¥ith an averase maluutrition
rate of 12 per cent, lLealth scrvice and supplenentary feeding systems that
reach most people, and nore tharn $106,680,000 availalle annually for food
and related costs, Cltile differs sifnificantly {rom countriec with more mal-
nutrition and lessc rnoLey. For tiem, cradication of malnutriticn through
"interventions" and palliative:" is irmjossille, In Chile, it is loth
rossible and a stated pelicy. lhen permarent intervention !ecoles jclicy,
the lire letuween ‘attaching fundemental coures” and temporaery interventicn
blurs,

The analysis rejuired for ;latning eradicetion of melrutrition remains
the same. lmless tle interventicr avencier (eos,, COLIN, Jardines Infantiles.
Lealth Ministry) krow vhere, and bow nuch, rutriticnal darace is likely to
result from arricultural ard econcric policicr . thev cannet act to prevelt
it by (e.p.) Increasiiy retions or enrollinge now jarticijants. Unlessn they
krow what food availalilit, and rarret deronc w211 le, ticy cannot use
Covernrertal dermard (fecding prosrars) to direet supply in nutritiorally
favoral.le directions, without analvaing the nutriticnael consequences of

"rnon-nutritior” activitics, CONPAN cannot hLelp arcencies jlan reducticn of

damage or design acticns to improve nutrition status. Yutricnt flew
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analysis and quantification of causal factors provide the framework within
which intervention cdesign and improvement take place.
Since existing activities carry potential for eradicating malnutrition,
there need be less concern for developing new ones. The constraints imposed
by “external factors" do not discourage naticnal nutrition planning. They
direct it toward modification and linking of current interventions and away
from macroeconomic policies, thourh the analytical hase remains the same,
Whether the forcroinp shift is viewed as political, technical or necessary
for survival, it provides a promising context for COLPAN, It also suggests
fundamental differences In arproach from earlier work;

a) Puilding an Inferration System - CONPAN still needs an information

system, to be useful. The system is likely to te nore acceptalle politically
and more relevant if it moves awav from buildiny the bases for national rutrition
policies and toward providing a framewerk for rodifying and linking existing
interventions. “Yonitoring nutrition status, already « priority, remains
important, for example, Following chaneces in food prices, their relation

to wapes, and to other prices lecores essential, Identification of area-
specific changes in rnutrition status also reguirces attention.

An information cystem more oriented to immediate planning clearly must
work with existing apercies and their data, Despite the limitations this
imposes on scientific completeness and accuracy, the increased relevance to
action and elimination of the unfortunate, because undeserved, “academic"
image support the chanpe. CONPAN has not been academic, it has been isolated.

.b)  MNutritional Review . Since CONPAN's impact will te through existing

nutrition-related and other activitics, ~eview of their consequences Lecomes
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more important than developing broader models of the nutrition system. This
is more acceptable politically, since review implies no criticism of non.nutritio:
goals, Accepting these goals, it explores modification of activities to
reduce nutritional dc..age or improve nutrition status, without disturbing
present goals,

Some classic accomplishments of nutritional review include:

1) Adding processing of lower quality fish for domestic consumption
to a project previously concerned only with export;

2) Shifting extension services to malnourished farrn families without
sacrificing production poals, and

3) Training community development workers to identify, and respond
to, felt needs for improved nutrition,

Nutritional review may just encourape linkage of existing activitices
for improved nutrition. The Ministry of Vivierda's current plan to install

20,000 casetas sanitarias, for example, may have little nutrition impact

unless CONPAN assures linking of appropriate health education activities.

c¢) Coordination - COKPANL's legislative mandate includes coordination,

but the Agency never defined, cr assumet, this responsilility. The ministries
of Health and Lducation formed a committee to improve nutrition educdtion,
for example, while CONPAN worked on a "pilot prroject" incdependently.

A coordinator operates with a fheory or conceptual framework and COKPAN
has one, It needed no more to btepin organizing involved apencies to look, for
example, at competing messages in nutrition_education, duplication in feeding,
or coVerage of malnourished families Ly health services. Coordination required

no pilot projects or special studies and COLPAN's delay makes the task more
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difficult. Interviews sugrested that Chilean agencies resist coordination
strongly, but every country shares tlis protler,

d) gyientgfjgn ang_Training - If CONPAN is ever to Le taken seriously

at ministry level, those who advisc, educate, and influence ministers need
preparation, CONPAN continues to describe ministries in monolithic terms
inappropriate to even the most centralized lurcuucracies, Few in the ministries
understand nutrition planning !ccause CONPAK, which presumalily dces, never
explained it to many. Non-threatening multisectoral ceminars or workshops,
common elsewhere, enccurape economic ministries and others to leave nutrition
planners alone. Pelationships established throusl such efforts often broaden
nutrition planner influence.

e) Evaluation - COMNPAE now proposes to expand evaluation activities.
If CONPAN staff, or their centractors, come in as outside vvaluators, COHPAN's
isolation will bte complete. Fear, defenciveness and resistance harper attempts
to be useful and lony delays in feeding back data leave little possilbility for
the receiving agencies to perceive lLenefits,

Evaluation offers CONPAY opportunity to !rirg visille improvements Ly

helping agencies improve their own self-evaluation systems, Dr, Moncketerg's

promising suggestion that CONPAN "evaluate" a system of superrarkets sgrving
deprived areas ("AUCOS") will rain if, inctead of a "special study', CONPAL
establishes a contiruing relatioﬁship for assisting review of the markets'
capacity for improving nutrition without sacrificing firancial goals.

Review of impact or results involves CCNPAN in areas more dangerous than
the successful efficiency studies made in JUNALE eaad elsewhere. Few agencies
enjoy outside evaluation that thrcatens survival, Although partly a matter

of style and approach, improvement of self-evaluation or internal information

systems differs substantively from conventional evaluation studies, An agency
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that discovers deficiencies for itself is also mere likely to do something

about them,



«15-

ORGANIZING FOR NUTRITIOM PLANNING

The approaches proposed here require no structural changes at CONPAN,
though the functions and techniques of present groups should be modified.

a) GCestidén de Proyectos - This Group manages projects, provides

assistance (e.g., to JUNAEB), and has been CONPAN's principal contact with
the outside world. As CONPAY moves from a discontinuous '"project' approach
to continuing relationships with Covernment agencies, Gestidn is the logical
line group. Instead of project responsibilities alone, staff would have
agency liaison assignments, including manapement of projects and contracts

stemming from the apency involvement,

fhe Group is also the best vehicle for national inter-agency coordi-
nation, though not for the regional coordination now properly proposed for
the Operations Group, Intra-COKPAN communication Letween the two groups
flows from these related responsitilities and an expanded Lxecutive Committee
will build external communication.

b) QEgrati93§ Group - The Regional Project proposed for the 1978

Implementation FPlan offers a promising model for CJINPAMN assistance and
coordination at sub-national levels. it is not a "Project" but a job
description for Operations staff and only CONPAL's need to finance Ly
projects accounts for the failure to see the Group as a line office with

staff and budget requirements for perforrmance.

c) Plannirp and Analysis Group - This Group has had most difficulty

finding a role, partly because it has not lLeen viewed as a service arm for
the line groups of CCNPAN, The information system is not a "project", but

the Group's continuing task. If it is to serve them, Planning and Analysis
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must know needs of other groups, and, at the same time, must help them
understand the potential offered by the information system. Planning
and Analysis needs the other groups, too, for access to the agencies
and regions that will bhe the penerators and heaviest users of data
analyzed by the Group.

The Planning and Analysis Group will have no monopoly on nutrition
planning, The other COLPAM groups will be introducing, to agencies and
regions, the conceptual framework and techniques of nutrition planning,
using Planning and Analysis as a basic resource in the process.

This Group is also the logical one for handling substantive aspects

of the orientation of inter-agency groups, since it is

'guardian" of
planning methodolosy within COLPAN.,  Form and content of presentations,
however, require careful attention to the necds and psychology of partici-

pants, best gained by consultation with CONPAN's liaison eople.

d) Administration - As CONPAN relates more to other agencies and

moves away from projects, new kinds of contracts and convenios are likely
to be needed, Implementation plans and tudgets will require different
presentation. CONPAMN will, in effect, be using other ministries as
contractors, a practice inevitalble under the new counterpart funding

arrangement regardless of program approach.

e) INTA and CONIN - Some AID and CONPAN people see INTA and CONIN

as being unrelated to, or even against, nutrition planning, A view more
consistent with approaches to nutrition planning elsewhere would consider
both to be important CONPAN resources. Although both have independent

agendas, they offer permanent institutional, quasi-pgovernmental, bases
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for the rescarch and intervention testinp services required by CONPAN,
They are, in this respect, quite different from the other contractors
used by CONPAN.

Even so-called "basic" research has a place in nutrition planning.
Long-term attack on micro-nutrient problems, for example, often depends
on fundamental research that, at first, may secem irrelevant, This is
seen clearly, too, in '"cancer planning" in the United States.

Independent CONIN and INTA agendas may tempt Dr. lonckeberg to seek
CONPAN funds for purposes related only minimally to the Acency's mandate,
but that has not vet occurred,. Reasonable interpretation of that mandate
offers wide scope for permissible expenditures.

The problem is one of balance rather than distortion, How much and
what kind of research makes the most sense for nutrition planning provokes
wide opinion differences, rut the value of a technical research arm to a
nutrition planning agency remains incontroverti!le.

lieavier use of INTA does not eliminate all contracts or use of
CGovernment agencies. The National Statistics Institute (IKE), for example,
would have been a rmore logical choice for resecarch on demand, even without
the projected household survey that led to its selection. INTA may prefer
not to enter fields where existing contractors are outstanding and CONPAN
needs are likely to le intermittent. llowever, some hroadening of IKTA
capacity seems appropriate, with CONPAN coutrol of funds assuring consistency
with CONPAN needs.

Similar reasoning applies to CONIM, When "planning" and "interventions"

become complementary, CONIN's role as a tester of both conceptual and operational
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feasibility becomes more important. Unlike PLADEN, for example, which
showed that home gardens can add to family intake but could not show
that the program was expandatble, CONIN can also test system capacity.
The nationwide center network and other operations distinpguish it from
typical coniractors, CONPAN failures to involve operating agencies i.
pilot testing left valid concepts still untested for feasibility.

CONIN offers another useful possibility for nutrition planning,

As third degree malnutrition declines, CONIN centers will be available
for the Chilean equivalent of municipal or community nutrition planning.
Their family-oriented approach leads naturally from recuperation to
prevention and, eventually, tu linking of local interventions in a
broader attack on malnutrition, The Centers are, in this respect a
vital arm of CONPAM, In the Philippines, for example, construction of
"municipal nutrition centers" is part of the national nutrition planning
approach. Chile will soon have them and CCONPALN's role need cnly be to
help them broaden and refine their activities.

The new 7-person committee formed by Dr, Monckelerg offers opportunity
for better integration of CONIN, INTAT gnd tte Ministry of lealth with CONPAN,
Unlike the Planning and Analysis Group, clearly under CONPAN direction, CONIN
and INTA are more irndependent service arms., lNevertheless, since all interests
will be served bv closer collatoration, it lehooves INTA and CONIN to be
responsive to CONPAH nceds. CONPAN, in identifying those needs, requires

their technical and personal collahoration as well,

f) Technical Assistance - Many technical assistarce issues go beyond

the implications of treating planning and intervention as complementary or
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even synonymous. Whether CONPAN should execute a subcontract, whether
it needs expatriate advisers, and whether particular individuals are
appropriate, for example, are questions that this Report omits, since
they are influenced tv many factors beside program.

CONPAN uses the CSF and other contracts to meet staff needs. This
blurs the definition of "technical assistance”, a flexibly defined concept
at best, though staff provided by CGF meet reasonable interpretations of
the term,

CSF seems to Le identified with "planning" and "studies'", as opposed
to "interventions", a classification that is neither useful or accurate,

The analytical framework and techkniques introduced by Dean wilson are
neutral, dictating no unique halance letween "macro" planning and "inter-
vertions". The real issue is isolation versus involvement and COLPAN,
not CSF, decides that,

CONPAN needs to make explicit the staff needs for doing its work,
including intermittent or highly specialired requirements that fit the
narrowest definitions of technical assistance. INTA and others can fill
some of these, with CSF also responding’.  Once the sukstance of what kind
of people will work at CONPAN bccomes clear, CCLPAN can cecide the Lést
forms for findinp and paying them, Personnel planninp should precede the
contractual and financial issues that now lurden discussion, As buyer,
CONPAN makes the choices, subject only to prior lepal and other constraints.

While available nationals can proltably hLandle most tasks required by
CONPAﬁ, the Agency needs a vehicle for keeping up with new developments in
the rapidly changing nutrition plarning field, Skillful use of the technical

assistance contract can achieve this.
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PROCLSS, MANACLMENT AND STYLE

This Report could have leen entitled "from Isolation to Involvement",

for Finding the hay requires this funcameutal change in CCKPAN's approach.

Despite important improvement since the previous Review, CONPAN i5 still far
from what it could easily be, an integral part of the national institutional
fabric. This reduces possibilities fer post-loar survival. = The visible
results emphasized !y Dr, Monckelers are necessary, lLut not sufficient, to

keep CONPAN goinp. iwuilding supporting constituencies at all levels rcquires
equal attention, This is hbest uncderstood Ly those in CCNPAN with most 'grass-
roots' involvement. (nlike some serior staff who view the Apency as lattling
on all fronts, and not just at higlest levels, they recognize the need for a
more conciliatory posture toward less political clements in the rministries.
Fiphting isolates, !einy conciliatory involves,

a. Buildin, Fridres - CONPAN now has models for expanding the concil-

iatory approach, from work in JUNALE and the Regicns.  The recent joirt appoint-
ment of Dr. Kicolds Gontdles to CONPAL and the Finistry of hLealth offers another
even more promising, While Dr. Monckelerg's relation to the Vinistry and Dr,
Gonz8les' understandine of nutrition planning made it easier, pessibilities

for successful lridre-tuilding exist throuplout Covernment, CONPAN people
moving into other arencies, the reverse, and joint appointments, all serve the
same purpose, Py accepting the neced for such lridpes, CONPAN weuld be on the
way to building them, It is cven possible that a pocd econorist, badly needed
in CONPAN, could te hired away from the Ministry cf hLacienda or that one, trained
by a year of work in CONPAN, would then be hired Ly the Ministry.

b. The Collaiorative Gtyle - Planning arencies with power often lose

quality and impact lv failure to develop participatory and cellaborative
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work styles, Onec without power has even more need.

In simplest terms, this mcans getting out of the office, finding out
what agencies and potcential heneficiories think and know, helping freely
and refraining from the temptation to pontificate. Collaloration implies
building on what exists, not rejecting it as imperfect. CONPAN involvement
in agricultural information, education and schtool gardens, for example, appears
to have been just the opposite,

The absence of a more collaborative style derives partly from the idea
that agencies could not Le approached until CONPAN "had something to offer'.
Now that the new counterpart funding arrangement forces COMPAL closer to the
ministries, it is important that relationships ltegin with "somcthing to learn”
or "something to do together”, an effort to serve as catalyst, CONPAN staff

with collaborative skills and experience should train others.
c. Internal Decision-Making Patterns - People within CONPAN now complain

of not being involved in decisions and of indecision among those who are. A
year apgo, everylody was involved and nothinyg was decided finally. This
exaggerates a prohlen that is still sipnificant in CONPAN, Management neecs
to decide a) Who will be involved, }b) In what decisiong,aud c¢) Tor how
long. It is often more impertant that decisions te tirely and reascnally
final than that they le right, This suppests need for the difficult manage-
ment decisions ttat a) discussion has been adequate, and b) the cloice
has been made.

Attention to rroader involvement will reduce the internal commurication,
and related morale, prohblems now Lothering CONPAN. Concern for timing and
stability of decisions will alleviate the unrest of contractors and others

dealing with COKFAL, Alttough problems of internal decision-making go

beyond the limits of this Report, their agyravation of Ltasic CONPAN conflicts
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merits attention. Alleped CONPAN weakness in '"getting things done" also
stems partly from this cause.

d. The Project Mentality - CONPAN implementatior plans consist

almost entirely of "projects". This flows from early reliance on contracts,
but is less appropriate in a CONPAN involved more hcavily in continuous
coordination, liaison, and information responsililities, A "Project” is,

by definition, finite and discontinuous. This shifts attertion from the
need for CONPAN staff to rclate nore lroadly with ministries and apencies,
These relationshijs involve occasional sujporting projects, lut are not
themselves descrilalle as projects,

CONPAN and its collalorators stould exjress their commorn apendas and
formalize their reluticns ty convenio, lut this will rot always include
execution of projects. Assistirng self-evaluaticn, for exarple, or ccop.

’,
dinating nutrition elucation are not projects in the sane sence as specific
studies or limited pilet tests are.

e. _Tligs_q_ﬁ__of_._“\._:;il__'_::._i_:; - Anooutside olovrver finds preat difficulty
in understandin; tte alleped 2ifferences tetwoen "y tanners” and others in
CONPAN., How the Floanning and Atalyeis Orow ltecare oo itolated rerains
a mystery, since the title suprests unavoida! le Involverent with the rest
of the Agency. The Crouj seers to have viewed Its role as {ncluding
generation of new preject idean, therely alierating cther itndividuals and
groups with similar aspirations.

In the old CONPAN, "cominp up with new projects” scered the pathway
to prestige, power, and excitement, In the rev ore, thic pathway should

go from successful involvement with other asrencies. New ideas and new
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projects will flow naturally from such involvement, assisted by work of
the Planning and Analysis Croup.

This need not lead to reduced prestige for Analysis, CONPAN's entire
conceptual framework pives a primary role to learning from experience and
this Group is most qualified to assist that process, If the Group has been
"academic'" in the past, as alleged by some, this reflects CONPAN failure to
integrate it properly, It is not academic to study economic and agricultural
variables, for example, when the study makes intervention design more effective.

Like INTA, the Planning and Analysis Group should have some money for
what others consider research that is not "useful'', Dr, Monckeberg, who
emphasizes the unexpected applications of lhasic research, understands this
better than most. The Group's major task, however, is to serve by responding
to requests of others and by feeding to them some of the routine exploraticn
of non-project reldtionships that is essential for understanding broader
implications of irtervention results,

f) Salary Policies - The CONPAN situation suffers, along with problems
already mentioncd, from disparities in compensation and tenefits paid to people
doing work of similar technical difficulty., Apency records verify specific
cases and what people think is truc rmay be rope irportant than what is true,

CONFAN doesn't need a special study to reduce this friction, Administra-
tion can veto shifts (e.p., to a different contractor) that suddenly convert
work neighbors, with equal pay, into luchy and unluckty rivals, Limitations on
contracton compensatici, jolicicn arc common in AID and COLPAN could loarn fro
them..

In a thriving CCNPAN, salary discrepancies would be minor irritations.

Durirg the past ycar, they aggravated an alrcacdy difficult situation.
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COXCLUSION

Institutionalizing nutrition planning in Chile depends on what
happens dﬁring the remaining Loan periéd, row cxtended to October; 1980,
Dr. Monckeberg's visible interventions buy time, hut alone cannot save
the Planning and Analysis CGroup's work and the line groups' liaison and
coordination activitics. the essence of nutrition planning that justifies
independent existence‘of COMPAN., They will survive Loan expiration only
by demonstrating value despite the context that limits original conceptions
of Chilean nutrition planning.

CONPAN is already moving in the zipht direction, The new Executive
Committee provides a framework for some multi-sectoral coordination, despite

absence of ministers and other senior decision-makers. More involvement

with other agencies is inevital'le under new counterpart funding and CONPAN

work with JUNAEB and the lealth Ministry offers promising models. The
formal requisites for an effective and recpected CONPAN exist, Time is

short, scars of past traumas remain, and translating these formal requisites

into action requires great skill and sensitivity.

The task ahead demands a depree of mutual forpiveness 5}3212 CQNPAN,
and a degree of humility toward those without, that may seem too much to
ask, The excellence of past achievements, the potential for future
accomplishment, and the importance of the task, should encourage favorable

response,






