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R E C 0 H ~~ E r~ 0 A T I r. ~I $ 

I. USAIO should extend the IUdl1 l1i.,bllrc;,c·;:I .. 'nt I·~riod by ,:It least one 

year, as soon ~5 possible. 

2. USAID should "n~uurclge clnd ~lIpp()rt CC~jP'\~I'" r:I!\,1 cnlph'-J"is on develop-

nlcnt of institutiuncll CJP~bilil\' lu ,'n:llv;~l', plan, Jlld cC'lordincJte 

in \'Iays useful tl) Governm~rJt, 

3. USAID should reduct: concern for projel.lc;, .ml1 view the loan as an 

institution-building instrumenl, 

4. USAID should give high priority to cstJbl ishment and functioning of 

an Analysis Unil in CONPAN. 

5. USAID should support CONPAN'~ Rcgioncll P~vjcct by encouraging Chilean 

Agency and U.S. Vuluntary Agency coopt: rcl t ion with it. 

6. USAID should join CONPAN in il1entifyinq stclff needed for institutional 

survival and plclnning for their permclncnt funding. 

7. USAID should er1courage and support CONPMI orientation of new staff. 

8. USAID should encourclge ,1nd support trclining of staff from agenq 

regional offices I ikely to be critical for Regioncll Project success. 

9. USAID should r'cview nlonitorinq practices c1Ild pl·ocedures, to expedite 

movement and reduce reliance on fornl,,1 t:('IJ:n:'.miccJtion'5, 

10. USAID should c1s,)urc thclt AnJlysi .. Unit work plclns re'5~und to 

imm~diate pol icy needs clnd nnl to ovcr"lr~!Ji~ ious conccrn for analys is ------'- -------. 
of a~4 malnutrition's varied Ccluses. 

II. USAID should hclp CONPAN clclrify institutioncll responsibility for 

.~. 

relc1tion'ships I'lith nation<ll offic!!s of Government agencies, in 

prcparation for reJuction of prujects cllllong the agencies. 



12. USAIO should encourage CONPAN to develop a simple m~nual to guide 

ueccntral ized corrrnittees in multi-sectural nutrition planning. 

13. USAID should continue I!fforts, in Chilean and u.~. Covernment 

contacts, to l'!<.hibit confidl..'ncl! in CONF'/',U'~ c~pacity. survival, 

clnd ability to influence p()o.;iriv~~ly Chill'"n social d<':'1clopment. 
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Third Annual EV.:llu .. 1[illn of Chile NUlritio/l D~velopment LUJn (513-T-066) 

by NC\"I Tran:-; Century F'uunu.:lt ion 
(J~mes M. Pines, Consul [~nt) 

Field Visit - Sl.'ptcmber 5-13, 1979 

The Nutritill!l Developml.!nt Lo"n, siql1l.!(.~ Or.:tuber 23, 1975, contem-

plated $5,000,000 in disbursements over fUllr YCJrs. In 1978, USAID 

extended tile disl)lJr~~'ment period t() Octubcr, 1980. By J.lnuary, 1980, 

Jbout $3,000,000 I .. JiIl h.we been disburseu, but it is Jlre"dy clear th.:lt, 

'\"lithout further extension, an unuisburst!d b.:lIJnce will rcm.:lin at the end 

or the extended 10Jn period. The Chile.:ln N.:ltionJI Commission for Food 

.,nd Nutrition (CONrAN), implementing . .:lyency for the LO.:ln, replaced both 

President .:Ind Execlltivc SecretJry who hild resigned, IJte in 1978,.after 

expt!ricncing signifiC.:lnt reduction in power by Government decree in 

October. 

The slow r.:lle of disbursement and recent turbulent history raise 

doubts .:Ibout future of the LO.:ln .:lnu the relJtcd future Gf nutrition 

plil"ning in Chil~. The Report explores progress of CONPA~I since 

the evaluation in June, 1978, Jnd, rel.:lti.l1~l rh.Jt progreS$ to CONPAN 

hislory.'Jhnd th~ Cllilc~n context, provide", conclusions .lnd recommenda-

tiolls ror USAID 9uiu~l1ce. EMly dl!cisioll 011 LO.:ln extcn~i()n is 

essential r~r CONPAN planning Jnd r.lllrale. 

http:rclati.ng


HISTORY AND CONTEXT 

" . 

CONPAN's history can best be understood b~ reading the two 

earlier'evaluations thelt preceded this Report. Theyemphelsized 

the important role of Or. FernanJo Honckeb~rg in generating 

political support, and providinq initial mcmentum, for nutrition 

planning in Chile. Or. Honckeberg's power olnd approach involved 

political and bureelucratic risks JS eln inevilJble price or progress. 

His resignation, and tholt of his chosen Executive Secretary Carlos 

Schlesinger, reflect partial 10ss or their (].1J:1blc. CGNP/,rl's 

existence and survivell, unlikely Ivilh utiler inili.Jl IC.Jdership, 

rerl~ct success of the gamble. The olsgre~sive, orten a~rJsive, 

tactics of these e,1rly leaders Il!fl ll1i,jny (],lll1.Jged cgos in the 

bur~aucracy, but .Jlso left a nCI" institulion Ivith potenti,,1 ror 

importolnt imp.Jcl. 

Or. Nicol5s GonZc1lez .Jnd H~ctor Selnchez; the new ICJJcrs, 

inherited a CONPAN Ivith cl ipped Ivings. The October decree 

removed Article 5 of the founding decree, Ivhich seemed to give 

CON PAN power to establ ish norms JPpl icable to other agencies, 

without consultation. Stripped of the pOI'/cr to impose tt-,eir 

wi II, which Honckeberg and Schl~singer were unable to do anyway, 

lhe new leadership wisely adoptcd J concil iJtory approach. 

Soothing ,damaged egos and avoiding any olPp~elrance of desire for 

power, they presenl ol CONPAU more consistent with the Chilean 

context. 
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That context, despite macroeconomic policies that give nutrition 

little attention, slill offers C~NrAN opportunity to encourage 

and support a useful nutrition planning prGCCss. The 10-year 

Project Goal, fifty per cent reduction of mllinutrition Clmong 

vulnerable groups, rcmClins a realistic .J~pirCltion. 

The context includes a Government comraitment to "social 

development" that, in effect, ~l:d'j to null i fy the negat ive 

impacts of economic development. Spending more than $100,000,000 

annually on feeding progr.,ms cJlof1e, in cJ clluf1try \"herc e'.aim.Jtes 

of 15 - 20 percent inrClnt mcJlnlltritilln <Ire de(.'rncd high by somc 

informed observer5, Guvcrnmcnt oLltl,'y::icuuld c,'5ily conlr01 

malnutrition problem5. Ineffici~r1CY clnd 1..Je\.. of focu5 reduce 

current impact. The new decree permit5 CONPAN to seek influence 

in feeding progr.Jm5, hCCllth and education, provided it 5taY5 

aW<ly from agriculture clnd othcr ~ey economic sector5. Though 

the decree reduced .Jnd wcakel1eJ CONrl\N's i311ard of Director5, and 

hence the Org.Jnization'5 national power, major opportunity for 

influcnce at dccentr<llized level5 rem.Jins. 

The ChilcCln contcxt al50 cmph.J5i;:c5 dccentralizCltion of 

Government opercJtions, maximum fea5ible t~an5fer of functions to 

. ,'1 . private Industry, .Jnd general reductIon of .Jgency budget5. These 

concerns I imit scope Clnd influence style of CONPAN, but still 
l 

leave opportunity for effective action. tlutrition planning in 
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Chile will differ from other countries, \·dll be less visible than 

AID and Or. Honckeberg expected, but ~ stil I do some good. 

It is unfortun~te that, after four YCurs, achievements and 

poten!i~l are still so fragile. USAID requirements and CONPAN 

inte.rnal problems iniluenced the appc:\rcntly slow progress, but their 

performance should not be blamed too much. The Project Purpose, 

institutionalizinIJ " nutrition plc:\nnin9 JHI1CL";S in Chile, was and 

remains far more difficult than they expected. It is still worth 

pursuing and may eventuul Iy be achieved. Th~ investment Jlre~dy 

mude, the reasonable probubility of success, und the benefits attain­

able even if CONPAN fades away, mJke extension of the Nutrition 

Development Loan c1 sound decision for USAJD. CONPAN's history ~nd 

context provide sume bc1sis for confidence. Recent progress and 

current plans offer further support. 
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Progress and Plans 

CONPAN's r~l~tively orderly trJnsition to new leadership and 

approach suggests institutional progress. Though some things changed, 

enough continuity of people and activities remains to support the 

impression of institutional survival. This is an important accompl ish 

ment, since Govt!rnment attitudes, Dr. Monckeberg's fall from grace, 

or inept new leadc"ship could easily holve destroyed it. 

The 1979 Implementation PI~n, prepilred after the nt!v/ gr:>lIp 

entered in Januolry. compares favor~bly with carl ier one~. More 

important than rhe nineteen projects dC5cribcd is the sen~ible, 

real istic, appro.Jetl to CONPAN's futur\.:. RL",i,.ting tht.: n.,tur,,1 urge 

to cll!an house "nJ sed, "bolc.J nC',1 i,liti,lli,<:~,", the nC\'1 ICJders 

emphasize consolid.:ltion \lnd "~onceptu('lil,1tion". a rethinking and 

clarification of wh\lt h\ls alre\lc.Jy bcen c.Jone, 

They propose to develop CONPAN's intl!rn.:ll information system 

and capacity for analysis, as recommended in the l.:lst eVJluation. 

The Plan includl!S a "Regional Project" th\lt can serve JS the model 

for both process and content of nutrition pl.:lnning. The new decree 

forces CONPAN to be a coordinator ~mong equJls. ~ the imposer ~f 

norms. and the Plan acknowledges this. New projects flow from the 

inform~~Jon, analysis, and planning goals, instead of from creative 

inspiration. Pending project activity makes meeting of full Loan 
.' 

disbursemelt goals. assuming at least a year extension, C'Juite 

reason~ble. 
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This 10gic.J1 .lnd orderly .lppr-l1,lch ,:,,~pl~ml!nts \'Itd I CONPAN's 

more exciting culy experimcntJI style. The institution now needs 

to filter, system.1tize, c1nd use the d,H.1 .Jnd pilot project experience 

accumulated in the first four yeJrs. Current plans respond to these 

needs. 

It is too early to assess performance of the "ne\'/" CONPAN. 

From October, 1978 to January, 1979, the Or9anization was busy with 

internal matters. From then till ~pril, the Implementation 

Plan required extensive attention_ Rencgotic1tion of the technical 

assistance contr~ct .lISO consumed excessive mc1nagement time, but 

arrangements nmol appear satisfactory. 1\1 though the current leader-

ship scores \oIell lIn plc1nninu .Jnd ord~rly la,lrl.l~emcnt, it remains 

untested For mc,1~urable subst.Jntive ,1cCUII1;.II ishment. 

Some promising signs exist. The N~tionc11 Hec1lth Service (SNS) 

c1nd the Nc1tion~1 Schoul Feeding I\gency (JUNI\EO) h.lve nc.:w convenios 

(agreements) wi[~ CONPI\N c1nd complc1ints .Jbout their poor cooperation 

have dec I i ned in CONPI\II. The RegionJI Project in TJlca, 

supported by thl! new Intendentc (ProvinciJI Mil itary :'overnor), 

begun with encour.lging reception from p.lrticipating c1ger.cies and in 

related multiSl!ctoral seminars, offers cl promising model For 

nutrilJon plc1nning. The system of "sensores" carefully selected 

heJlth centers c1ssisted to provide aCcurJtc data, will give CONPAN 
,-

and the Health Ministry c1 surveillc1nce sy~tem for monitoring 
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nutrition status and assessing intervention impact. EJrly work on 

promotion of bre"st feeding hJS prOlJuced uSl!ful educatioi"l mJterials 

and another pilot proj~ct that builds on lessons learned, combining 

food supplementation with training of health teams and educntion of 

pregnant women. The Institute of Food T~chn(Jlogy, Dr. Munckeberg'S 

creation, remains an important CONP,\N resource and I inks ~o/ith 

universities have increJsed. 

These bright spots must be viewed Jyain~t a background that 

includes four years of fruitless COllPAN effort to build an "Analysis 

Unit". The new administr,l[ion c:<rects [0 hire tl"O st"ff people to 

run such a unit within ~ month, but there i~ nothing at present. 

The Information Unit JL'veloped well duril1q the past six (Tl(Jnth~, but 

"nalysis of thl! inforlll .. ,ticn rCI11.1ins Ill.!qliC)iblL', nor is it clear 

what "analysis" l"il1 nll'o,n, or h"IOI it l"Iill hI.! used, if and lo,he'n the 

unit exists. 

Progress tOl"lard institution.J1iz.Jtion of oJ nutrition pl"nning 

process depends he~vily on OutcO~1.! of the R~gional Project. CONPAN 

involvement with individual agenciL's assists their intra-a~ency 

nutrition plannin9, but is far frOnl the multisectorial coordination, 

focus on at-risk groups, and joint planning contemplated in the 

Regional,rrojcct. USAID should support the Regional Proj~ct strongly, 

using its influence with other agencies to encourage non-defensive 

.' 
part ic ipat ion. 

USAloO" also needs to confront a~aradoxlcreated by the Loan. To . I 
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institutionalize, (,nd ~~~., pl!rl1l.,ncnt Polrt of .. t..h~.Chilc:a!, 

information, an~J~~ coordination, and-pI.lnnin~. The Loan 

encourages "projects" that require lcmpor.Jry staff and divert 

attention from thl! more fund.lmcntoll tasl..s. When the LO.ln ends, 

th~ Chi lean Gov\!rnlllcnt wi II fund s()me perrn.lnent staff (c.lllcd 

"planta"), but there Ivill be little project money. Some 

overlup exists, bllt the Loan's projcct enlph.1si~ diverts .lttention 

from the stated LOun purposes. ~,:!scess in il11e.~menti~9.projects 

.QOI~ has only a limited reloltion to eventuoll existence of an 

independent CONrAN thut manages nutrition plunning in Chile. 

Appropriate USAIO response to this built-in contr.ldiction 

requires accept.lncl! of slower project funds disbursement, if ~he 

reduced number of projects reflects incre.lsed "lttention to CONPAN's 

institutional development and role. The response should also 

incluL- .•. ~cching funding .luthority to permit support lhat may 

not lend itself to classifiCution by project. The information 

system, for example, is not a series of finite "projects", but 

the outcome of a continous process. 
I , 

[CONPAN1S pl.,ns olre consistent I'lith LUun purposes .lnd with 

the reQ4'irements for survivc11 after the LO.ln. They emphasize 

building of a strong institutional base (information, analysis, 

" ." plc1nning ~roject n~nitoring , a core staff that can function 
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without projects, "nd friendly I inkilges with other agencit!sJ'-: 

Though still undenvay, recovery from pa~t demoralization seems 

assured. USAID could reclson~bly have exp~clcrl more from four 

years, but also could helve received much less. It has received 

too much to ma~e termination of the 10eln in 1980 a permissible 

al ternat ive. 

Institutional ization of a nutrition planning process is an 

elastic Project Purpose. If CONrAN should be cut off by the 

Government after the Loan, for example, there lOIay still have 

been achievement of the Purpose. The \v~ys of thinking now being 

promoted by CONPJ\r~. in the Regional Project ilnd arrong individu,,1 

agencies, wil 1 remilin and become pilrt of vilrious agency approilches. 

The planning prOCl'SO; includes both formcll mechanisms and successful 

introduction of id~as. USAID should not overemphasize formal 

outcomes, which are more visible, and neglect less tangible 

manifestations of impact. CONPAN's new, less directive role and 

style may produce il less visible, but equally effective, nutrition 

planning process than was anticipated. 
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The transition to new le~dership brought subs~antial changes 

in CONPAN staff. At least ten new fuces oppeared and more are due. 

Five people left in August, fol lowing that many before, and another 

five will go befur~ J~nuary. This revolving door impression hides 

the impressive continuity prev~il ing throughout a very traumatic 

period. At least eight veterans rem~ined and CONPAN did not fall 

~p~rt. Though new st~ff hJve assumed i'ldministrative responsibilities 

well, some staff training in substantive nutrition planning would 

help insti~ution<1·1 continuity, 

CONPI\N's COllI r.1Llu,,1 ,'rr,'I1~ll'ml'l1l<; (.1I1.lpl iCi'lt~ i'lSSc.'s')ment of 

staffing. From inception, the '.lrC).,niZJI inn had a core st~ff paid 

by Government, p~rsonal services contr~cturs, a few local consulting 

compeny staff, and a technical i'lssistJnc~ group, all sometimes con­

ducting themselves as CONPAN" ~mployces. Because the number of active 

projects varies .1t "ny time, the number of "CONPAN stuff" ulso 

fluctuates. As the new leiluership reduces projects and builds ins­

titutional strength, st~ff requirements and funding should become 

cle~rer 

n;€ new directors emphasize the need to expand "pla·nta" beyond 

lhe current seven profes~ionals authorized by Government. Their 

tentative brojections contempl~te ~)four people in Information, 

b)Four.- In Analysis" (including two from technical assistance) ,c) four 

in Regiona·j ~~ojects (planning), ~nd three each in Project Monitoring 

http:Iarr-r1c(i.n1
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.lnd Administratiun. These eiqhteen pr(Jf~· : mills would provide <In 

adequate base f~r the future CONPAN. uSAID needs to consider - .. ---...--- - --_ .. -
~opriate arrilngements for m..lint.Jininq tl1..:m during the Loan period 

and funding them thereafter. 

CONPAN ~ill bl! at full strength when (·.· .. 0 vilcancies in An.:llysis 

arc filled, but can remain so only by v.Jrious project ~rrilngements 

and other devices lholt detract frum inst i tut ionill cont inui ty. 

Regardless of funding methods, USAID and CONPAN both need to think 

more about building the permolnent staff nu..:leus required for effective 

survival. The usc of person.ll services contracts to avoid personn~l 

ceil in9s, not un~n0wn within USAID, seems unilvoidable. USAID and 

CONPAN must ider tify some minimum number, Sl.!pilrilte from projec~ staff, 

essential for institutional survival and begin making the Cilse for 

eventuoll funding or them by Governmcnt. While budgetary I imitations 

make increase of planta unlikely, possibilides for having staff 

detailed from (e.g.) JUNAEB, the Health Ministry and JUNJI should 

improve as CONPAN' s vol I ue to them becomes more ev ident. 

B. Management 

Consol idiltioll Jt CONPl\N includes impruved management. Relation! 

with US~ID, after some initial fencing, stubilized comfortably and 

paper flow moly even holve accelerolted. Contr.:lct monitoring within 

CONPAN wil:l' benefit from new stJff .lnd procedures, and personnel 

management remains adequate. 
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At the last cV.:Iluation, CONPflN .:Ilre."l, a",d the mnnuc,ls, pro-

cedures, and Flow charts som~times .:ISsoci~led with good management. These are 

now better than ever. Assessment of m.:lnugement requires more atten-

tion to underlying realities such as work habits, morale, and output. 

Here, too, the nCIO/ CONPAN offers reuson rllr modes t opt imi sm. 

Despite shortness of the evaluation visit, iome consistent 

impress ions emerged. CONPi\N is not out or the 'flOods yet, but v in­

dictiveness and resentment seem manugeuble. Some uncertuinty about 

tenure remains umong stafF, but li~tle bitterness compared to that 

encountered previously. CONPAN is c.:llmer und more orderly. It is 

too early to know what this mCJns for productivity. 

USAID needs to recognize thut the trJnsition is fur from over. 

New stuff, however competent, must leurn the ropes and new contractors 

shure their lack of CONPAN experience. The Directors have not yet 

conveyed their sensible vision to other st~ff und CONPAN could easily 

becurne a group or guod .:IdminiSlr.:ltors who don't understJnd what they 

are administering. 

From the USAID point of view, the new CONPAN will be easier to 

deai with than the old. It follows tha·t USAID should eXJmine monitor­

ing practices and procedures to be sure Xhut the new CONPAN leadership. 

is relff'ied of u'nidabie burdens'. Scrutiny of INTA contracts, for 

eXumple, can be relaxed since Dr. Monckeberg's departure from CONPAN 

removes po~sible conflicts of interest. Excessive attention to minor 

n.ltters and sm.:lll sums should give way to increased concern for a 
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future wlthou~ the Loan. USAIO and CONPAN have suffered and progres-

sed together for four years and are still afloat. It is time for 

mutual confidence and trust to replace over-rei iance on formal ities. 

Regulations clearly continue to apply, but long-time partners should 

develop techniques for expediting their appl ication. 

C. The Approach to Anal/sis 

Nutrition planning agencies throughout the world prefer the 

refuge of studies and pilot projects to the frustration and tumult 

of planning and operations. CONPAN, too, has resisted arming iOt_ 

sel f with useful pol icy analysis and seeking to apply it. The 

Regional Project represents a first fragile entry int~t~e fray and 

needs plenty of encoura~ement. USAIO should give it priority, even 

if this delays other activiti~s ~nd disbursements, bec)use it is 

most critical to Project purposes. 

CONPAN jnabjl ity to develop a re~1 Analysis unit and progr~m 

stemmed partly from desire to "n"lyze everything. Nutrition planning 

emphasis on multi-causal ity encourages unproductive attempts to 

explore all causal factors simultaneously, inst~ad of linking ":"Ialy-

sis more directly to ilT1Tlcdiate pelicy needs. It is important that 

CONPAN'S Analysis Unit, if and when est~hl ished, be v i .. w • rf '3S an 
o • 

; I 

~junct to pol icy, J tool to Jssist Region"l planning QIIU I.IJordinatlon 

of nutrition-related activities. It should respond primarily to 

questions from the Regional Committees (assuming new ones'will be 
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formed) and their CONPAN guides. The technical assistance group. 

that will work with ~hc Analysis Unit, should be used to help 

answer such questions, not to develop el~borate information sys­

tems and analytical models. 

O. The Approach to Planning 

The Regional Project contemplates formation of mul ti-sectoral 

committees to be guided and coordinated by CONPAN. The one already 

rormed in Ta1ca, and any others, I·d" ~ be chaired by a CONPAN 

representative and the Agency's role includ~s only training and 

intermittent technical assistance. 

Limited resources and a commcnd.lblc desire to avoid :,pawning 

"I ittle CONPAN1s" outside Santiago influence th~ approach. In 

Colombia and the Philippines, fQr eX..Jmpll.:, staff from thl.: nutrition 

planning agency plilY a more dominant role in regional, provincial, 

and local committc~s. Chileun governmental structure may make 

decentralized multi-sectoral coordination easier, but USAID and 

CONPAN need to acknowledge, and compensate for, the higher risks 

associated with the modest approach being tried. 

The ansence of continuous CONPAN presence makes transfer and 

acceptance of a corrrnon methodology more critical. If other agencies 

take nutrition goals seriously, and share an understanding of how 

to pursue t~~m. the need for outside leverage diminishes. This 

requires training efforts beyond the few short "seminars in the Project. 
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USAID should support more ext~nsi'lc trainillq For agency representa-

tives on the committees, to ofrsct luck or continuous CONPAN 

presence. 

It is too early to assess I ikely outcomes of the Regional 

Project. Current emphasis on getting agencies to focus resources 

on malnourished areas and families makes sense, but is only a first 

step. CON PAN is not yet ready to guide the agencies in joint plan-

ning to reduce malnutrition after that. A simple manua1 for community 

nutrition planning will soon be needed. Current CONPAN efforts to 

perfect the methodology, though useful, should not be allowed to 

delay development of guidance materials based on knowledge already 

ava i lable. 

E. The Projects 

CONPAN's proj~cts range from $15,000 data processing tasks to 

S400,OOC pilot activities intended to produce nationally appl icable 

models. Technical assistance efforts in feeding agencies are also 

called projects, because of incidental studies and beCJuse the 

people providing help are not "pIJnta" (Government-financed) staff. 

The new leadership's "reorientJtion" of the Drojects <1dded some 

. clarity pnd specificity, though .these were not critical needs at the 
" , 

last evaluation. More important, the projects are now viewed more 

integrallY~'both among themselves and as packages related to CONPAN's 

institutional goals. 
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This is especi~lly visible and po)itiv~ in Informatiun. Projects 

on mortality dat.l and cl 1974 surv~y, ror I.!xJn1ple, relate clearly to 

information goals and' build on earl ier I'lork. The I ibrary, a basic 

information bulletin, and a tape incorpurating all CONPAN studies, 

reflect an orderly view of information and how it will be used. 

The Information Unit uses projects to support a routine indispensable 
-----~---------------- ... - ~ ... _." -- ,- _ .. - --.------
function. Absence of an Analysis Unit makes this impossible in ana-
pz= - ------- -- .-. -_. -. - --- ._-----

lysis. Most projects will be relevc1n.E_~_~~!nalysis Unit, but 

without 3 Unit and related plan, their use remains uncle9r. 

The Gestion de Pro_y~£!.?~_(Project Management) U!1it serves .9the.r.s 

and is not a progrc1m office. This crec1tes J~~od a gao in 

C~N. Generation and appl ication of projects in individual agencies 

(e.g., JUNAEB, JUNJI) have no continuing base in the Organization, 

as do Information and Analysis. 

If the Regional Project Unit becomes a key part of CONPAN's 

continuing operations, it may assume the role of applying the findings 

of projects with individual agencies. If not, follow-up functions of 

the Project Office should expc1nd beyond monitoring of individual con-

tracts, to provide institutional continuity. 

This issue does not require immediate attention, since contract 

staff in current projects with individual agencies function I ike 

permanent CONPAN employees. As the number of projects shrinks, CONPAN 

will need to clarify institutional responsibility for relationship 

with naiional offices of social d~velopment agencies, to assure coordi-

nation and continued technical involvement with the agencies. 
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F. The Mechanized O~ta System (MOS) 

The comput('r-.l'lsiSlCd sy~ll'l11 rur monitoring inventuries ilnd 

losses of food in voluntary agency and governmental feeding 

programs, originJI Iy a USAID initiJtive, became a CONPAN Project 

and contln~es to function. The Ministry of Heal th, satisfied with 

a manual control system, refuses to participate in MOS. 

Under some circumstances, this refusal could indicate serious 

problems in CONPAN's abil ity to coordinate and improve collection 

of inFormation. \Jhile the Ministry's participation would offer 

advilnt~ges, refusill ilppears to be no more than an honest difference 

uf opinion about efficiency in gcnerJting information quickly. 

CONPAN receives the Ministry's manu~1 ly-obtJined data without delay 

and there is ~mple exchange of other inforc~tion with the Health 

agenc i eS. 

The Ministry of Health may enjuy refusing il CONPAN request, 

but the matter is hest vie\'~ed .,~ cl r:1inor part of th~ brtJ.:Jder rela-

tionship between tht:! t\vO institution':.. Thc:.' current rcort~.Jnization 

within the Ministry moly benefit CONr~N, whuse role and pusition have 

alrec,dy been confirmed in it. 1\'5 the n~\'1 r'~Ic1tionship clIlt:!rges, the 

MOS issue may come up agJin, but it is a.minor annoYilnce that does 

Illtle ~~mage to CONPI\N's position or crfectiveness. 

The Ministry of Hacienda's decision to disallow rental of a com-

puter termipal, for placement in CONPAN, might also have been interpreted 

as ~ blow to the orgJnization. Investigation indicated that it WIS no 

more than appl ic.1t ion of a general policy I imi t ing computer-related expen­

ditures. Abs~~ce of the terminal will not limit CONPAN analysis efforts 

seriously and does not reflect any attempt to disparage CONPAN. 
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The Future 

If Loan disbur~~mcnts cPlltillll ... · lhrllu~11t 19RI, or lunq('r for that 

matter, there is 5till no 9ll.1r')Il!~·l· lh.il CO~lrAN \"/ill ~ur'li ... e. The 

Chilean politiccll c;ituJtinn, rp.I,,~i'II'5 \·:itl1 th~ United Sr.)tes, and 

Government economic pal icies, far ~xJmpl~. could c~sily c~use 

CONPAN's demise from disinterest Jnd ne91~ct, if not frum malice. 

Nutrition goals receive some Jtt~ntion, hut m~ny others come first. 

This should come as no surprise to USAIO. The Loan involved 

calculated risks from inception and Jssessment of the future involves 

judgments about them. InstitutionJI I inks built by CONPAN have reduced 

the risks and improved the gJmble. 

ODEPLAN, the nJtional plJnning agency, approved CONPAN's recent 

budget without ado and asked the Agency's help in reviewing benefIts 

of the daycare pro<]rJm. The Ministry of Foreign Relations invited 

CONPAN to represent it in an internJtional conference. Despite some 

acrimonious bclttles, the Ministry of HeJlth I istens to CONPAN frequen­

tly. Ministry datJ collection, staff training, and maternal-child 

care bear CONPAN imprints that reflect mutual professional respect. 

The Regional Project begins CONPAN's I ir.ka9cs with decentral ized 

governmental operations. Other agencies .. short of funds and staff, 

look tdtONPAN fOI" \york they formerly did for ~hcmselves. 

ODEPLAN or'th'e Ministry of Health may absorb CONPMI. Even the 

nclmc could ~disappear, but scilff and functions are I ikely to remain. 
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Nowhere else in Government is s~ciJI plJnninQ, especiJIly for nutri­

tion, more adv~nccd, and CONPAN is now J u~~rul source 0' information 

and help for others. This may be more u Cunsequence of Chilean 

priorities than u tribute to CONPAN. but supports the institution's 

sl.lrv iva 1. 

When the lOJn finishes, CONrAN's prujE-cl days will be Over. 

New activities I-Ji" be part of '1iniscry I'/lld;, developed jointly with 

CONPAN. A smal I CONPAN core ~ro~~, fin~nced entirely by Government. 

will provide analYlicJI st,.-Iff \'Jorl.., techni.:.JI .JSsist.lncc , and 

coord inat ion for d'Jcn~ it..'!. in -;'Jr i.) 1 dc've 1 (','llli ' nt Jnd, l.ltl'r I poerhaps 

others ~s well. Pl)lvl!r \'/i I I C.1111(, fr.,'!'! COnln'.Ind of inftlrnlJ: ion. know­

I,.:J~~ of OIl tern,ll i\'~" Jnd CLI/l'''~'llJl'n'':t'~ I ;lnd I tr,)ck rt'C''I'd fur 

improving efficiency and nu:rition impact. 

This vision differs frol11 C(lnvention.:!1 vi('we; of n.ltit)nul nutrition 

plunnin!). but is l·qu.~lly vill id. USAID need helve no qualms about 

con[ inued support for achievement of such purposes. It ~hould concen-

tr<lte now on helpin!') CONPAN to identify other funding sources and to 

strengthen abil icy to deal with them. USAID must also show confidence 

in CONPAN. appear to take survival for granted. and otherwise support 

the trunsition to ind~pendence. 




