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FINDI~G T/![ \:AY: A SI:C01:n Ff.Vln: or ~;lJTFITIO~l rL,A.~:t:H:G It: CIIILE 

review of CONPAN experience. ('('\/:PMi's 1 ~77 lir.r.ual Peport and technical 

assistance contractor Corr.muni ty ~>/stens rOUlida t ior.' s (C~;r) documents also 

provide information essential to understar.diLr the current revielo.·. 

n:TPO Dl'CTI 01: 

The past twelve nonths were difficult c1r:t~ alr..ost fcJtal for ~ONPP.N. During 

the first revie,,' visit Oiarch 1'J77) , it Io.'<.l~ i.I j,ruud, lively, optimistic group 

where staff, contractors. cJnc tC'cinical nssistoJllcc team shared .J learning 

experience, unGer'stood the A[,ency' s prol·] er;;s, .11,d ~Iere attacUnr then 

effectively. In ~'.Jy, 197B, it h el"'".erp.inf. frur.. demoralization, with 

pessimistic staff, ClH.trac.::tors ann tecilllical i.I~;~istdllce no lUI,p.er sharing, 

insecurity widespread, more problems, dlld ]e~~ zeal and competence in attacking 

them. 

CONrAN was not a~ fOo.:!, a ycal' aro, as it thourht it Wc1S. It is not as 

bad, today, as it thinks it is. \. i th INTA tlr.r. C0:\1I: (CGrroracion de I:utricion 

lI.iantil, formerl ... COrI'M;I), cor:rAt: .f.i.ves Chile tLe lest rot~~.0.C1~ for attacking 

malnutrition of any country in the ~:orld. This Per'ort seeks to he~p CONrAN 

in rindinr the ~ay to fulfillnent of tllc1t potential, Ly roir.tin~ out lessons ............ - - .. - ... -.-
more readily arpart~nt to a visitC"r thln to tl.()~C dirl'ctlv involved. 

csr's Ref'ort cf Technic<ll ".S~istiJI,Ce for July 1~77 - ,J.:lnucJry 1~7fi asks 

whether Co/:PAI~ structure ur;d context are "iliirnic.Jl to cre.:Jtion of a j)lannin~ 

process as ori~inally ellvisioncd (p.10)". Ackllowled~ing that, in ~any ways, 

the current structure and conte>:t are not favorat le, thi~ Peport eTr.I,hasizes 

what C'an b~ done within them. CON PAN has not yet bepun to ceet that challenge. 
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HI: HlUr.t:T SI DC 

Before lookinp at what went wron~, COKrA~'s recent accomplishments 

deserve recoen it i OIl • The 1977 Annual Report, itself a roo~ indicator 

of capability, rresc~ts many i~~ortant results confirned durin~ this visit. 

Well-executed contractor pilot prcjects (e.p., fa~ily rarCens, ~~~~a~ 

sanitari.a~) and studies (e.g., n:or.itorinf': nutrition status, estir;,atinE 

food production, idelltifyiq; foci of malnutritiOl:) increased useful 

knowlecip,e substclII1: iallv. Cor.tinucc' L1ssista:.c(· and ~tudJ' hdpec! inprove 

national prop,rLlrJs (e.r,., school fCl'cillr., encuurarem<::nt of Lreust-feedinr,). 

Collal->oration .,;ith ,1U~;/I.[!~ (school fCl'dinr, dO.I·Ll'j·) illld 'n'itll the r:inistry of 

lIealth offer prospect~ for rcr;ular Ilutrition ! LH:nillf aLd irnplernelltcJtion 

assistance ty cor: PAt: . co:\It~ al~d nTA COr.tiliued their f'ood work am! moved 

toward sharinv; of a cor.lmorl approach 'n'i th COt.r'M,. 

CON PAN relations .... ith t;SAll', or,ce cJ pro!.ler:1, ir.-.r-roved p.reatly. ~ore 

sensitivity in personal relations helped, I ut s,. did L(,ttcr aGr~illistration 

within CONPAN. A Manual of Procecures and ~ functionin~ liLrary also 

illustrate Cm:PM: dc!noir.istr'-.lt ive tleve}0rrr.follt. 

information systerc pl,1lls tlnc! cJp;lroacli('d I'rtor.1ration of the l C)7£l lnplenentation 

Plan efficiently. It sho'n!': hip,1! proficiency in other forr.al aspects of 

institutional perforr.ance. ThE' ,July 1 CJ77 Peorl'anizution created an adequate 

structure, thoul?,h th~ Agency hus 1I0t r:lastered t!:l' hunall prol.lerr,s of usinr. it 

effectively. 

The foregoin£ descript ion shows the darif,f!rs of reI:,' ing ollly on documents 

and data. CONPMi's decline cannot re., deduced fror.1 the ra~c.ity of new "projects" 

or the failure to reach disLursement tart,ets. There ~ld l:e sound proeram 

http:JU!:A.I1
http:assista:.ce
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reasons for the level of thcs~ ir.dic.1tcr's. iI~' tL-:-re were duI'inr the last 

visit . This tiMe. t."""t!vl'r, the nuni£'rs reflect iI) ~:crious rroLlems of 

intra-CONPAt! and outside rclatiulis. t) unres(·lved questions of strc1tenY 

and tactics, al.e c) unl'T'OQuctivc ~taff Clttitudes and concerns. 
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',JLA T hD!T IHWNG 

CON PAN staff like to i'lame thf'ir rrot,lelT . .s on external political and 

economic factors, It is true that the "C~,icufO approach" to economic 

development, and its Chilean acr.-.inistrutors (Central L.:lT,k, ministries of 

Economy and lIacienda), give nutrit ion goals .lI,d r'elated planning 10 .. 

priority. Political uncertainty ane nation,:ll I'ucpet l'roLlems also cJffect 

CONPAN's operation. The "ccntraJiction" or "poor fit" Letween COt\PA1;'s 

mission and the rest of Government policit's, fiel:t ioned ~~y many interviel-,'ed, 

limits opt icns aile po~:er of COt\PAN. 

These factors help expli'Iin CONPM; I s trcul.lcs, but the external 

conditions existed fl'om tI,e start, dre as sprious l,ut It'5S di'lmcJ{1,inr to 

morale in other cOllntries (e.p. Philippines, Indonesia), alld tell only 

part of the story. fl. look at CO~:fA~:' s resI'.ol,SC to its el,vironrr:ent shol-:s 

how the Ar,ency nearly ~)rocucec its 0~:1i uorisc. 

CONPAN isolatl·d its('lf frorr. the start. II:stccJd of I-;ol'ldnr with ODEPA, 

for example, to illij1rovt' inforncJtion Oli fcue r'r'o(Juction, it contracted for 

an outside study. U'.cn it WcllitcC to study f(loJ uemc1nJ Ly inccme level, it 

proposed a ne .. COlltl'dCt instecJJ of first COl.t.lctinr. tLe l;ational ~:tatistical 

Institute (11\1:) and other's to explore cl joil,t prop,ram. TLL Co[;sejo of 

annual meet i np, O:ovel::l'er 7, 1977}. Review of trp rr.ectir'F: riinutes indicates 

that the Consejo L!id not want Cm:PAI\ doinf tLe work of otLers. It did not 

bar Cot:PAN from helpinp, others or learninr. froD them. It did not prohibit 

all contracts, only those reflcctinE CONPAt\ un .. illin~ness to work with and 

through other gcvernment acencies. 
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CONPAN isolat ion and ind~I'endp.nce, intel'preted l,y some as reflecting 

a "superior" attitude, also influenced the year's Ludr,et problems. n'.e 

Ministry of liacienda refused to increase Cr~JrAN' s administrative budget 

and then would not Pd$S throufr. tl:e Apcnc)' the ,1cJditional count~rpart 

expenditures re~uil'ed tv the AI D IOcJn. DurinI' the five mont~s required 

to resolve these problems, Cm:PM: almost fadl'e in.ay. 

Hacienda's position reflects political ullci ot~er factors beyond the 

scope of this Report. r:evertheless, the ne ... arrclTir;ement ',;hereby ~Hnistry 

nutrition, related sl'endinr, counts in counterr·.lrt totcJls, alc.o flows partly 

from CONrAN failure to relate effectively hitL others. The ne~ arrangement 

forces CONPAt; to .. 'ork :nore closel)' I-.'ith ministries, if it expects to GO 

anything, and m.JY ~e iI l,lessinp, in disruise. It is too curly to tell bow 

the system will "'crk, l,ut ndthcr AID or C()~:l'N' should consider it allow 

to the future of nutrition rlaTlllinr. ill Cldle. 

depend on rr.akin~ t~e system \.'ork. 

future direct CONrAN budr,cts 

Many in Cm;PAtl r.OI-! cOlltcnd that the ~!iliistry of ilaciendu, Dr. ~~cnd:eber8, 

and others cJre "nP,.:,dnst planllinv. ,wd analysis" or "only illterested ill inter-

ventions". They vieh forlT tioll of·a t',(,W [xecutive Comnittee, four or ~:hose 

seven are doctors, cJS cJ fundumental shift aW2V fron nutrition plannini or as 

a cupitulation to tl.e "external fcJctors" thcJt cJl1(>~edly tie cm;PAti' s har,ds. 

To the ot:tside 01 server, this view rnLinterr rcto, suffers fror:. self-pHy, 

and fails to confront the real issues of C(,~:I'.A~; I s future. 

The kind of lIutrition i:lcJnI,ing in whicr. fincJllce, u~riculture and other 

"economic" ministries listen to nutriti,',n planners leforp ,1Goptinp, policies 

is the last step, r.ot yet attained anywloerC', in n lor,!: l'roc~s~ that includes 
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establishing cre~ibility, le~rning each other's langua~e, and buildinE 

relationships throu~.Lout all systerrs involved. Dr. Monckeherg,Carlos 

Schlesinger, and l'f'rLaps CSf <l~ \o,'cll, seemec! to vie .. "T'cdching" ministers 

as the first step of nutrition I'ldnninr,. Dr'. ~!ollcJ.,el>erp, responded to 

ministerial indifference by el'lf'hasizing "visil.le" intervention and 

improved efficiency, addin!" to his impressivE' recorc durinp, the past 

year, until r.1ini~t('rs lecor1e r.~Ol'l' resf'onsiv(>, Others j r. CO/,PAN emphasized 

independent Stll~V ~ln~ anulysis, clS thour,h ministers I'oulc Ji~ten if only 

"causal val'ialle~ \oIvre 'll:.:Jr.tifie(:" 01' '·~uccl,~,~!·.:l pilot project with 

favorable benefit-cost ratios" could be shown. 

decision to inst.:Jll ~O,COO "ca~etcls ~c1nitarid~" follolo.'inr: a COr:PMI rilot 

project, far fr0r.1 sl:l'l'ortinf, t!·.e "Io.'c'll 51>0''': tl:er.~ 110\01" view, has more to 

do with mobilizir.p, ~elf-hclr; ill housinp: than Io.'ith recucillf rr:alnutritioli, 

There was no neec for them to f'oli;rizr tl.(' il'~;ti~l:ti("n, rC'C:lIce intra-drency 

assistance relationsl:ir's, but titer cN.tr'i!\l:tl"J to these [:Tr:;f'nt cOlle!itions. 

a. Poladzatioll - C(H:f't\I\ forr.:cd a 1::11C!J •• cecee' "Analysis ar.d "Plunnin[ 

Group" in July 1 'J77. t'ut it has 'let to f .ird ,1 rroper [lace ir; the Orpunizat ion. 

Instead of beine viel'ed cJS ::;u;)[,ort to 1 e illt('pr\1tcd dth tl:~ "Opcratior,s" arid 

"Project Man.lr:l'I.IC'nt'· gr0ups, it 1,,1S 1'f'Cor.:c tlJ{' fefure for eXI'.:Jtriate assistance 

and for "planni I.r,·' . n:TA, ~l'. ~~onchcl.;err,'s tccl:nical arr.:, Cclme to te vie\o.'ed 

as "not interested in planninr". cO~ln:. his "intervention" si-:le, also lost 

favor among those interested in ~roaderplannin~ ~uestions. Despite Dean 
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Wilson's e)(cell~nt work in buildill~ a common conceptual framework and 

stimulating creative thinking, CONPA~ split apart as it moved from the 

self-education phase of early days. It has not yet fiRur~d out how 

to translate the neutral conceptual framework into a useful tool for 

operating within the Chilean context. The ur.fortunate pOlarization 

of "planning" and "irlterventions" shifts tlttention away from development 

of the additional processes and techniques required ~o lir.k the two and 

make them part of more effective nutrition plannin£. 

b) Intra-a~encv Communication - CO~PAN moved, during the past year, ---- -_ .. 
from a very open society to a very closed one, producing dar1aEe to morale, 

confused decision-making patterns, and poor coordinatiorl within the Agency. 

Schlesinger perceived correctly that the happy-po-lucky, unstructured ways 

of the learninr, period would not serve cm;PM: I-Iell durinr. the expa:1SiOll of 

project monitorinr. and similar tlctivities. Corlmullic:.;':ioll f.ot lost <Juring 

the conversion, hut not.. because of formal clun.es in structur~ or failures 

to describe channels or johs. Th~ CdUSC5 lie I-lithin the l,ersonalities, 

attitudes, and values of those involved. CO:;PM. turnec! im;i1rd, instcud 

of j'?ining tohether to becor.~e a 5trcnp, tlnd united instituticn facing the 

outside I-:orld, durinr, this critical [,erioL!. 

c) Ali~~t!~~~A~~~ies <lnd Contractors - The disenchantment of 

CONrAN contractors !,oc~ I-cyone! tl:cir tlllCerst..1lld,ll.'le reseritment ..1t sudcen 

loss of a good, and for some their or.l'.', client. Ilurinf, the uudpet s~ueeze, 

none received nel' I'ork and prospects are still poor. 

indecision and ineptness in CONPAN, recognize the Agency's self-isolation, 

and acknowledge the alsence of integration with other i1r,encies. rew clients 

are heroes to their contractors, hut CON PAN receives more Lrickbats than most. 

Contractor performance has been very professiundl 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 co~rAN to hear about alienation of other 

agencies. The f-!a!'uche Project, the 40-community project, and the Regional 

Project, for exan'ple, arc said to have left ill-will, confusion, and unkept 

promises in many places. Al thou[,h ItITA .Jnd COldN enjoy the protection of 

Dr. Monckeberr, in relations .. .;ith COllPMI, conversations ..... ith senior staff 

of both also exhitit sorr.e disillusionment .Jbout the planninp, .Jeency's 

attitudes and potentidl. 

d) !h~I_e~~nJ~~1 As.:>is~a~~~J~on~-';iI' - It ~;aG inevitable that 

csr would move froc. u l'ole close to sharir." lC.Jcership to d n.Jrro ..... er 

assistance posi t iOl;. It is, indeed, a mark of COt-;PM: maturity .Jnd c~r 

success that the Aptcr.cy 1l0 ... • reliC's less all tIe contractC'l'. l'hysical 

isolation and constal:t bickerirli'. I-.'prc: not p:.r.entiul tu tl.is trLlnsition, 

cut have occurred. rutuI'e ilIT,ln),E'::-.ents arf' Lot yet clciJr, tl.oUi.h LotI, 

American staff leol\l'c witl;in tLrcc r101,tI15. ~'1: e r· art i est a lk L1 t. 0 u t t h ci r 

problems t-y the !;our, lut cOI:1~uliicdtioIJ r.(,(~I:.S thin. ,: Ii i 1l' r: J l. Y fa c tor S 

affect H.e delicutc 'll.~ ,11way,,-clifficult tccl.l,ic.]1 u;'Si;.tcll;CC rel.JtionsUp, 

cr.r is a victim of, dr;d perhaps.) cO~lt~Hutor to, tre /,ener.:Jl clalaise 

within Cor;PM: that flows [r'or, intcrdct ion of tl;0 vurious ext ernal an~ 

internal factors tlescl'it,ctl LlLovc. 

It is difficult to scral'ate c.Ju"es and effectr. in co~:rp.~:'s currer.t 

situation. The Or,raniz.Jtion n.ust I.e viewed .JS c: systerr. and tryinr to 

identify ..... hat came first, or wh.Jt is the most i~portant cause, helps 

little. ~akinp. the systen work more effectively requires attention 

on many fronts and, as in nutrition, "interventions"improve performance 

even when "fundamental" c.Juses (C.f. personalities, politics) remain 

unchanr.ed. 
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The fore[',oinp, el:1phasis on "plant:inr," and "intervention" must t:.e 

distinguised carefully from the "isolation" (use of cor.tractors" and 

"integration" (workinr. throurh other ar:encies) styles throur,h which 

both are implemented. Much critic ism of "rlar,ninp" really refers 

to the isolation that accompanied co~rAN efforts. I!ad planning 

studies gone throur,h nat iOllal af,encie~, with contr.Jctors scrvinr. 

instead of executinp" their relevance would have teen l~ss subject 

to attack. few pc-ollIe considcr the CONPAt-' ir.fornation !Oysterr, 

required for plar.ninp, to t,c "academic", for e>:ar,rlc, excer,t when it 

develops without involvement of thos£' who will ultimdtely provide 

data and learn frcr.: dllalys is. 

In addition to l,l.Jr.inf: "political and ecollor:lic L1ctor~;", it is 

also tcrr.ptinp; to iLlr.e cm:rAt:'s rlifficulti('~ cn Hoc skill ,-:nd personality 

Gcficiencies of staff. I-ihcn PITA ar.d CO~:I!i CIr'C includc~ ,IS CO~:PA:; 

resources, which t!cv clec1rJy an', ~;hll .Jv~liLll'ilit,:, is out::tdndillj'. 

'tIithin Cm;PAt:, the Cd[lcJcity to "f'ct thiLi's dCI,l''', '-.1 val:UC but critical 

skill, seems adequate, despite so[;.c o:,iniol::: to tl.e contral'Y. 

and difficult persNI,llities cC'[;lplicdtc the Ai'('IIC':'S life, lut do r.ot 

account for its tro~bl~s or L~plair. all of w~at went wron~. 



-10. 

1'm.ARD ~lJTRlTlON rLAI::iIt,C; MIJ COOEDI/;ATICJl. ---- - -_.- ------ - - - ------

The aller.ed cor.fUct letwcen "l'l,c.1f1Tlirlr." i1nll 'interventions" cisappe-ars 

on careful examinat lor, of tl.e Cl: i lear. context. Cpiniolls ITay oiffer atout 

National economic policies and tLe usp. of "sClciul" iLterventions and sui:sidies 

to compensatE' their ctlsualties, :ut t!le rE'SC'llT'C£'S availuLle for com!'lensation 

make Chile different fl'om otht'l' c(,untries. Ii tl: an ilvr-raDt: malilutrition 

rate of 12 per cent. t.,~c1tt: service ar..j !;Ill; lt~f'rltl!rV fcedi!ll'. systcr.:s tl:ilt 

react. most people, .:Inc clore tllof: ~lhJ,{jUO,()()l.' <1v,Jil<1Ll~ a!ILIlLlll:: for fe·or: 

and related costs. CI ile differ:. ~:if·.Lifical~tl\' rr't'n Coul,trie~ '.-lith r.orc r.lal-

nutrition and le5: l;oLey. for tl.t'l1, erac~C<.lt:UI, of :1.:l11.utriticf. tLroupl1 

"interventions" <lIlt! ;\c:Jlliiltivt::" i~, irlj o:;::i: h" III Cldll', if. is loti; 

ros5iLle and a ~tut('(! ;-cIiC';. 

Llurs. 

the same. Pllles:.; tl.c Ir,fiJI:til£·s. 

J:eal til ~:inistry) ~ I:tll, \, Ill'I'!', .lnj I:L'\, ;Iuch, I.t. t r' it i (i"ll dor-,t::e is 1 i kel:; to 

reslIlt from af'riCl;ltllldl ,If,'! l·C\.;f,t'~ ic :,olici,' , ~:,l"; C,lI,l,et ,]ct to I n:VI.' I.t 

it J'y (C.fl.) inCI'('d~:~:I)' I,,,tiul.:, ('r t'I.I(,11il.l' Ll' .. idrlici;dr,~,;, L'rd,,:;,:; t:,<'j' 

Covernr.-,er.t.:.il Ocr.ll.C: Utl:ciilll' 11 ":'1 ,,1':) to t! i It, t ~~u:'r'l\' ir. r.utritior.allj' 

favorat,le direct iOI.~;. 

"r.on-,nutritior." uctivitil:s, cc~;r"~: c.ll,r,ot I.cll '.,'u,cics ;-1.1!. rccL:ctlon of 

dilmar,e or design acticils to impr'o\'.~ !,utritlol. ~:tc1tll!'. :t.;triLl.t flo •. 

http:favorat.le
http:rrev(.rt
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analYlis and quantification of causal factors provide t~e framework within 

which intervention cesien and improvement take place. 

Since existinp, activities carry potential for eradicating malnutrition. 

there need be less concern for ceveloping new ones. The const~aints imposed 

by "external factors" l!O flat disrourage natic)nul nutrition planning. They 

direct it toward modification und linkinp, of current interventions and away 

from macroeconomic pol icies, tLoud: the anal)'t ical f·as~ rcmains the :,ame. 

Whether the forc~ninp shift is viewed as rolitic~l, tecl:nical or necessary 

for survival, it rrovic!es a pronisinr context for CO/:PAN. It also sup,r,ests 

fundamental differ£'ncl's ir, aqll'o,lcil fror.1 earlier \o;ork; 

a) Puilc!ir;p an Inforr::atlL,n Systen - C(1~:rAN stHl neecs un inforr::ution 

system, to be useful. T1:e system is 1 ikt.'lv to t l' n,on: LlCCl'/ltuUe iJolit ically 

and more relevant if it n:oves away fI'om l'uill!iIT the i'Lises for national r.utrition 

interventions. Vor.itorinf r.utrition statlJ~, .Jlz-eacy d priority, rer..air.:, 

important, for eXdr~lj'lt·. rollowirl!', cl:,ln~l'~ in food priC'~!;, t!JeiI relation 

to wapes, and to otilt'r price!:; I ecol~cs I'ssentidl. IcC'ntificilticll of area-

specific changes in Lutrition status also r('.;uirt~; attt'ntion. 

An information system rr,ore orientcc to irr,~.l·ciilte rliJr:rlir ... clearly must 

work with exist in).' ap,cr.c i£'s anc th£'ir dilto). Despite the lir.1itations this 

imposes on scientific cor.'l'leteness and accur.Jcy, the ir.creased r~levance to 

action and elimincltion of the unfortunate, Lecdusc undeserved, "academic" 

image support the chanBe. COlI rAN has not been academic. it has been isolated. 

nutrition-related and other activities, .·evi~w of their consequences becomes 
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more important than developinr, ~roader models of the nutrition system. This 

is m~re acceptable politically, since review implies no criticism of non.nutritiol 

goals. Accepting these goals, it explores modification of activities to 

reduce nutritional d~.4ee or improve nutrition status, without disturbing 

present goals. 

Some classic accomplishments of nutritional review include: 

1) Addinr. processinr of lower quality fish for domestic cor.sumption 

to a project previously concerned only with ~xport; 

2) Shifting extension services to nalnourished farr.: families without 

sacrificinr. production p;oals; and 

3) Traininp. cOr.lmunity dcvelopr.lent workers to icentify, and respond 

to, felt needs for improved nutrition. 

Nutritional review lr.dY just er.couri.lYc Illlf.<.lf,C of existing activities 

for improved nutrition. The ~!illistry of Vivier.da's current pldfl to install 

20,000 ~setas sanitil!_ias, for e>:.:Implc, r.lay have little rlutrition impact 

unless CONrAN assures linkinr. of <JI'propriCltc Lealth education .:Ictivitief;. 

c) CoordJ~!..c:.tJ...0~. - em; PAl: 's lCi~islat lve rr,cJncdtf' ir.cluces coorCini.ltion, 

but the Agency never Jl'fined. cr .:Issumetl, this respolldLility. The ministries 

of Health and fduc.:Itioll fornlcd a cO!:lmittee to i~l'rove nutrition education, 

for example, while co::rA;: "'orked on a "pilot rroject" ir.cependently. 

A coordinator operates with a theory or conce~tual frilrr.ework and CO~PAN 

has one. It needed no !:lore to te~in orpanizinr involved agencies to look, for 

example, at competing r.:essa~es in nutrition education, duplication in feeding, 

or coveraee of m.:llnourished families loy health services. Coordination required 

no pilot projects or special studies and CO~rAr:'s delay !:lakes the task more 
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difficult. Intervic~s ~ugEested tllat Chilean agencies resist coordination 

strony,ly, but every cOulltry f.hcJrcs tl is prot lcrr .. 

at ministry level, tt.ose ... ilo uuvisL, educate:, JIIC influence rr.inisters need 

preparation. CO~PA~ continues to describe ~inistries in monolithic terms 

inappropriate to evell tl:e most cent r.:ll ized 1 unLlucracics. fCH in the: ministries 

understand nutrition pl.lnninr Il'C,lu:.e CO~:rM~, wi!ich presulT'cJl.ly ccc~, r.evcr 

explained it to many. NOI;-thl'l'.Jtellilli', r.:ul ti~ectori11 ~:t'r.:il:i1!'s or' wOl'kshops, 

common elsewhere, t'ncouri1r~e ecol;orr.ic r.:inistri('~ di.d otl1C'l'S to leave nutrition 

planners alone. Pel.] t ionships estdl'lishec tl.rour): ~uch effort ~ often broaden 

nutrition planner influence. 

e) £val~a.!J.9':':' - CotlP,A.t: now proro~cs to c>:pand evul\~.:1tion activities. 

If CONPAN staff, or tlif~ir contractors, cor:.e in i1:' outsi,!e ~vLlluutors, CGtJPAII's 

isolation will t-e corr11'1ete. fear, cefensivcllc!";s <'Inri resistance harper i1ttempts 

to be useful and lonr deli1Ys in feeding h!ck catd leave littl€' l'0ssiHlity for 

the receivinr. af.l'llcies to pcrceive l.pnefits. 

Evaluation offel'~ CGtiPAt: op[.ortunity to ! dr./', visitle irr."rovements Ly 

helping ahencies ir.1['rove their o ... ·n self -evi1luat ion systems. Dr. 110nckctt.!rp;' s .. 
promisinr, SUI',f,cstion thcJt CO!lPAN "evaluLlte" ., 5yster.1 of superr-. .,rkets servine 

deprived areas ("Al'C(l:''') ... ·ill r.ain if, iTlnci1d of i1 "sf,ecial study", COl:rAl: 

esta~lishes a conti~uing relationship for assistinl', review of t~e markets' 

capacity for irnprovinr nutrition ldthout f,i1crificir.e financial roals. 

Review of impact or results involves CO~PAN in areas more danp;erous than 

the successful efficiellcy studies r.1ade in JUNALH C!1l0 el~ewhere. Few agencies 

enjoy outside evaluation tl\at threatens survival. Althouch partly a matter 

of style and approach, improve~cnt of self-evaluation or internal information 

system~\ differs substantively fI"OI!l conventional evaluation studies. An agency 
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that discovers deficiencies for itself is also more likely to do something 

about them. 
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OPGANIZU;C fOR ~lJTRITlOtJ PLAtHlHIG 

The approaches proposed Ilerc rcquire no structural changes at CONPAN, 

though the funct ions and tedlr,iCjues of present r,roups should be modified. 

a) Gesti6n de Proyectos - This Group Inanar.es projects, provides 

assistance (e.g., to JUNAED), and has been COKPA~'s principal contact with 

the outside worle. As CONPAt: rr.oves frolT: a lli"continuous "project" approach 

to continuing relationships with Government uecncies, Gestion is the loeical 

line group. Instead of project J'esponsibilities alonc, staff would have 

agency liaison assignmcnts, includine mana~ement of projects and contracts 

stemming from the a~ency involvement. 

fhe Group is also the hest vehicle for national inter-a[cncy coordi-

nation, though not for the rep,ional coordination now rroperly proposed for 

the Operations Group. Intra-·COl:PAN conmunicc1tion Letween the two r,roups 

flows from these related responsibilities and un expanded Lxecutive Committee 

will build external communicdtion. 

b) 9p_erati?~s~rour - The Rep;ional Project proposed for the 1978 

Implementation !'lull offcr's a promi::;inp. model fOI' CJNPAN assistclnce and 

coordination at sub-national levels. It is not a "Project" hut a joh 

description for Operations staff and only COtJPAt;'s need to finance Ly 

projects accounts for tl;e fLlilure to see tile GI'OUp as a line office with 

staff and budcet re1uirements fol' rerforrr.ance. 

c) Pla~nir.i?-_ and Analysis Group. - This Group has had most difficulty 

finding a role, partly hecause it has no! been viewed as a service arn for 

the line groups of CON PAll , The information system is not a "project", but 

the Group's continuinR task. If it is to serve them, Planning and Analysis 
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must know needs of other lroul's, and, at the same time, must help them 

understand the potential offered t.y the information system. Planning 

and Analysis needs the other r.rou!'s, too, for access to the acencies 

and regions that will he the generators and heaviest users of data 

analyzed by the Group. 

The Planning anc AnC!lysis Group will have no ·monopoly on nutrition 

planning. The other cor:rAN p,roups will be introducinr., to agencies and 

regions, the concertu~l framework and techniques of nutrition planninr, 

using Planning and Analysis as a t>asic resource in thE' pr,')cess. 

This Group is also the logical one for tlandlin~ substantive aspects 

of the orientatioll of inter-arency rroups, since it is "guardian" of 

planning methodolor,y within COr:PAN. rorr and content of presentations, 

however, require careful attention to the Leeds and psyc!Jolop,y of partici-

pants, Lest gained l~y consultation with CorirAN's liaison [cople. 

d) Admi~j~!ratio~ - As CON PAN relates l:lore to other ap,encies and 

moveS away from projects, new kinds of contracts and convenios are likely 

to be needed. Implementation plans and ~udr.ct~ will require different 

presentation. CON PAt! will, in effoct., be usinr. other r.;inistries as 

contractors, a practice inevitable under the new counterpart fundine 

arrangement regardless of prop,ram approach. 

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

as being unrelat".!d to, or even ar,ainst, nutrition plarininr,. A view more 

consistent with approaches to nutrition planning elsewhere would consider 

both to be important CON PAN resources. Althourh both have independent 

agendas, they offer permanent institutional, quasi-r,overnmental, bases 
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for the research and iIltcr'v~ntion tcstinr, service5 required by CONPAN. 

They are, in this respect, quitp 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 seem irrelevant. 

seen clearly, too, in "callcer planninr," in the United States. 

This is 

Independent CQt!IN and INTA agendas may ter.:pt Dr. r~onckeberE' to seek 

CONPAN funds for purposes relate~ only minimally to the ~sency's mandate, 

but that has not vet occurred. Reasona~le interpretation of that mandate 

offers wide 5co~e for permissible expenditures. 

The probler:l is one of balance rdthcr th'ln distortion. How much and 

what kind of rese,lrch makes the most sense for nutrition planning provokes 

wide opinion differences, r,ut the value of a tccl.nical research arm to a 

nutrition planning ar,ency remains incontrovertillc. 

lieavier use of INTA does not climinute <:ill contracts or use of 

Government agencies. The National Statistics Institute (I~E), for example, 

would have been u more logical choi~e for rese~rch on demand, even without 

the projected household survey that led to its selection. INTA may' ~,refer 

not to enter fields \4!.er'e existillf, contr'actors are outstandinr, and COliPAI: 

needs are lnely to 1:e intermittcnt. IIN.'(-vcr, some toroaJening of rt:TA 

capacity seems appropriate. Io;itll cm:PM: contl'ol of fund:> assuring consistency 

with CONPAN needs. 

Similar reasonin~ applies to CONIH. I{hen "planning" and "interventions" 

become complementary, CONI~'s role as a tester of both conceptual and operational 
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feasibility becomes more imp('Irta!.t. Unlike PLAOrN, for example, which 

showed that home [ardcns can add to family intake but could not show 

that the program WuS expandatle, cnrIH can also test system capacity. 

The nationwide center network and other operations distinf,uish it from 

typical coni~actors. COl':PAlJ failures to involve operatinr agencies L., 

pilot testing left valid concepts still untested for feasi~ility. 

COr-:IN offers another useful possibility for nutrition Vlanning. 

As third degree malnutrition declines, CONI~ centers will be available 

for the Chilean e~uivalcnt of munit ipal or community nutrition planning. 

Their family-oriented ul'prouch lea~s naturally frOM recuperdtion to 

prevention and, eventually, tu linkin~ of loc~l i~terventions in a 

broader attack on mctlnutrition. The Centers are, in this respect a 

vital arm of CONPAN. In the Philirpines, for exaMple, construction of 

"municipal nutrition centers" is part of the national nutriti.on planning 

approach. Chile will soon have them and CO~PAt:'S role need only be to 

help them broaden an~ refine tl.eir activitip!:. 

The new 7-person cOITIMittee formed by Dr. ~~onckeLerr, offers opportunity 

for better integration of Cm:Itl, INTA, ano tl:c ,.,inistry of I:ealth with cm:PAN. 

Unlike the Plannir.g and Analysis Group, clearly under COtIPAtI directi~n, CONIN 

and INTA are more independent service arms. Nevertheless, since all interests 

will be served hy closer colla~oration, it lehooves INTA and CONIN to be 

responsive to cm:PAtI needs. CONPAI/, in identifyin~ those needs, requires 

their technical and personal collahorcttion as ~ell • 

. f) !ech~ical ~ssistance. - Hany technical assh:tu!:ce issues go beyond 

the implications of treatine plannin?, and intervention dfo comrlementary or 
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even synonymous. ~hether CONPAN should execute a su~contract, whether 

it needs expatriate advisers, and whether particular individuals are 

appropriate, for exawple, are questions t~at this Peport omits, since 

they are influenced ty many factors beside pro~ram. 

CONPAN uses the csr and other contracts to meet staff needs. This 

blurs the definition of "technical assistance", a flexibly defined concept 

at best, though staff provided by c~r meet reasonaLle interpretations of 

the term. 

csr seems to Le identified with "planninr," and "studies", as opposed 

to "interventions", a classification that is neither useful or accurate. 

The analytical fr.Jmework and techni,\ues introduc('(! Ly Dean wilson are 

neutral, dictatinr no unique balance !'etween "[;]acro" plilnninf and "inter-

veLtions". The re<ll issue is isolat ion ver~;us involvement and COl:I'At.;, 

not csr, decides that. 

CONPAN needs to T:1.JJ.:e explicit the staff Ilc('ds for doinr. its work, 

including intermittent or hir,hly spf>ciali;',e(~ requirements that fit the 

narrowest definitiolos of technicill assistance. INTA ilnd others can fill 

some of these, with c~r also respondiri~. Or,cP the Stl~:~tt1ncc of what kind 

of people will ,,;ork t1t COtlPAl: becomes clear, CO!:P.AJ: can c!ecide the Lest 

forms for findinr .JilL! I'dyinr. ttlC'.n:. PeI'sonI1t'l rlannir,r shoulc.! rrecede the 

contractual and finill1ci.Jl issues tht1t now l'un!ell discussion. As buyer, 

CON PAN makes the choices, subject only to prior lel',al .111(1 other constraints. 

While available nationals Cdn I,rol'atly t.dndle rlost tilSI<S required Ly 

CONPAN, the Agency Ill'eds a vehicle for kecililor up with new developments in 

the rapidly chan~in~ nutrition planninf, fiel(]. Skillful use of the technical 

assistance contract c.Jn achieve this. 
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!~!<S)cL .. ?-;, ~:M:A...0rYn;T M:D STYLI: 

Tlds Report could t-.cJv~ 1ccn ent i tled "fror.1 I soleH ion to Involvement /I t 

for rindj!.l£~ ~;.1y' rl'qui res t Ii i:; fUIIClIlllellta I change in Cel,PAII' s approach. 

Despite important imrrovement since tr,e rreviot.:s Rcvie ..... , CONPM: is still far 

from what it could cdsily Le, an illte!"ral pdrt of tht> national institutional 

fabric. This reduces possihilitic~> fer post-lodr. ~urvivQI. The visible 

results emphasized!.,. rr. ~~ond l'l err, ,1re necc~~',ary, Lut not suffic}('nt, to 

keep CONrAN goillg. i.u i ll:illg sUI'~ort inr. con:;t i tuellcie:.; CIt .Ill lt~v('ls r(;fjuirez 

equal attcntion. Thi~ is Lest unc.~r!':tood Iy tho~;e in co~,rM: with most "f:rass-

roots" involvement. l'nlHe ~ome ~er.ior staff .... ho vic .... · the i\l'CIICY ,1S lattling 

on all fronts, and not just <'It liirl.est levels, they I'ecor,nize tloe lleed for a 

more conciliatory rOo;ture tow,lrd less politicClI l'lt'rncnts in the r,illistries. 

ripht ine isolates. : c i ni?, conci liatory invol v(>!;. 

a. Buildi~!.·~'!.:Jd.res - cm:PM! TlO\~ has models for e>:pullC!inl'. the concil-

iatory approach. fror.l .... 'ork in JUt:ALI: anc the Ref,ic,ns. The reCE:nt joir.t an,oint-

ment of Dr. t;icola" GOI:;:ales to CO:;PAI . .1nd tIle I-:in:stl"l of LC:illth offers ar.other 

even IT.ore promisi nr . \;hilp ror. ~~ol:ckel'l'rr"" rdiltior. to tLc I'ini~try iHld Dr. 

Gonz.§les' understallt!irw of nutrition p,l.l.nllir!)" nil (;L' it l'ader, pcssiLilities 

for successful l'ri,~r('-l,uil(~inl', exist throuri'out rovernmclIt. 

movinE into other dFl'llCies, the reverse, and joint apI'oilltmcllts. all serve the 

same purpose. !'y .JCCL'pt inr. the llC'ed for such I ricr,es, CQ!.:PAr: ~:cuIJ DC on Uie 

Wily to buildinp, t hc~. It is evel. pC'ssiLle t~lat Ll focd ('conor'ist, tacly needed 

in CONrAN, could be hircd ,Hlay from tLe ~lini~try cf Lilcienda or that Olle, trained 

by a year of work in COtiPM:. I'ould then be hired Ly the ~~inistry. 

b. Th~9IL~~.:ative ;,tvle - Planninr, arencies :"~5~ power often lose 

quality and impact I \' failure to develop part icipatory and colla::'orative 
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work styles. One \o.·itho~! pO\o.'er has even more need. 

In simplest term5, this means Eettin~ out of the office, finding out 

what agencies and pot(ntial heneficiaries think and know, helping freely 

and refraining from tLc temptatioll to pontificate. CollaL-oration implies 

building on what exists, not rejecting it as imperfect. CON PAN involvement 

in agricultural inforn:ation, education and scl:ool gLlroen5, for example, appears 

to have been just the opposite. 

The absence of a more collaborative f,tyle derives partly from the idea 

that agencies could riot be approached unt il CONrAN "had sometldnp- to offer". 

Now that the new counterpart funtlinr, arranpf'ment forcer. cm:PAI: closer to the 

ministries, it is imrurtant that rel.ltion~hip" tep,in with "soml'thinp, to learn" 

or "something to do tor.ether" 'I an effort to s£'rve as catalyst. CON PAN staff 
with collaborative skills and experience should train others. 

c. ~.!1..!-e!,nLl_l_2c~i~~~n.:..Maldnr. Patte!:.I:':: - People within CON PAt-: noh' complain 

of not being involved in decisions and of jndt·cision ar~olle those who are. A 

year ap,o, everyl'o<..!y was involved and nothing ~:cJs decirlec: finally. This 

exaggerates a prohlen that is still si~nific~nt in COKrA~. r'~anaf,ement needs 

to decide a) \:110 ..... ill be involvl'd, I,) In \,I:,lt tlcci~,ions,..lll(! c) ror t.O~1 

long. It is often r.1ore important that (~ecisiol.s rc tir:,ely and reascnably 

final thLln that tIll'), 1 e l'ir.ht. This sur.rf:.'~ts I:eed for the difficul't r..anage-

ment decisions tr.ut a) discussion has heen adequate I and b) the cLoice 

has been made. 

Attention to rroader involvement will rpduc( the internal communication, 

and related morale, rrohlems now botherinr CO~rAN. Concerll for timinf, and 

stability of decisions will alleviate the unrest of contractors and others 

dealing with co~rA~. Althou~h rroble~s of internal decision-making eo 

beyond the limits of this Report, their aerravation of lasic CONPAN conflicts 
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merits attention. Aller-cd CONPAN weakness in "~ettinr. things done" also 

stems partly from this cause. 

d. The Project Mentalitv - CON PAN implementation plans consist ________ .a-. 

almost entirely of "(,rojects". This flows fron early reliQnce on contracts, 

but is less appropriate in a CO~PA~ involved more heavily in continuous 

coordination, liai~on, dnu informcJtion l'espol,si!.ilitie;;. A "Project" is, 

by definition, finite <lnd GiSCOI,tillllOUS. TI:i~; ~;hift~ c.lt tel.t ion froll, the 

need for CONPMI sti.lff to rcl<lte r.:ore lro<ldly ~.;ith ministriC'~ and aeencies. 

These relationshil ~ involve occa~ional sUI POI't ill)'. prujects. h.:t are not 

themselves descr3LI~ Ie af; prejt·cts. 

CONPAr: and it:-. colla~.or'ator'~ ~t.ould 0:; r'cCo:'; their COl!'r.orl <l{'cndas and 

formalize tLeh' I'ddt iens I y cOI,venio, 1 ut tl.~:; ... ill r.ot ilh:dj"S include 

e>:ecu t ion c,f I'roj e c t s . 

dinatinr. nutritioll t,!,!L;cc.ltion ,)1'(, I,ot rrojcct~; ill tt.e ~_·dr.~' "t:rJ"e as specific 

studies or limited l'ilet t,,~.ts arc. 

a mystery. sincf' tLl' t itle ~l;"I'.t'St~ Ull,lVoi(~d! 1" ir.volvcr'·llt ·.Iith tr.e' rest 

of the A£cncy. 

p;roups with sir~dL1J' d~;l'ir'atiol.~· .. 

In the oIl' CC~:r·M:. "comilli; u!' \oo'ith nl'W rr(,jL'ct~" s(Pr:-ec.! the patr ..... ay 

to prestige, pO ... ·Cl'. and cxcite~cnt. In t~e re~ onf', t~is pathway should 

go from successful involveMent \oo'i th other .:u'pr;cies. ~ew ideas and new 

http:iivolvr,.nt
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projects will flow naturally from such involvement, assisted by work of 

the 

This need not lead to reduced presti~e for Analysis, CONPAN's entire 

conceptual framework eives 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 alleet'd lJy some, t his reflects CONPAN failure to 

ntegrate it properly . It is not academic to study economic and 

variables, for examr le, when tI le study makes intervention desi en more effective. 

Like INTA, the Planning and An.,lysis Group should have me money for 

what others consider r esearch that i :> not "u l'c ful". Dr, ~lonc keLere , \0'1 10 

emphasizes the unexpected application s of ha~j c r esea r ch , understa r ~th is 

better than most. 

to requests of 

of non-project 

The Croup 's maj or t a sk , lowe vcr, i s to serve by respondine 

feed i n . t o t hem zomc of t he routi ne explorati n 

t hd t i s c:;sell t i<l fO!' unc! r s t and ing roade r 

implications of i erve ntion r esult s . 

£) Sal~y.!,oli cies - Ttl!: COr.: ,, :1 s it u.1l iOI !>uffc·r:." a l one wit ~ pro l ems 

already mentioned , fl 'OI'1 - isp. l'i ti cs i n co I :-.<lt 10 .1nG e cU t s pai d t o people 

doin~ work of si m i l~r t cch l i ca l difficul t y . Arcncy r ec I 'ds verify s ccif ic 

cases ancl wha t peopl e t hink i s tt' UL' ray !"c Tl. r.' ir lort I.t tt an wha t ~. true. 

CONrA N Joc ~r.'t 1It'l.'d J :';1 1·ci.l 1 s t ud '; to I' cduc tl i :;. fd c ti on. Admin istrd­

tion can veto s hift s ( e . r .• t o a c iffe l' ,·" t C II t r..lc tor ) t a t !lu<!denly convert 

work neighl,ors. wit h ~qua l r ..l Y, int l ud ,j' .Jnc! 11'.1udy d val s . Limita t ions on 

contractor compcl1 :. .ll if .. 10 ;:C : • ... : 1 l C 11 1'10n jl l ,1. "I'l' r : :, ,.\ ~: cvl. l : }. .;1 ' 1 fro: . 

t herr, •. 

I n n t hri vi n; cr.! : r~, r\ , ~cl l c1 1'Y di$ crera l.d '~!:i ~.'oul d t c minor irritations. 

Ourtne the past y~ar. they argravclted an alrca<!v difficult situation. 
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corCLUSION 

Institutionalizing nutrition planninp, in Chile depends on what 

happens d~rinp, the rem~ining Loan period, now rxtended to October~ 1980~ 

Or. onckeherg's visihlc interventions buy time, but alone cannot save 

the Planning and Analysis Croup's work and the lin~ groups' liaison and 

coordination activities, the essence of nutrition pl~nninp that justifies 

independent existecce of COMPA~. They will ~urvjve Loan expiration only 

by demonstratine value despite the context th~lt lir.lits orieinal cOllceptions 

of Chilean nutrition plannine. 

CON PAN is aIr'eady moving ill tlte rieht direction. The lIew Executive 

Committee provides a framework for some ~ulti-sectoral coorcination, despite 

absence of ministE'rs and othf'r seniC'r tlechdon-makers. 1-\ore involvemt!nt 

with otlier agencies i~ inevi tal' le under nch' coullterpart fundir f. and COl:rAN 

work with JUNALB anti the I ~ eal t h ~~inistry offers promi:: inl' mode ls. The 

formal requisites fC'!' ,1 11 f'ffe c t )ve anti req (' c t\ ·d CO NPAII ex)!";t. Time is 

short, scars of past traurn~s remain, and trans latine these formnl requisites 

into action requires rreat s~ill and sf'nsitivit y . 
, ' 

ne task ahpad c:emilncs u lc'['rec of Il'utual foq~ ivenes s within CQlIPM" 

and ol degree of humi Ii ty t o ... ·ul·C those w i~~u.!.. that may Hem too much to 

ask. nc excellence of past lIct:icvcmentf;; t he potential for future 

accomplish~ent. i1n~ the importance of the ta s~ , shoul~ encoura~e favorable 

response. 




