
NUTRITION PLANNING IN CIIILE 

A RE!view by 
New TransCentury Foundation 
James M. Pines, Consultant 

1789 Columbia Road, N.W. 
Washington, D. C. 20009 

Field Visit 
Santiago, Chile-March 2-16, 1977
 

Washinqlton, D. C. 
March 25, 1977 



TABLE OF CONTENTS
 

Page 

RECOMMENDATIONS .................. . i
 

2METHOD .......... ........................ . . . ..
 

THE CONPAN CONTEXT ..... .................... ....... 5
 

THE BASELINE .............................. ..... 8
 

I. THE EVALUATION
 

A. CONPAN Today ..... ..................... 10
 
B. CONPAN as an Institution.. 1................
 
C. Leadership and Doctrine ...... ................ 12
 
D. Program ......................... 13
 
E. Resources and Internal Strucutre. .. ........... ... 17
 
F. Linkages ......... ....................... .. 18
 

SUMMARY ........... ........................... . 21
 

II. SOME CAUTIONARY NOTES ...... .................. . 22
 

A. Internal Information. ................. 22
 
B. Expansion: Implications and Strategy ........... ... 25
 

1. Expansion and Learning ..... ............. ... 29
 
2. Efficiency and Expansion .... ............. ... 32
 
3. Expansion and Volunteers .... ............. ... 35
 

C. Contracting Procedures ...... ................ .. 38
 
D. Relationships with other Agencies ... .......... . 40
 
E. The CONPAN Relationship with USAID ............ 46
 
F. New Performance Indicators.... .............. 48
 

III.THP FUTURE
 

A. Future Technical Assistance .... ............. 50
 
B. Lessons for Nutrition Planners... ............ 52
 

1. Trainij. .. ........ ..................... 52
 
2. Staff Selection ..... ................. 52
 
3. Tackling the Agencies ..... .............. 53
 
4. The Need for a Community Entry Point ......... . 53
 
5. Tackling Food for Work.... .............. 54
 
6. The Need for Flexibility.... ............. . 54
 



C(NIAIj fih;:i d c,ItII wlar: ft, 1t., h-veiIt) ( li atiol, J act: ic .s, and
 

ilt(u hh1,11III(fll lil ll t Lwl-,:,11 'tl! 1 1,I I t! I -i I:% i tl 10I I t 1 ii d I t ill 1IioniLtori lu oof: s ililite:!; to (,ver t: i ) I(Ailip I mlIILIt -i...I!u f i1Iuji : jJirui jcauui
acti vi ties. 

CONPAN should sifjt eliphasi. ou q xe(.jI aLti on (qt furtherinformation to iz:?ation,org compari.son, and innalysi..s of material

already available, by formi ng the proposed An.iiy sI. Group.
 

CONPAN shotild a.u;!511l)e and clitaog ite avaiilabhi e nutrition-related
 
inl ori I L ioII 
fromU th1 r sut ors, and f. r()i t i t ownil ail , in a ': enItr, 1location and develop procedures for a.<isuring conLintnotis collection. 

CONPAN should recoy nJSe Lhat .i id(ntifjc(ili ofi intue rnVrition
 
costs and benefit.; through present 
 studies and pilot projects will
be specific to the polulation characteristics and conditions studied,

hence of limited general application to other populitions and
 
locations.
 

CONPAN should inivolve all agencies likely to paltJicilLate inany eventual national program in the initial discussion and plan­ning of studies and pilot projects 
 that may restilt in later expanded
activities.
 

CONPAN should develop, and di.sen iniit widt y, procedures for
assuring that all potential contractors 
 a) know of its needs, h)are offered regular opportunities for responhin j to them, and c) if

selected, receive orienLation and performance 
 raLings. 

CONPAN should conLntine trying to bui.ld i responsive information
system in the Mini.stry of Agriciilture and USA]ID should provide
maximum support to this effort. 

CONPAN should assist USAID to justify further PL 4180 contri­butions to the Minimum Employrient Program by marshalling evidenceof its potential value for preventing malnutrition at little costand thereby reducing need for more expensive supplementary feeding
and recuperation centers.
 

CONPAN should give more attention to th, pri)blecits of a) mohilizing,
b) screening, c) trai.rinq, d) programming and e) supervising andcoordinating;, the incruafsd number of volunteers needed for expansionof Recuperation Center and Breast-Feeding Center projects. 
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,u!COMbibENDAT 01 1 5tfJ - CO iP'i I (Coll. niIu d) 

CONPAN should continue currenL emphasis oni leatrning by doing, 
but should insulate program from dulays inherenL in the process 
(page 30). 

CONPAN should assess carefully the costs of pilot projects 
before proposing expansion, to identify elements that may be 
omitted without serious impairment of results.
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RECOMMNI~hDATIONS - C(OIIAN ANID USA I1) 

USAID and ,lioul view their r]lationsh~ip as a colla-CUNI'AN d 

boration, making special efforts to accommodate to the constraints
 
of their separatu bureiucuracivsl and to th, i r diiffPer ent anaqellent
 
styles.
 

USAID and CONPAN should revise output indicators to reflect 
more accurately their shared understanding of desired results and
 
accepted criteria, including indicat6rs of COnrPAN consolidation as 
manifested by a) Analytic Group, b) Central Information System,
 
c) Contractor effectiveness, and d) Bridges to other agencies.
 

RECOMMENDATIONS - (ISAID 

USAID monitoring should concentrate on early detection of
 
problems and approval of solutions by field observation and 
participation in initial project discussions, without waiting for 
documentation.
 

USAID should v iew CONPAN documents as suiurar ies, or statements 
for the record, off matters already aereud upon, instead of using 
them as the basis for review. 

USAID shonI d recognize that adhere ,c- to proposed project per­
formlce schedules is of tun inconsistent wi th the mort, important 
goal of educating inexperienced, untested cuntractors, making 
schedules less rcievant as indicators of COMPAN efficiency and 
effectiveness.
 

RECOMIENDATIONS - CS F 

CSF should consider procedures for- helpi ,ig CONPAN reduce resis­
tance from other agencies by familiarizing them with its role and 
with the language and concepts of Chilean nutri ton planning. 

CSF should calculot:e the extent to which David Nels-on's reduced 
involvement with CONPAN will subtract from the Agency's operating 
capacity, since his contributions include both guidance arnL direct 
involvement in task performance 



PA/N tjholl Id ilot ti fla : t~h 1:rInIr-d fI pI1 I la Ir- organ I V'It Ion of 
COIJPAN IU. J !otiLI(.Uid (J. ( I u.LILI and aVo.itud mimty (if: Ih Lypical 
problems found in mu]ti-disciplinary groups. 

TA/N Wititi d mi.kct I twI 'tuj clut. ( tI \ a '11lCl II cill 111lt r.1 ViulI mw 
planners as resources for training othurs, |by mncouraginq visitors 
frum iti t-c oi(:01Ir ieti andt (C)ilo t li I, itt l 

TA/N should consider the general applicability of CONPAN's 
tactic of iwpiroving efficiency as an entry po.int: for coordination 
of, and influence on, activities of other agencies. 



NUTRIION PLANNING .h1 CIILI' 

This Report seeks to meet evaluation needs of the Chilean
 

National Council for Food and Nutrition (CONPAN), the U. S. AID 

Mission in Chile ([JSAID), Coimiiunity Sy;j turms .ouildation (CSP), and 

the AID Technical Assistance Bureau's Office of Nutrition (TA/N). 

Although the interests and concerns of each differ, all relate to 

aspects of CONPAN's nutrition planning work in Chile, including 

both activities and their consequences. The Report, based on two 

weeks in Chile arid review of extensive documentation, proceeds 

from the Logical Fram(.work statement of purposes, goals, and measur­

ment indicators that accompanied the $5,000,000 Nutrition Loan made 

by USAID in October, 1975. Investigation includ,.d concern for 

CONPAN progress in relation to docuirrentan-y or formal criteria (e.g., 

number of projects, rueeting of schedules) and also an attempt to 

assess, both subjectively and by more concrete m.asures, the underlying 

institution-building process. Although the foi:uiil indicators are 

important, they do not alone reflect adequpately the likelihood that 

a permanent, self-perpetuating and consequential organization is 

evolving.
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Carl]os ,chlesi iti ' "S;oi Lt.-teri ;t.rateqy of .'UHI'AN" prov.ide the 

relevant information. Checkmate to Underdev'eo]ment by Dr.
 

Fernando Monckeberq and Bases and Actions for a National Food and
 

Nutrition Policy in Chile (Span.), edited by tho same author, are
 

useful for understanding the history and broader context of Chilean 

nutrition planning. 

Meetings and int:urviews included all seiiior CONPAN staff and 

several direct hire and contracted employees, directors of major 

CONPAN contractors, and all available USAID staff concerned with 

the Loan. Extensive discussion with Dean Wilson and other CSF 

contract staff, visits to garden, environmental sanitation, and 

recuperation center projects, attendance at some CONPAN and USAID 

staff meetings, and a visit to the Interior Ministry, also contributed 

to conclusions. Remarkable openness, candor, and coopuration fis 

all groupa gonerntod a luvol of informntion, involvurmunt, and 

confidence in judgments unusual for a short visit.
 

METHOD
 

The Reporl. app+roach distinguishes carefully between "process" 

and content or substantive aspects of the (ON1AI1 Project. Both CSF 

assistance and the manaierient style of Carlos ,;ch1(!sinqer, CONPAN's 



Exflcutiv fiecreta'y, wlliphasIa procesis or "thO way things happen" 
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comes, though hoth CSI' and CONPAN accept: their eventual. relevance. 

F"or eixampla , ai Va I uti u Iig ht uxpjuct Lo uv i 4w C( NPAN waniglqucui t, 

in part, by examining iijuniza tio, charts, pe.souuinel and orientation 

policies, and the design of various internal systems. The Organi­

zation's style makes these concerns less important than indicators 

reflecting Schlesi nger's claim that cruativity and analytic thought 

have been furthered more by his relative]y non-directive and informal 

team-building process than by edrly direct attetiLion to formal 

structure. 

CSF shares his elmphasis on process, stating1 the technical 

assistance goal as development of "a way of thinking" about nutrition 

planning. Any ctviLy of ptoject must then ) viewed primrily as 

part of that learning process, not as an end in itself, and appraised 

accordingly. Unlike many process-orientel trainers and managers, 

CSF and CONPAN directors acknowledge that their processes are directed 

to specific goals, the eventual reduction of m i]nutri]tion and the 

related, intermediate goal of a solid and effective CONPPN. 

These process considerations broaden and complicate evaluation. 

It is no longer a matter of looking prijimirily at activities and 

results but requi res tssessment of the process ("what is the approach?"), 
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quantity and form." Thi; evaluation considers al.] of these elements 

and suggests a pursu(.tjvt for relating thtem. 

The evaluation approcich also emphasizes goal congruence. USAID 

and CONPAN, though juint]y committed to the broad nutrition goal, 

have independent concerns and agendas. By mIahinq differences explicit, 

the evaluation seeks to ease their reductzion. The approach is also 

less concerned with measuiring project "success" or "failure" than 

with feeding back information that cam help participants agree on 

new ways to improve effectiveness. 

The Evaluation reconstructs a baseline from USAID and CONPN 

recollections, to provide a level from whiuh progrcss can be ineasurpd. 

It also appraises Chilean nutrition planning in relation to other 

countries and to the principles propounded and disseminated by TA/N. 

Thu Chilean experience, though difficult to duplicate as rapidly in 

countries with less favorable contexts, of.ers mmy useful lessons 

for nutrition planners. 

http:Illlti.1I


TIE CONPAN CONTEXT 

The existence and permanence of CONPAN depend heavily on
 

the personz'lity and accompl ishments of Dr. ,ernando Monckeberg. 

With CONPAN, the Insti tute of Nutrition and Food Technology of the 

University of Chile (INTA) and the Corporation (Foundation) for 

Child Nutrition (CORPANI), he has created the best institutional
 

framework for nutrition planning and action in the world. Coord­

ination among the three flows far more easily because of Monckeberg's 

relation to them. ills prestige and contacts generate private 

industry support and protect CONPAN in the shoals of Chilean political 

and bureaucratic life. 

Dr. Monckeberg is a man with a broad vision that includes a 

malnutrition-free Chi I.e. It is a paradox that, having built the 

means for making the vi Jon a reality, achievement of the goal will 

require that they become less dependent on him. Until CONPAN can 

clearly thrive without Dr. Monckeberg's constant political and 

other sapport, nutrition planning will not be it permanent part of 

Chilean development. Almost everyone interviewed tied CONPAI 's 

inuediate future to Dr. Monckeberg and objective evidence of his 

politic al role Surpports that prediction. This Report assumes that 

he will continue to exercise his excellent survival skills successfully 

on CONPAN's behi1lf, for the next few years. This is a necessary, but 

not sufficient, condition for future CONIPAN progr.ss. 

http:progr.ss
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INTA and COlI(A1, cIL-: important 17(esoure,;CM)IPAN. Thefur 

Chilean context also includes a 20-year history of nutrition 

interest and feeding programs that accelerates CONPAN impact.
 

Various Ministry of Health and Ministry of Education affiliates
 

have delivery systems that handle nearly $100,000,000 of Chilean
 

and PL 480 food annually. The plethora of different feeding
 

activities demanded rationalization in an economy with ever­

increasing difficulty in financing them, providing CONPAN with an
 

entry point rarely available in other countries.
 

CONPAN also benefits from the high level of literacy aiid
 

education in Chile. It has assembled a group of professionals
 

that, for proficiency in operations research, information systems,
 

and analytic capability, cannot be matched in thu developing world.
 

The array of available consultants leaves little need for inter­

national help. CSF assistance is more a dialogue among equals 

than a didactic relationship. Schlesinger's group should be con­

sidered "trans-disciplinary". There is little of the rivalry and 

poor communication that characterizes "inulti-disciplinary" groups 

in the U. S. and elsewhere. The talented generalists available in
 

Chile made possible, but did not assure, creation of this impressive
 

CONPAN team.
 

The Chilean political system also influences the CONPAN context.
 

The organization stays relatively free of partisan politics, but
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CONPAN involvement with other agencies and reduces differences among 

its inter-ministerial governing board (CONSEJO). It has also 

deceived some CONPAN staff into thinking that coordination among 

field level government agency people will be easy. The little 

experience already available suggests that this is not the case. 

CONPAN attempts to organize projects in Administrative Regions and 

to coordinate feeding activities among various agefncies encountered 

the same difficulties found in other countries. The transition 

from planning to action will not be much easier in Chile than else­

where.
 

The Ministry of the Interior recently rplaced Health as the
 

parent ministry of CONPAN. interior is one of the strongest ministries,
 

with responsibility for all social programs and the political power
 

to compel the appearance of coordination from top staff of partici­

pating agencies. The prusent political context makes ODEPJAN, the 

national planning agency, less influential thi,:, most operational 

ministries. Nutrltion pl anni ng groups .in many countries are part of 

the national planning agency, often with little impact on nutrition­
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related activities. 1T1he decision to move CONPAN to Interior 

reflects, in part, the nutrition planning group's bureaucratic 

strength and the Government's comiimitment to improve feeding 

programs. Future results should offer guidance for organization 

problems of nutrition planning everywhere. 

Chile's economic instability, high unemployment (estimated at 

20 percent by many), and inflation problems force CONPAN to focus 

on modification of existing activities. Chile lacks the resources 

and stability needed for longer-term planning of new nutrition­

related activities. Until current programs become more efficient 

anid more consistentL with nutrition goals, it is difficult to assess 

need for new efforts. Current Chilean expenditures on health and 

feeding may well be adequate to achieve CONPAN's goal of 50 per 

cent reductLon ill mainutrition within 10 years. Chile's extensive 

health service syftem.s; and data collection allow CONPAN to function 

at a level of analytical sophistication unavilalble to most countries. 

THll BASELINE 

CONPAN, USAID and CSF' agree that the nutrition planning agency 

has made oubstantial progress during the three years since it 

was formed. They refer, with varying emphasis, to CONPAN's image 

and power, its ability to prepare and present documents, the number 

of projects undertaken and completed, and the increased ability of 
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CONPAN's first: two years. Despite early CS. assistance through the 

$5O0, 000 yr, lt ithut p ucu ud tiheLcIoa , alti culItlal'y to tho o. durly 

picture drawn in the ILoan Paper, reports of thli., early days describe 

an almost )aralyzinq confusion about direction;, organization, and 

staff orientation. While such reports easi ly exaggerate how bad 

Li J I Wt- C., !JiUILt LI 1lt1(!.i 11 iu ii (j tji l 1.1ut i I I (:,t i L)Ioj. cU urunL 

deficiencies, CONPAN clearly started from a small and uncertain base. 

The 1976 Implementation Plan, though transmitting an air of confidence 

and directicn, was apparently unacconpan.ied by staff and organization 

sufficient to carry it out. These emerged dturinq the year of 

implementation, so that review of this enier ence-. is as important as 

activities and impact of the projects conteinplated. The 1976 Plan, 

if taken as an indicator of CONPAN's situation at the time, overstates 

the reality, emphasizinq the need to assess ,progress by other measures 

as well . All conditions precedent to Loan disbursenent were not met 

until February 21, 19"16 aid the CSF contract was executed on July 15. 

This review, lt Lat-iriq from a baseline of about ont! year ago, C011106 

very early in the inst.itutional life of CONPAN. Compliments, and 

criticism in the R.porLt are of fered with full consideration of the 

tragilI. context. and short period in which CONI'AN has functioned. 
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200 projects" and "solct 50-75", while also liliikinq "50-)]00 

project performance specifications." At least one major policy 

recommendation in some sector was anticipated. 

CONPAN today has nine direct hire employees, called "la planta," 

and another 18, referred to as counterparts, who are under contract 

but otherwise indistinguishable from permanent staff. It maintains 

continuing relationships with at least five contractors and has 

been involved with others. Former counterparts have become 

consulting contractors, "created" by CONPAN, so lines are blurred.
 

The Agency started 14 projects, completing eight, during 1976 

and expects to be involved in 33. this year. Various policy recom­

mendations were made, almost all to the national school feeding 

agency (JUNAEB), and contractors received project performance
 

specifications, though far fewer than 50.
 

CONPAN spent $621,000 in 1976 with $225,000 from the Loan and 

$396,000 from Government. Major expansion proposed in the 1977 

Implementation Plan contemplates use of $550,000 in Government funds 

and about $2,000,000 from the loan. No rate of disbursement is 

specified for the $4,000,000 total Governmnt commitment during the 
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USAID a letter: trolL tht Minister of the Inter'ior to the Mission
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The foregoing, though useful, shows the limitations of quanti­

fication. End-of-Project purpose indicators, such as adherence to 

schedules and acrcurate prediction of pilot project results, also 

reflect the difficulties of measuring the building of an institution. 

The indicators, though some indication of institutionalizatiol, are 

misleading and too easily become ends in thumis;elves. Tht. Project 

Summary refers to the need to institutionalize a nutrition policy 

planning, implenentation, and evaluation process. Viewing CO1PAN 

in terms of its role in this process reveals major accomplishments, 

perhaps the most impressive nutrition planning progress in the world. 

B. 	CONPAN as an Tnstifitirin 

Institutionalization refers to the process whereby naw ideas 

become meaningful and valuable to a society. This implies that the 

organizations propounding and disseminating these ideas also 

become valuable, so that both ideas and organizations are lastinyj
_1/
 
parts of the social system. Sociologists suggest that permanence 

I/ 	 For a useful discussion and analytical fr amework of institutionali­
zation, see Institution-Building: A Source Ioo]:, Melvin G. Blase (ed.
AID, 	1973, particularly contributions of MilLon J. Esman.
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for CONPAN and its ideds to become serious and Important In Chile 

and for assessing current progress tcward this goal.
 

C. 	Leadership and Doctrine 

CONPAN has, in a relatively short time, developed leadership 

and doctrine that offer great promise for institutional progress.
 

Dr. Fernando Monckeberg B. and Carlos Schleuinger F., Coordinator
 

and Executive Secretary of the Council that CONPAN serves, have 

attracted loyalty and commitmuent from a capable staff, selected 

largely from among people made available through their wide contacts. 

CSF technical assistance, emphasizing nutrition planning as a
 

learning system basud on careful use of disagqregated data, also 

contributes to institutional strength, by adding to the doctrines 

of nutrition jplanning an empirical, praJr.t i.(:aplproach that makes 

a ie S;trch center or a haven for "d osk planners.'CONPAN more than 


The entire staff speaks and acts with a striking commonality of
 

approach that discourages ideology and insulariLy, substituting
 

experiment, observation, and learning what "works."
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GLr.C)IJ. (ONPAIU iit at;I 1, it t I,tur d rr t hi iit o) cenit ra,:ttud, know what 

they are doing. They can describe the study projects they initiate 

and monitor, exp.ain rulationships to oLhu,. i niurmItio,, aid to 

CONPA14's broad sitrategy, and project logical. con.ueiionces of study 

outcomes. Their ability to talk intelligently about these matters 

is an objective indicator of CONPAN progress, but does not by itself 

assure adequate performance of the contractinq and monitoring
 

activities that are major staff tasks. The studies now planned or 

underway make sense and will answer (IestiOln important to Chilean 

nutrition plani ing. They -ire being done in orderly fashion and, 

despite delays, most have been completed in time t-o be useful. 

D. 	 Proqram 

Staff understanding of goals and approach does not alone assure 

effective planning and execution of program. CONPAN depends heavily 

on contractors for some planning and most execution. Staff concen­

trates on generation of ideas, preparation of specifications, and 

the moni toring of centractor performance. 1Program suffers fromn 

staff 'iriuxper:iercu- with contractors and from contractors' lack of 

experience withl the need: and (loctrinie of CiOW'At. Nevertheless, the 

past year produced an array of program outco'nra; conisistent,in number 

and quality, wi th the age, size, arid conrtext (f COJIJPAN staff and 

contractors. 
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studics) or nutrition Jlmipsct (pilot projuctti). Colitractore 
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initial testing of a center for improvinq incidencu and duration of 

breast-feeding and another for treating severely malnourished
 

infants and maintaining them at adequate nutrition levels. An 

experiment to test nutrition impact of "caset as sanitarias" (indoor 

water and lavatory faci]ities) and another exploring
 

costs home gardens plantedarebenefits and of gardens, with 60 

underway. Nutrition status data is better, a sy.item for speedier 

retrieval and analysis of agricultural information is almost 

finished, and a technique for identifying concentrations of mal­

has been used to focus future elfort*s. CONPAN has alsonutrition 

moved into the school feeding system, after stsstlyinq way:i to improve 

efficiency, and is now testing a more efficient, pre-cooked food with 

10,000 children. 

Although the brief evaluation visit was not intended for a 

dutallud roviow (if uac}h projuct, limitud ohstr~iat.i on supported some 

conclusions about their quality. The activities; listed above, and 

. easy to identifyothers not inclcdudl, a-e b(ing done well. It 

delays and omissJons. There are also contractor studies that overlap 



and iLi: Uflti1-L'UL2jiLVltJ, MLid a PudaIU-1 VuuuI'e'aL ion U01tilr wi tii .4 VO 

volunteers when sixty a ! cz:t I ica]. A Ltluv i o ion tralnini,.j program, 

for volunteers who will work in new breast-feeding centers,finished 

much too long before assigrments were available, making it of little 

value. Despite these and other mishaps, the ovra] 1. impression is 

very favorable. In the field, where it is much harder than in the 

laboratory, CONPAN has made things happen in a way so close to 

what was contemplated that concepts have been fairly tested. This 

is a useful objective criterion for assessing quality. Studies 

have produced data that has demonstrable relation to improved nutri­

tion planning. CONPAN activities are consistent with the Agency's
 

doctrine and are moving fast enough and well enough to suggest that 

progrant, far from being an impediment to institutionalization, is 

a major factor in CONPAN's clear movement into the Chilean system. 

The doctrine emphjhasizes relevance, appliciLion, finding out 

"what works," but CONPAN hais not, except in ,schn(o feeding, moved 

into other system:s. Pilot projects undertaken by contractors do not 

test capacity of the (,ovle-nment systems that would have to carry out 

a national pro(Iram. The explanations that CONPAN must have "something" 

to offer" before dealingi with national agencie;,and that contractors 

do better and faster wonk,make clear ii iitat iow; of the CONIAN program. 

The Agency is not yet in the opera ting a'run;t. 'Jh] sii: not said 

major chil enge still ahead.critically, but to make explicit the 



liIr; ql. :, 0i thu Ci.tl I a I.valeiC 1l.I.l ii .i ntqjt:tlidai andE 

.li )IiL I t)' A.L,41. :.1L.; A t.hill 1 1 III , ... i ,,11ch i III I l I ldayT I,' ' 

IA' V L CI ti I hlan I ' It -wit )/ , l i i . J(h on, eL(oss )I III 11),'I (if, L.. I. t 

pr ivaktely f 1ow don i s: wlico would tji vt only I ,a ti l:, ill, , a 

review of costs would stLI] be useful. Hayinq shown that recuper­

ation is possible, it lehooves CONPAII to try and esitablish that it 

caln be doie ait l(/I(:r (41t.. 

The unlVilunl unlal ] walnil kt il andt qifdan i ojec()(tn; raisie simlilarY 

isrues. Tstinq conceIt s, they requireu th additional step of 

revieWingJ siCcess to duLulInieIlL whL t il[putIs were uitic .l, so that 

broader: imIle-enlttLion can he h/ sod o? lin itumm cost feasible for 

atta i ro ni al ] i s:uiIt.ll 

Proqra, als( includes: deIveI()Jllopment of additi onl irnfor LionI 

through studie s, and nttgration of it aant.()p anLned, hut not yet 

ilfpleunted, cotra informati.on . yt'Lum. ['LIere is adequlh Le attention 

to uae and 1mprov(lmlt. of Piintinq sorc,. I'lanos for analyzing and 

usinflg tLpe i nf(iijtiuln, tIllu(J concuI~ utully (Onlis terLt , hiVc' so far 

rarely ( ton- heyt lld I. W i u a of re t.hodoloq'/. ()N iN :uplls " little 

reluctant to ipt, in and draw coniclusi(onIs, JC:sihly )ca(unIle the high 

standards of Cli l"Atn I maul'hl Lsllk:;taf f iE!I4!i i Lii'/ Lt osible criticisi 

a It obou t between standardsCONPAN s(e:lms I it , .rt iin th di ff1int hfl.c 

for scieLtific acIC'pjthlaCim and those for Il" of !orwlti 1n iniJr decision­

mik i n . 

http:informati.on
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COPA, s e:t.raordi nary It, ,.,]iu ' aWI thiityl ofat.tentr.i on Lln 

informtlionL i saved mi the a,'dutl iiic i., : iof it-+ionroil t:raditionallon nutr 

CoJiIcIII rapid L .? syp1lningi liij by Joi Cf iu rt Nimon-oi'-la(fII sou :ces 

and willingness to hatsp conclusions on limite~d knowledge. A good 

combination of careful social scientisMs and practical administrators 

ha s so far maintained apipro ir-ate balanlice. Involvement with SNS 

(National Health Service) and the Minis try of Ag riculture, though 

not always succe:s Lu1, has improved CONPAN sources of data. An 

in[ormaLion base :ufficient for nutrition planning exists. CONPAN 

now needsto systoA tiiz+ .t arnd to dlevel, a, prin, am of analysis 

r,.lct-ed L Lhi- jilin qiii tasks ahead. 

1. 	 Iesi()t Iw u anCii I e ,,riih 5 Itrctii 

CONPAN has, for thli moinent:, more money t hni it can profitably 

"Sp. 'Thu AF-) loan, tLhv ih a major impetus to CONPAN, creates a 

ipressuinre to diml in, tlnl in n L alwa's; ttiisortI. UJSA[D wi llingness 

toi aiCcept s ](;a r d iidlti".t'u,t tth n oriil.iine]]y i pos-ic d in tzhe 1977 

lit] emtuit:i l in Iltla ! c*(ltiei pJreh;uiii .. ItL lroreaItc, l io thaL is 

iijoult(.inL that COW'JA' c Iv(lr+ ii an (in hil1l, toiilic ive to per­aii WA',' 

moiiincu LIon !i ' t ,. I,nii het I ti] (fullhyir.uis l o(,ri iodldlt'. Stretching 

t!i' ,Oai pcerliod wollt caii eplniii o andi itci"c)iirat il ni (,oOUPAJ ease 

trnini; i i i l t h t ii,, . l outs ide funls are ""L availaile. 



;I I I'It11 4! -lii , I1 II It'.it i.i i t .1 I I 4,4 v II l l 11, l I 1 1 1 f11 

11l) W I l l: roaiill ,i '' t"olI ,Iand a( hl111li , 1r at il/a It'la,t I l I .w i 1; :11w 

Ch ilean (jVurIIIItiI. a lM UJSA[ID that khtuI it uilt. l I r iblt]. 

All uI thlis; ov" WIO. hl li~ al otilnsc (,i lotlnsln~l o(:[lJoe,' 

.s)pportli hy ('SI', to avo id impjosition of job iIi .cri pt:iot.s, orqani­

zation charts, and spoc.i Fic procedures, until the staff learned 

what .itL wanted. D,:ispiLe the pavin to both stati and to USAII, the 

wo)rst is over. CONPAN St. f ex)ress onl y III it(f (n)ioncerts abouat 

adequacy ofl their :sys;t'oms; o)bjei(([ve. manifes:ta.ttions; con~orm0 to 

,i(IItIIS'l/ Ot S'/tlI,1 ) it l i ,tC ; and okanhd( (, jlllizatl. l it' S Lhol 

be MIAFN 

closer obsur:vLionl, to be the healthy lnovtLILnL of an active orqani­

'jet done. ,thaLtt it: ccinr:; to i c'ltitit* (a) torte;NL . out, on 

]aiW uiljcjoVLzatioa. StrucLiur( mllaaia Jement the pcresinit level adequately, 

th-iitll E;I'l!e htc1,. .tii I I 1w rd o, t ,eliljcii' lit jq"liW a abitions. t.xpans iot 

1". L [ink,tile.s 

s rurunL L primar.ily 

cd]I] n v a .,,t Iltlc ir g r.latiLl to 

CONI'/U ' eceli t nuj comes from what sociologists 

in tivu dii.! dilft linkages , unhi[,: 

i:t inn!. i lirs chur eli, q) tone(.. , ne'.*',;slpir:; tLhat :Et morcal, anid to the 

al I ic:.,t ri cuhI 'Tlh 'se li titqus re.infuiforc "la. l,,ii utt" relati:Jontshilps 

, hl, iniCl elh*, ale 1Mw a ndltlcunti ,li/ud. 



I II.I i l t .t t t i I lit li :. ii ii, lii I l iii t ' I i t 

a'tl tdtitli e I 1 tl~llII , I nI It , , hll ll j I it i 1 IIL IIi it I * 1.01 

thlIP t!. i(lon~li lq :"y Iht ! ( II ltII t ) III Iilt s; p~ln il aqJ'I I I) , I I I I l I: ( Wil . L 

to be done. CONPAN 's ait i>i. Ly exci]ltdes imlemn It is(:tltiation. to 

plan, coordinate , and eva lua te. Without the understanding and 

cooperation of. othuit wil]l join Ltuo many Iother nutrition planning(. 

jr-oups ott sid2 t]he ia ina:-Lrteaml o. develo[,iertt dc isions and action. 

CONPAN has but doi ng well po] itically. In a Chilean polity 

g iven to (em1pi re bui Id i i, )r. Nonchlm urq and colt l(aq ieIs overcame a 

Min istry of iHLplth c:lm,lq" ,j dl]t wore "yirtfoLd(L" to the more pC)oefll 

Irit crior Minis;try. They ;oon took: the feiie of ineffective 

officia]s in tlhe schoot[- tdinq a1ptn(ilCy'; andi are ensconced as powerful 

IU eltnicalI advis:es. 'Th" Councii of Mini;t i: Lhil is the Board of 

('O I'AN gives Iitt: dift Iti]u t' L" ti It tt . 1ml(Jhl]tierq or the staff. 

i :;i'Thu Ilitical Iuott that ak:es Lhiq as, r now has led CONPAN 

to lt-tj Iec thetuft: u IPmt ltarOcnLta tatsk of Li jilil iuipport it'OlLg other 

alqj . cltcii., t'hat in ; Itsi ;i1 (,1d sh~t r.'ed tioner .L i n tJ itJOl gOd] ssh ll1. 

and CON'Aols aitpJLocih to itchievitig them. Wi thoiLtt thi s, CONPAN remains 

hig.lhly vulietalil. L ctlitnqiu' in poliLic,, will:;. Its present reliance 

on polii i al ,ac:i cn1 o 11 y 1 l-nht tor viva] wh om wi 1w rush to destroy(X ' 

04(II1A4 wIhnii thLt hotl:i nq CARE', (AR'I'A; and other privatehaikingdiminish.-,. 



to
 

voluntary aqvenc lus Vel Ires:enit a rotiusiLn Wy thaLt COPAN has not yet 

enlisted successEully, despi.te similar ultimate oalswhich could 

be helpful later. 

monckeberg and lchlesinger claim that COPIrPAN will coordinate 

successfully through the superior know'ledge i t is now acquiring. 

This is better than exclusive reliance on political power,but ignores 

the inevitable resentment among those thereby castigated asi having 

less knowledge and windom. 

CONPAN's relation.hips with other agencies do not now appear 

pronising for ins titutioial influence and survival. With full 

allowance for distinictive aspects of "The Chilean I"entality" (a 

CONPAN expianaLt ion) and Chi lean political .i f-t, the cultivation of 

other aqenc~i us need:; at L:untion. It is "Ot J,]:tpiw turu, because delay 

incl-ases i so]a tion tf COtNI'AN, stimulates dfvensi veness and fra zes 

is i nt tr ta rii nJ iIIplr't sioJol:. 



SUMMARY 

iha:s 

progress ini a short Lime, Its ideas, and the orqanizction itself, 

are well on the way to fulfilling the vision of Schlesinger's 

st.rdttegy ppuFq~ and thL USAII) Loan. Mo1raItle inshiqih, staff work hard 

and effectively, and pilot Lprojects are verifying intervention 

possibilities that may eventually eliminate malnutrition in Chile. 

Media coverage is so good that conrsumers would think malnutrition 

was already on the run. 

Sensitive technical assistance from CSF, non-directive and 

non-condescending, provides moral support, a useful catalyst ankd 

sounding board, and access to new ideas. Perhaps most important, 

The forego i n de:;cribL;es a CONPAN that de rema r kale] 

it has helped CONPAN lIearn from mistakes, so tht, throughout the 

evaluation visit, there was f rank acknowiedgment of past mi shaps 

anrid ahared (oncer-: n for ways to avCJid rou r rnn.i:e 

This Report del iberattely ignore: these mishaps, because they 

are neglible in relation to the learning they produced and the 

substa ntial :h*n made Pemainderaccompl s;ii t.s (ICp t (o them. of the 

Report, resLi ni minly oI weikor aspiect:; of CONI'AN pe<rformance, is 

to from ahllshmentfs.IOL i nt ended derct. thicise torl1 i 



11. 	 SOME CAUTI )NARY NOT:," 

These notes deal wLth CONPAN's institutional survival, 

technical aspect: of its approach to r:duc[ig mal1nutrition, and 

relationships with Ais North American lender and technical assi­

stance contractor. They view CONPAN as having reached a conso­

lidation period, where concern to understand, reinforce, and secure 

what has happened so far becomes more important than the headlong 

rush to "get things going" that characterized the first three 

years.
 

Concern for consolidation requires atLentiLon to the four major 

areas of a) Internal coordindtion and systemat iv,tion of information, 

b) Preparation for monitoring of projects, c) Improved contractor 

performance, and d) Buiilding relationships with other agencies. 

A. 	 Internal Infor: ti on 

Although the stafL has demonstrated capaci ty for collecting 

and pr es' ting (iata, th y have not yet: rcachd the more difficult 

tasks of anaiyzitri thw and apl,]yinI findlin, . A propsud "Analytical 

Group" .Ias not y(t and Sr oif itmat (rializeid (Iusc ,tions what will do 

are still vague. Ih ,talf tk too i ratall,y tMe goal of find.ing 

which i rterVenit i 'tiC' "w.'Yk" , ] iI to" r-(o'Jii z" thnt it. s part 

of a continuiriq learning process and not a statti e point that will 
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be reached at some timne. There is inadequt u undIers Landing of 

the importance of manaqe.munL and operation factors to intervention 

impact a1nd of tL die licu.tliet ; o fee 1 i zging pi lot project 

outcomes to differeo.nt Lpopulations and conditions. 

These obiurvations are not offered critically but as guidance. 

The CONPAN group shows roust rkable facility with the concepts, 

informatioL., and tLeh niqueus of nutrition plann .n. Many lack non­

academic field e-porinuc and the whole world shares their un­

certainty abo it how to select and link nutriLon-related activities 

in an e.i icieL ard i ,.cutive attack on ma]nuLtition. The Community 

Sy.stem 'oundaiLn eimplhj:i. on testing and lea iii by doing, shared 

by CONAt, ,homid kp,, the staff fromui mIakinq too mnny mistakes 

twice, but shlouil I L ,-ccoampal i.od by imma:od.i ae consolidation of 

inlorimation alld anilysi i; /i thin the OrganIi ,LLton. 

COPA' '; ot t i ci enicy and of fecti vun.i2 wouid h- increased 

iubstantially il it p aid more atet-n ion to tLhe storage and retrieval 

of info iii a io,, Imti iiht puoduiced internal ly and the large quantities 

geuirat.d by othir;. Nw staff mention difficulties in finding both 

kinds of iiif ,i .,? ion and an outside observer soon sees other signs of 

inadequtat" insti iti aa The w.ill] moreAWI memory. problem become 

serious as CON['AN cent inues, so a little attention now will avoid 

itar anguish. 

http:differeo.nt
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systemi and dusign plaiali; are ali-eady underwa y ItLfor L IS 

eventuality energes, tht Organization could easily drown in the 

information now bei Ig accuniulated. Even wi Lh Lho projecLed more 

sophisticated system, CONPAN needs a simple library where relevant 

materials from various sectors are brought together conveniently. 

The same facility, which can easily fit within present office space, 

should also include all project documents and reports produced by 

CONPAN and conitractors. By ininitiating a silmpi]! numbering system 

now, CONPAN will make retrieval of documents easier and encourage 

the kind of inf-rrmation review that facilitates and imp8ives 

project preparation. INTA already has a library with useful 

nutrition planning material that should be inte,1rated with CONPAN. 

CONPAN has discus,;ed and may eventually install a "Documentation 

Center" that requiires considerable planning and design. That is 

much lower priority than the simple steps he!re proposed, which 

require nothing more th,,n some instruction to I librarian or a short 

concentrated effort by currunt staff. 

The failure to take simple steps, while pLinning more elaborate 

ones, reflects a CONPAN concern for advanc(fd technology that occa­

sionally slows and impairs performance. No t(mount of technology can 

substitute for consieonUs 1nd systeimatic shairin(l of information. 

Director Schiesinigetr should set the exampl e withouL further ado. 

CONPAN Is gr ILIn i ;i ,, i ,IIC L!.; d tIi 



'jut, giiibti',:t u (Xl~ari .i L j I hI~i i I L( I't;r~d 

of[ the ' pastL n orI [Lt Jo.jt iit) mdiiageinentAqency i; IJOlhlllce u I: fit an 

burdens, because thiese d.pt-nd more on thu kind of activit-Jus 

]nl V ,.,Id ;JIlI OJll (.:,,II 11tt l:' CIqllIb i Iily, Fl.', t.:.,mlp h -,i 1 19177, 

CONPAN proposes to move from small inlitial. t-t:lttellts with two 

Nutrition Recuperation Centers and eight Breast Fueding Centers to 

larger numbers of both. The exact increase was not fixed at the 

time of the evaluation visit, but will probably call for at least 

10 recuperation facilitie.s and almost 50 of the other centers, 

CORPANI, an agency with little operating experiwnce, will be the 

vehicle for both activities, assisted by other contractors retained 

by CONPAN. These two projects are likely to tax CONPAN fcr more 

than equivalent expenditures on studies by experienced consulting 

contractors. The lack of operating experiencu among CONPAN staff 

and contracted monitors jupports this conclusion. 

This does not mean that the proposed major expansion is unwise. 

It does suggest, however, that CONPAN and USAID should recognize 

that loan implemuntation is moving to a new pihase that requires 

quite different management and monitoring concerns. During the 

"design and experiment" phase, CONPAN could be organized to 

encourage creativity and could enjoy the luxury of loving attention
 

to small pilot operations. Its new responsibiliti' call for the 

kind of schodul.n( and adherence Lo plans that USAID overemphasized 

during the first year. CONPAN proposes to contract out the initiation 

of many CORPANI activities, but this broadens the monitoring task 
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wil i Ia o . i Iiti t 'lik n Iy hro~n iaa1I'.1t t'11 it s (fio)t*!i pLokl i 1!fC t ilxnt 
OJpurat~l ull|. I{l'AJig ctI)litI tit:!.uraL o i( kLill |i.l; : ji(A fjU d i.. ftu.runt 

1.1:0111 d.1 1J tO yOW " ow\n11 11t.- I. - do i t. 

Call]l ( attei t. oil to niii] a, of t:H i s fnn changeiLt. iosl, .damutont:al 

in CONPAN's activities, ulichli their closeness Lo it seemed to 

prevent CONPAN and USAID from recognizing fully, may help to 

restructure management and monitoring. CON1PAN needs to organize 

for managing "production" and USAID needs to monitor new activities. 

Perhaps the most imporLant consequence for both is the increased 

importance of field visits. Neither consultants, I reports to 

CONPAN nor CONPAN reports to USAIID will descrile adequately what 

is going on,and the little they do convey will be too late to be 

useful. With fifty or ruor sites involved, magitudeL of tihe tasks 

is clear. While icither agency will need to cov.er all locations, 

maintaining reasonable grasp of what is happening is stil a 

formidable job. The possibility of sharinig ovUr;ght by joint 

scheduling should be considered as part of- a more collaborative 

relationship between the two agencies. 

CONPAN's priority to ezrcouragemnieut of bre,,,t-feedig, installation 

of recuperation centeurs, anid rationalization of' school lunch and 

other feeding activitLie-;, reflect ; accurate]y the initial findings of 

diagnostic investigation. They also respond to pol itical constraints 

and the need to tal:u advariLtge of existiiig :;uvice !;ystums and 

resource distribUt ion. Althouqh the strate(gy ap),par.s, at first, to 

be vulnerable to L l chilg,! that SyMI'i i u i11.;{t - I o[£ fun1d,11mental 

causes are bei ng attaclhed, careful exmliiiI;tii li -reval s adequate 



concerzn for p].uvofi ion tA In.lnuLr-1tilnl. ['lie Itcpurat~ion Center 

project i for example, u ,uiZUS uLSe Ot sUcid[ cai;ework to ]ink" 

families to employmon t opport.tunity and Lo ei×inq service systems, 

assuming tiat this wi]l break the cycle LitaL produces and maintains 

malnutrition. Exp1erience in the United StLt; illustrates tie 

difficulties of doinq this and evaluation Should view rehabilitation 

of children as only an intermnediate step in the broader prevention 

process. Infants with third durjree malnutrition can be rehabilitated 

at much lower cost, but if evaluation shows th~it the Project has 

real impact *. Lan ily suIA-sufficiency, based in part on appropriate 

use of available Governmc-nt services, it will be worth the higher 

cost.
 

Even CONPAWJ viuws s;j'luiemntLatry feedi(j a;sshort-term and 

palliative. Chiiuian history suggests, however, a commitmient to 

food distribution as i political tool andij comie distributiion vehicle. 

Rationalization of iued i mj activiLi es becoiiu!;, thun ,,tway of 

improving the 1nut. Itit-ion i,[pact of progjCaiw.; ]ikely to rehia in 

indefinitely. Utitritiona l sulf -su fficiency iiid ln[dependoeUc are not 

inconsistent withL supjl.(u2len Lary fuedingj baisd on Lixation, local 

pirticipation, and re-l a ic, on dome stLic j rUL1l1CeL-io1. CONPA ' s 

recogni tion tihat (;Lv) 1111k nL food 1 1. a major,IjW!utclaserbu 

s tiiiul us to iflj'il oived aq(JI i c.?t 'II '- iid I ood r-j1~CS;iimpliies 

acceptance (of fee(d inj pitojrei'S aIs p)IrL Of illiy 1011(-1-11 soILtion. 

This reduces tL-iiu net ' Io coordillaltlOIi of tlI_ 'jr i Cii]- ur,1J sector, 

sinlce Govurimch t pt a se's;use to t:li lhe inirkut *,irocuroduction 

to the mia] riou i!tle. 



s wi ll -%i i"I ll1 jl I i t I s I .~ Ii.: I i,s 441 4i1i .1 I ''d, 1.i l .I : 

liot. juw L. jiV~ rIsircLi , )t issalra I it itl I1i.iI. L,:,l ,.:,iiutiij |,i LCJIL! 

Y
IIslI ljioduI it' ! it II Ill tI I t rIt I ) ,tn I I:,(. I I tj' , I I(, I (:uI: t t I ,Iiand 

t I t: t I.t -di I-d (.lx~ I I' i ! I it , - I I,1, z 1,'tI , 11 , i !; I t ,'O ,'l i :. u ( I . 

While tile Minimull, 'Iiloyi miynterilti.ojramu , Lhat tjlvt-i lood for %lork to 

tCe otherwise uuierlip uy(d , iS poJ.itically Snen1.niLivLe , nd dirfficult 

fit, (CtJ IAU i i, it t!he li 1 lI.; 1irni i yto t u j i ant. to (9 c I0Ic t ul 

its potenti f[ p)LIeIlI t i cij ntlIlutLi io . 'lI i ,; coul d ie done as 

part of tue RecuprationI C(-ntur Project, since linking of the two 

projects is vital to fu ll dI:LuctLion of Liti rd (hj( i(j rialnutri Lion. 

Unemployment of th(e bread--winners i. a major d(t-Lcrminant of serious 

malnutrition. This umtians that the M.1inimuii En l]oynmt program prevents 

it significatariwoutt of rue-d for rnttcioi i It-e-irrtin. If the(­

concentration of. ral itlutrition ai in UVImp 1 oycI f,1iiU i in h (i.g CIenough, 

and the cost of the Minimun Employmetnt 'ro(griiii i!; low en ollgh 

"preventive feudi ng" scu- ltiallyIay I) ;Lrt mio a cl ficient than 

recuperation, without even countinq the prevent. ion of hiamana suffering 

involved. Data alreuady available to CONPAI wou]d perniL .;ome a 

prior comparisnon that would b( helpfunl lor both projectns. Additional 

activiten to a..nre full m;(- of the preV(natinn 1ptenultial in time 

Minimum lniip]oym-mn t i'roJrun l 'AhouIld 1)( a. I,,ceriii ' of COiPAI a(nd 

USAI). Althowijli tlt ia+jr,'mi ',js Lo lic Lu poi.ry, it ofturn; an out­

btanrding opportitnity for dt.:; i iot ti Chii li,, I strategy that 

Ili,,imizes effic iel pi of ut rit ionl.[IsjVc, itiOt ial1<t 
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It took a cii(h i:; ItU1w l on COiLJL'AN init -lvwltqwowliL (I all 

adequate financial rtportiignq systemi andIIthe rhN)ck ot confruntLinj 

an ambitious 1971 InplumentLation Plan to gJ.n.era t- formal project 

preparation procedure;. Explicit dutinition of mconitoring 

practices flowed from the pain of discoveriJng da ige from failure 

to track contractors adequately. 

These examples illustrate the virtues of CSF and CONP'AN concern 

to "learn by doi ng" , wi ilhthe concomitant delays and mi 'stakes that 

accompany the proce;ss. Schlesinger and Dean Wi siion affirm that 

unstructured orientation and job - .iynnwents generate more effective 

learning motivaition aind tle-ormiance. i'val nit.ion inritervie'.; were 

con istelnt with this conclusion, thoujti whjtL wu .1 hdve ihappieed, 

had more structure beeni i mposed, could not be com[ared.
 

USAID should iutcouiz: Lhat tin approailc 
 implie ; evaluation 

by review (f learni" n, not by ons:;,1'1t;1t. t o iii.al indicators of 

mlanageent ufticier;,'. C(WAN ant C;' I.,v. not pr 4vid.d USAID with 

diff.ru&jit ii ,itl)r:, t i t ' l, ct tiLier 'pruAi:g moce. adequately. 

Until they do , 1. ' a , ,ly4 ,s,, t it,t Iy a,te conten t to be 

reviewe( ai(J nsltl (joiibjiii t Looy s ;chel esi, 14l4 ,! of proje.ts, 

(I'ist.(Zltc ofaldat 141 ,t 4,1411.A, ;ilm il r iol"S";;4;(_A. 

Althougj C)M AIN uO1 (Tv exhib it- ,a t(i]txlarie, for dMbiquiLy that 

t axe s USAI), growth semu to have bruL hitui malnagemrient concerns 

http:proje.ts
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A I) , ' IIl ! I, 11,11) 111 . ; A10 1. t,,h llI'n-]' , I e , la :ilt : ta l~ l Ii 4 1 i I 
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|IidlILltvllio. .;ynL'ii; I II t ;I I U III LoIdUL I I 11,I1 1 h, 1 L on r'L'qui L cdl by 

U'3A L. aln Usotul LO E'TWIi'AJ Wh]jL mait n i An qiI a I I Ad t.abl. of 

,organization, CON'A hai; evolved dopai tLint-al structure;, executive 

coifnaLttee, and ;upcrvi:sory patterns consistent with increa,;ed 

size and expanhdel a ctLivit,ius. 'lire isi reasonablu likelihood that 

the imiproved organ izioial structure can hanl 1e the iman.agement 

burden impo:ud ly the projected expansion. Thu earlier centralized, 

uns;trulctured ;yLsUm wuild have been inadequat,.e to the new tasks, 

though usetul for th: iliiLd period. 

Learng Iq Ming i; a lux ury tLhat CONII'AN way not be toby able 

afford durinq thn 1.mi nj "xIaI),n0ion. '[he price of some delays and 

,ist LCIU5 Will 1 undha;:,l tahlI LO UJAII inI thu Government, CONPAN 

I:minagiMaIIL id& t.hni citiali a tiAsLanc 'Lafl can ,apl Lhieir approach 

to this conti jnt qihais; (i tiLhe larninU. proceKs ieed not 

dimninish , and ,a lana jaihL syl that PnIuouriJ iLiLive aild 

evolutLion of fur II:; I ri piaCtic, i.n; s il da;irahl i However, 

program Tmusiit Le cc li,u;ly insulai ed I roll ti,, (Jiii(]Iuq4u-Ii4c'i of these 

proccs, . Ti s Icol otna by ka) I':;ldinq JTmbi.,iigi ty aind, Lo, 

ep eri ences , Mi ai' : icr,' Iit f t lIu o I iiicl"Y~l, I) ,-ion. , i I f i infi 

to assure earl' dutuctin it oin q , (c) Miniiitoringof l"ll.! a,,nd( 

Wa lI l wi .ll t lii ' lrlt.d' tii.ii, ju'i n )t 

rapidly ,and wall, If M esa"; 5ta:l' , t-t o,]Lvl, inllo.!AL ty of 

pt f 1t-i'.; ji ,liea 

or Lhe
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I,f l h ii,, I wo hi iV l('()f.'J AN i'J oh,,' i1 I i , ' l' tIa ,activ i it,;; lid 

tb) hi! allU];aSLC Iq I PL~ J ilnq Ct~o r'i"A 
U 
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; 
' C ( I i Ont.'; lld COM.IU, 

ti l :t',tlhi A , i':y ,l'il:, I JIlAL I Y I III U l I liI ll. Ti1i:t w/.Ll nIit p(J-Ih IIbIlu 

during tht uvallatioi vi ,it.. ia adrrow unie, evaluatioini the 

assessed CONPAN's efficiency as a genlerator of project ideas, 

monitor of their performance by contracLors, and coordination of 

iutritiorn-relttd ,act.ivities i I L ci WiLhIitamong otheir ( :'. 

attempting riorou:; cost comparisons, di ffiCil - a j q Phi.ajt ,Ut-

con text, it seem's cl ear that CONPAN has.; init.alid activiLies 

coiisi tunLt inuLtt ia jll ity, with w.hat CJulI be expecLedin b 

from a rue:;oieb Iy eff ici nt. group of iAu size, in reoutrces. 

Peopie work hard at CONiAN and inteiviw1n :;howed morale to 

be high. Internal ltnclh faciliLi; di;cunoqo excesO:; vc mid-day 

respite'; and offIice convtrnatin; dual pr iily with bus iressn 

matters. Ich]l (ungr.'sn aigl.imql L styl uIncoIIya()l s(j "creative 

chaos", but the outcujie COm:pares Favorably, in quanitity and 

quality, with mure diret-Live aplrohaches in [,ilr qroups. 

The CONPArJ decii-making p)roces:s, .or, prLicipatory 

since qize comp lp 'chle.ingu-r to il(.anc dalU ,ation, l(edsI el 

attention. It is nt rl,,r:1 that Ilh ,!ioll Iit c.Coqlfie(t thoo 

need to rel tieit( ivlviiimilt and Lime of l,,,rt :ii, nlt.:; to importance 

rJ,101 lhere will 1 

whuee-.piini, it intlor " expli:it. ,lqwiit i t o of the decision­

makinig procetn ovolv:. 'lhin is not nntua 1 in a1 minor concern. 

of deci:;i( I) Mod"u . p sIome, in",fl ici ency and 
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il tilt! ,,i i t rilt:"lholtl w ,iiI t il"Plt"w ,livei 41 :7 \dilh4) t. .i,(IFi. I i(llluj 

%J11ti011 l il'l Of not hlavinIJ Lh01( hIt' li.nim.0 LJ.Li :i., * HoJlnl Tuduutiun 

ti (,ii~iltu ) ill ~v Iv d ThejI~/ ' jlihi: IIIi-alyr 

Aalllyuiu Gruup, aniud Ulj allil.un (Ct:IIti , L "tv:, pitla, h;ave been 

dhe laly4- tooc , inc{', Ie',' I 1(jIl l 'a lal , lJI)..'~, tht'l'l', 


I *ienc y (%MfITAt a i ailt 

Ias iruroved,,:; tanL.Age ncy , UI.A[ID, and et cnont-racLors hive 

learned more, AID had reduced reqjuirmuentw ; for contract approvals 

alId speedel Clear on( Lhos.1 013Oe submitLtLc. A fiew contraictors were 

weeded out and the othe rs maintain clos e conttt with CONPAN, 

1uHue 13t for propjusls at g0ltera,-Ly wutI 1 tiu Lt oult al d contractor 

ru-pIunlpuLi opIlwdt{ jucii ilt tito.itJ llkls(imill thne Uniited (uites. Close 

Efi c r of rut l-i 1"ocotiiie. wlon[A-uri. iq 

Ma 

reviuw , dtlrinyJ th,, visoit , of a problemonlcolz ll toredl in performance 

of a contract to rt-viuIA) 8W nutrition sLtaus lt ,alorcdld 

oppj)ortllj ty tot) ope rat(ion of. th, c tot ,ii:t ihj ::ys . CONPAN',; 

rque:st- h1(1 hoinMolt. (h1adc r [UIAI,, tht ()ltlacto choseiitjn, rese;ponded 

awbiquouJl(J y thou htllr e:ttrs. F't7 u ii lallt.o our i5 lIteor , CONPAN 

di;coveruil, thr(il an inlt.liI rupol'[L thiL t c ontractor ;uemlo(d 

to have' lCOiL tt1 tmiscun jiiiiiit '11- da.,lldtj, promptly,:;;i wasl t 

di lcuss0id (Ili ('11 1 t't.4li , Wi hlo t .O;Ir i 0u10 illpi i I'IInL of .ochedule or 

of[ficilutcy . Whether C&JN'ANi would hvw clt Ld an of'fectivoly without: 

(CS cons ult ant l)avid No'1 on, who was tl,,VI 1 , iheavil in notvtMu, 


cleaOcr, hit 1huL iinj value of et txeri2"ice waisi communicLced 

tulTmptly'. CONIAN will b, rouview1 prol)(i:,ll Iwore car, lully and 

qoLLi n repor Ls ,,u.1ior in thu fu tturw. 

http:allil.un


!14 :,11 1 1 1:1 A .-. Im.m~i tCi'J 

t i 1 ) 1 u 1I0 tu t I I( L1. I 1 0 If J I lO,1 (It% t +V('.lLJItll 

I 1i t , i~ t 1 1~ 1i+ t fit: l4 I,( ' tv ', iltJ l . , f+ 

J -IL! 011d 11 '!i ill ti lII kI tI I .iilt p.'l1 tlii ::. 'I'l(t' Jil t j' iIl:; olltt ll's 

couit~eipla Ld Lot i7 / i I I tax C)NIAN , but i. utlit and projected 

staff should ]w abli- to hmd Ie iL Witiout i liotls.;duLt ira Lionl ini 

efficiency. Study conitracLs,and otLliers with e.a;Laliished contractors 

such as TVIWRA and INUAI., re(quire relatively little molitoring. 

Probluis will cowine ill thu large operationzs projeucts wiLh untested 

contractors. CONPIAN and tSAID should concentra te monitoring on 

these. 



3.Expanniori andt VIJ I nt eeri 

(OMtJIM ii ('(l(l'Id l tii.l.l h," .1inwvdlad, thiauqh UXffltl unlil of 

[|ltI JI 11 'l~llt I ll~ '| 11 011 1111I111 (I l l o ul[Illt ll lll~ l , [Jl 111 1 tult 11 

wOukinq in MOi. rech pelt cut ca ea.sily tittyach. lration Cl x. use 

Vol.uIt.eIri tot "inside" work wi Ith h t t ii LOa ionte, tie iltqt , aed 

fol].ow-up s;ocial wor)k not yet clear. '[The bre.,is t-feedin, centers 

base impact on continued personal contact with participating women 

and also require many VOlunLeers. It e;uem:; 1 ikely that 1500-2,000 

m(1re volunttI er.s; will nee4 d to he mobil ,,d, aI( iqnpd and u;ptervised 

wi thi n the next, twl ve month:. 

'TASA, t he impres; ive2 (tt!Ittl t infl gtOupt contrcCted to implement 

the project lot COPIAN , ims t,(uie aw tl,l-(iam 0 the ouro)lel/s involved 

in iwjor expatrn:;ion (!: VolI tir'y s';erVice, but 1 atct.! the Lime antd 

experience: n v i i~! ry to col,.z twt th .' . ThIIAN ara (U)I)ItANI .l eal.r 

less familiar tL, l ta A; ,lv, . ''t ient,with c( x invn Th* r(ecr itm 

sv(.ection, train~inq,, l",pl',ram inql, E;upprvi,,ion ,andl evaluaition of 

volutntteLer r((ptir(, a (li Lit irm than tzh" il trdy difficnlt tas;ks 

of fin inq and OtiLyi P,.1 ita.t 

" n(I (Il has tnft.]ly stiffe.d-Pur(" i , 'IOi I t-tst ,(ttti h t; nuc t"n( 

the l'tdro de Val divia (Centesr in NnLia q , Ittl hast; had trouble k epinq 

the l tqdaithuIt C(.' l .li it itiL O tIt i TVI a- l ;;; ('i vacic ont.;full JILh. iiel;o t 

dttrinq( Januarilty ant!( F"M'lry, am~ony( nidhlo-c'los:n Chi](lans, r'aitsu 
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iactiv i ti US. If tfMust; tctivitie.:s "re totlitt(er i 4,iz' ni tdescribed, 

Chile needs somite help with the trofes;ional.ization of volunteer services 

The Overs~as Fund the of (OEF)4lEucdtion of loitn Women Voters, 


hs done useft! w)rk on plio ,s.ionalization of volunteer service in 

minny Latin Anerica.n Countries.. The Colombian Assnociation of Volunteers 

(ACOVOL), which 1I).cii e.4ven more effect ive Aith DEi hel]p, maintains 

high standards (if volunteer performance. Btoth organizati ons are 

good sources of knowl(dge, &xJ)Olie.nce, and traininlg materials. Their 

approach to volunteer s;er'vice shares; CONPAN'. emphnsJis on lanninJ 

and evalu.Lation, ,4(h(1 in a concern for i ntor-l, r (;ona] effectiveness 

and communica tion ski ] I.s that could benefit CONIPAN along with 

prospo_ cti Ve vol u 00r 4 ;.t 

Chile ha ,5 :;a.c-eta ria du la Mujer that coordinates all matters 

rule ting to 00011, t imic I i d i ng vo]untuer servicue. There are rumors 

that- CONPAN a d CO 'AN Ihave already dealt unhapiily with it, though 

detaii s weT h,4d to tofiim. The. Secrettria is highly political 

and, it it is not ansi, ij "lpiiate ve ic le, tlh ('(IOPAHI lroup is an 

adtI qIlte si(e for bii ]i the Vol tiit(uCr SultItt i a] to theljti4 een-itllI 

JIouect s.
 



Vo.'i*lthi-tth :taillut d Hdl-,a:;ni:,r,IJ'' ta i-t w : al OM' d milk HtLidy 

iAtil Il3lMn(:El oi I tto t:'! i'lIi v[*i "i "J !: I .,,1 1:. -v . 1 Cl'l it% :, (Iti It I I1,k I iLt 

C'h i III t llt,!I n ) 111.1 ,II 141 fitlq I iv111l q 4 41 11(1. 1 ,o :;'.Iy w i thI hI ,. I-(!­

ei,
cu e iat ion ctIlt :. tUIPAI'N WIi:i al u b,, in I,'itch with CIDE (Center 

I jo L I., , . v, "; I yfor LdtlU a L j (iii .I) 100 n,i I' UNva h) a iIi i of F I;iit L I ha L tha 

done iiterct ingi work with commiiifulniity volurlrL; ;. With ('ARIPAS, the 

lled Crosn and others, an adequat volunteer force can undorlubtedly 

be lnbilizud, I=t thP c iodilaLion p1(11)tliOLh Ply lnoit ht Imathcq able. 

They can be made Mro r by involvement of all groups in atrLactable 

common trainin experienc addressud to professionaliz inq volunteer 

service, creating cooperative atltitude:s, and resolving differences 

through better li.-tuning skills. 

Many open ({u00:tiohs rumain about use o: volunteers. The use 

of poor people an volunteers, a practice widely encouraged elsewhere, 

receiven little attLenition. The design of vollnit:eer ltaNks aid 

traininig to facilitritte later entry into pid-job, done in Colombia, 

also merits atltent ion. 'raining of recuperation center volunteers 

includes little field practice, u. eful for sel f-s.le.cLion and 

skill reinforcuL ent. I'tudnmnen til of the social work task, and 

the related attitud i, and skill]s, remain vattiet. COPANI has no 

system for evaluiatiLnll of volunteers and I (Jud(Lick to improve seorvice. 

A m etp nug at CORI'I I n1hitwd ;,od; of colil- ct bthlween iP id staff and 

i expansion.lli. tiiilJ(ide durinq 

Achi evement of piIjcied JlleIncts luquiiu ,Ipcdy attenrtion to: these 

volunLteurn lit cocl I he srious if 

and relaLtd qti: Lti ireo;. 
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ri,,; I t I h I lll,tlI , . 

c(M)IIL oUL~d)uuojlai u d .tLI I ud as. di teu .t hit: u I ll:, whi l u ut.g.
 

alt,..hj udIL L 3... i ti :,".p, I Lt "M I, SId ,:J lit I. ii I l. Lku., ' 1liw lithtuVy
 

I ti I I lill till (-(0111 (l'ql~' I,,., Il "Ia I, I Ii ('(4r1PAN lit a t~f
 

I, I, thl,a I imp ,l I ,IljI I I I t I. l i I I ,ij It, 'lit 

1 atA li I , llitoi,iill 

expreas doubts about plopriety of it. 'The understandabla desire 

to reduce bidding burdens,and to contract continilUaly with 

individall i H IiLit ]iav, lo**a'n-d (t)IN AN': n ted: and apjroach,il, fain i 

conflict with the need to give oLhers competitLive opportuniti.es. 

CONPAN has not yet resolved this conflict and, to an outsider,appears 

vulnerable to, though not guilty of, charges of favoritism. It may 

also be losing useful ideas from potential conLractors who do not
 

know of CONPAN needs or are not gvlen opportunity to respond.
 

This can be remedied by (a) Wide disseumiinat-ton of CONPAN needs 

and specific contract opportunities, (b) Usinig submiission of capability 

statements as a device for assuring eligili jty of all qualified 

contractors, without augnul21iting excessive1y ti uumber of bidders/ 

and (c) Opening more contract s to fully coripe t.iLive bidding, 

accompanied by a requirumprint Lhat. potential conLtractors outline 

their conceptual approacl to eaih assig lLw it. The last step should 

also save CONiP[AN sonic exjw:pc,11ve of If t-hudoIogy de ve lopuntL, since 

contractor proposis wi ll i nclude much of i. 

CONPAN should considter developing an oni nvLaoLion for conitractors 

to be given perhaips twice a year. This would save time over the 

http:opportuniti.es


present system of individual orienttion . Rii.tlity and narrowness 

of contractors, major factors in the occasionaI.[ poor performances3 

to datewould h~e alleviated and orientation sussions also provide 

useful screening. A current proposal to have contractors give 

mid-contract semincirs to CONPAN staff also seems promising. 

Like USAID,CONIAN must recognize that waiting for contractors' 

reports leads to ineffective monitoring. Staff should know, long 

before, what will be in documents, by early and continuing contacts 

with contractors. Contracts to implement major projects, like the 

TASA involvement in rucuperation centers, will require more field 

visits than CONIPAN staff have been accustomed to. 



*III I I n I i'I I I ' 1 1 I I. A" I .1J 11, uLn I 

y,11a , I,Jl l , i t I I i, II . 1 ;, , I, I ., ;,, . II ,i I If.I,,,: 'i,h I 

*"Hut~riLiolal lA"" qjW* pin yI wl,::ofl Chil,'.,n n~ul i Il ionh plannlling, 

L14t.ilIt it t! . kbl:,.d : i a I it , IIk II1 J I!. I , 1,' ' , . ; Ll . :1 Cttw I1 

(-)tI'PAN i'stratt'tj' IliiL 1 1 rut to divo ltqwlItl t of hUporor 

knowludge, through opirat-ltjns ius atach ard t imoly inlomation, for 

establishing crudibil ity. While this does nt. as;ure event:ual
 

ministry coll aboratLion, early experience indictes tBhat 
 it if;
 

probably a pruru:qui:;it, 
 . To be "first ainnyr, eqls.;", any nutrition
 

planning and coordination agency mus;t f:;irt l 
 ou that it has
 

something to offcr puer,. 'The 
 CONPAN taLxj,,riIt: iec.als;o shows that
 

improvument of uffici 
 cncy in a l.ess tLhreateniny u-ntry point than 

dttulltpLi Lo mnOdity goal]; tr bIn ic ltemuit-w ot piro-al ntlct-ure. 

Building a naiLonal nutrition pan "from th, jrotnrd up'' 

offers promise at leasBt ejihl[a to that of aittht s, to "(JOL nutrition 

into the lational plani". While CONPAN'n approach ru L cts the 

limited role of OD)PLAN , the Chi]ean planning agency, countries 

with atronger plain atlq iTlly 1ay l.,b ,fit fr L1n . Takin9
alnimi(Ilj 

on agency-by-agency approach, starting wiL ra tionalization of 

feeding programs, CONPAN creates a context MtL should make synthesis 

of inter-(Ielcy at , IijnaL in nd ju. . ,±, t ,-i' n,., p;1:.nn qg, with a 

1esUILing National NuLriLionl P]an, more f-fecLiv and as rapid as 

other meLhods. 
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The CONP.N appiiotrih, jrlqiap5 I "a:ct in, Loi tIl, overonc rn of 

other nutrition planners, involves litte effort Lto transfer 

ideology to,or "suntitize'", other aquncio n and ministries. CONPA14 

people refer to thiummuuvws as an "island", in 1.oliLica], 

bureaucratic, and idon oq ical term. Thi i:; an advantage for the 

first two, but damnai"U in time third sense. ini;tiftntlonalization 

of nutrition plamlm inq rtuquiros transmission of ways of thinking 

that go beyond the inmtroducLo,a of specific Opa.,tiona] techniques. 

Chile.'s twenty years of milk dist:ribuLion and rolated discussion 

uliminatos tUe netd Ior telllg ninistri; .Allo' the prevvalence of 

malnutriLiotn and the IQ,.tulanco of nutri tio:v m ls. 'Tlh re is 

pressure on CONIA!N "do s;omt!JLh LI(j" .;chiI o;i irmter-prtn this 

as' ruquluiri nj well-piveni attion'; before C()IIPA4 o rie tn other 

aqucits;. This.; lo:es tho miiultiplitor ofFctl-s and sources of useful 

ideas; tiLat would I I ' frI i: tial / Iiivt,] Xl!.ltl. ( t .iem, thoutgh 

orienLtaL ion to th, (IlietAM , ipr ,:h. [) - thli limitmtatiorms of 

Chileoi buaUcrarm:i:, Lii: are amiqJ tLh petoJple who would, 

i L give!n t doncdi lliK ,j,[.rt liin ty, cunti HiMt /iitn;LW t-iL i lly to 

identificmtion of [)rol'n i5iiij iintqiVil!-ifjil{,.viliit (Jimtee , to 

iutri tioniiil iitjI lLioLi: (l Jinll --aqvuciy' icLi 'iiLi,;, .on would 

unuLtr(i 40 "ii tl iut- i ion l revieow", lo ilnj .: (: i7PA for t.Wcnlit',lm 

help. C(OINPAN Ins iim i I pol ()) urictLivi- t i.l J mhou ii 1t-rit ioni i 

ij luV i mL in ('Ii 1t. ,, a.: i l ti tuW ii i.;t otLhw I i'v t-o aiit 

11ovO'21lil11,' l ,t- l ,!r(li ps< e'v, i t11 lvill' i i<JIl lillit 1.1()l ei t11,1l1 ini tti~~oni t;o 

i ii ;jm' :;e:;s;ion.s, :ouldl , ii, it id i :;, i ipli vt.Il l si1I'..\ 

(ONPAN ' ; jlhtal-le, inl I .l n Lh., 1o(ij an l i i I irllIt process of qLtting 

nuit-ri-.on cone;ueib nces tat. on loe' ser ioulIy. 

http:nuit-ri-.on
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*''il i Iii .1I t ilfh'it, iii i(tIltd i, Il,, f{,in, Vii tum , iIItt' VI(iWgj 

. aAI(I ti:,l hat ,il WIi ' 1! a t ii Iol fl Vet ii ii ite, u t'|iiab |I)
IIIbi iI . it I ii t I I'f 'itI ~ va 1""I fit juuoewi 

li rry ,i] III I l e iot h ilalyl I I, ., lI I , 'Il)Ilt it, W L.tllout J I 'i 

djtl jjjl~iti," I, i . I |" p oJJ{}l,I II1"It NI PANl'd Tin; r1A1 hi! wu tl" 

', n ... ( i' C'(,Itin I k :o lI{,t,:Z'I';IlI-)lI: r t it )II ' 1, . yY I,' t 0 lt,1 It'!'('V I I '. :s 1t0 ) 

- ,1t %1-'ilt it.,Il I I IM [ ld t i the; I dIIIloJt III () j,'L~t: 11 1 I II lk'I , IlI I , I w o . 

O W~tPAHI (){ cl Ii I oc (if :s, inz:;Ltt ,dt (G;)voi[nj,, lcl,(1n11:o! f ,.' lof t, Lo}
t 


caiirry oult. nust- plilot at. lviLies, a idy r.'u{l cl" lat. of'{ confidence.?L
 

in abiliLy of Lle:j- aJe-iles to ilwplmuttl ripidly adi efliciuntly. 

''hey air Ilco n i.e ly t ojlwia 0] or progrlmsVel l(u J 0)1"natiotnal 

effect ively. C()lI'A'I o::pot i ice wit-i JtrUNAIF', liltA ai{ljL'y ilnV(lved 

iii the ichool Itt- j i~j| plt-[It.u lw ( food piu(j.c2l, inli caLeo, tihe 

resisLatiicr, deIoInsivoiine. duld prloltle; ,ae:iocidttu1 with i uLtr­

adjqlicy Coordina iioln. 'Thlost closait- Lo fieltt Looks,(; havinj learned 

the hard way, o~: nwlu.qcl ther; difficult In"; ' io'L. AL th 

rtjional level, (HII. nqM ipi v thiv ii Ttq,, (h,,cHIJld 

vividly hisn factic. for tn (ilficulL ta;o; of butildiiJ regional 

coordination of nut ii ioi-rrlaf(d ayjiciuq. 

The 1977 f l ithirit-at-ion Plin Jincludes proju'ct Lo identify 

the butt iotdlsI for iMter-aqericy aid int.a,- u jiunal coordination. 

'lh ' u .ful, do at Lack noru prol,]ems, Ifre f'; but not Lhn 1fndmnt-al 

of buildingt funct o:ial linkages ihinb i:, oi collat*boration rather than 

(:xilit rol . 



t t ) I I t n i Iu I ,, * i ii I I ).itI , I ,I T!I Il i 1. I( j l t uI t I;,,: 

munst.IIb it:j ad. Sh'f-awarnsst;i; and vigila.ince are the benit 

antidote; to thet artioi(audc of power. 

'Ihe tiLtb] lislhlmlil of funtcti)nal l i kajis: ,r,]uir. s eaurly 

from:f relevant nationlo( private organizationsinvtlvean-t of 	 st-iLaft 

a tj u tic ie de.;pite the d|elays andii! otier frLstrationsand Govtropml , 


thait ofto ,tn'aCeU]' nl y toI{ tmunoi(-iLioIln',i:,it need
it. O 	 ,,,! i :at.ion not 

involve srrnd-ei' ofl ('UIA'AN prt:roqjatLivc . Wi Lio"L it, eventiual 

a;liti on of 2.a xt::;n i ,i]I L ti IIii to L j (iol ] pr1ojramiistransi:fior 


wl l yer! I;2 y ill L u' i.p.':;ible]'.
b"t'dpl c'x:-i vivii ,ndl w o Len 

CH!PAN la:, avoidh'd the [,robl td Wi tih Lh, Iot'vLit,1 Lion ad 

tbrasLt i. j~ ! 'uyi' 1l t us ing itLs fijoch;todhiii'j p wt "bi/ cyYord n 12 

doI th ';,' ,iA:tivit [' tliioi ht COPAN , wiAUiC it in ;iimultani'ously 

building', up. T wii' piim,,i inq hHiLi to (101t1 y Uj.,rJ'.'i ) ,id ct.:atati 

sni; fr; cuvI ll ii~ tat ) PI"IPUIS: Wil Lou moreCIIA ut 	 Salii iii1 Unit 

money to buydifficrult to in2v t it i Wa.i i 2t: . 'L'h, : y oW ,w 'nough 

coordinIti on . ()irqaniyi.,,t i 0112n, whathii o(uv'riil',:i {t ., or Lh. pri valte 

,' ctii,' ;yI,.Aui nt , ]iL.,.lygroup:s (X'ccuLin(q oCt iviLi s formia l b 1 

to it:plcmenit. ha'.''' ntoO u uc h involvd in initial eforts1 . They 

should Lo "ia2 ,hning<by doitis" alolig withl COMIAP,. This would 

build the s;upjiot for Ititer adoptLioni of ptvi in t.rvetiotn. 



TLho' lorequJ~ili tlt,,s not. snigjllnl Lhlii andi iOi N(llPAlWhiavc 

IneglrlcLd coIplet!ly the ieed( to build bridye,; with others. 

Elxporience from (at-r cuunLri - makcui cltai Liht such bridges 

requiru strong nd MuiIiU)1l ith .uccr i iul Lud tOlniuoti u [ortL, 

nLty]ou and thUmiii t ailil with powerI posit ionll l :dUplIT.iOf 

klowledgL. Currlnt ('Q>NPA:N and CS;i tfforL:i cln 1)2 (xpandod without 

ilncru isLnj workIidorI ioeuC ij iach i "vrac L of cIrriura t iilt:i. emntation 

Ildani. Lx[ai;iion ci do icticho assu;uit! an intluunce11idia~uthi 

of CtNI.A lKi InLi Iii l O)VC- m rcs ihol I, t. ici pat. cL: IiV oI) i 

intLer-mli isi LJ a lI .Iti ojs. It reqlires CoIIUII i catioln of rjoaiu, 

ipproaceits, aiiiJannjtPij" t ill levuls, wi r el ited efforts to 

'rht ('liiIiii jolitical context- (lis;ni~Iou jo; biald, continuing 

attmpLLIIts to build (Ja .:. rcot tc(ml i tuinicy 0 Ih (J SinCenn owJcrqIctc-i;, 

aut li CH?til l i ,',inf lunu .;sniuI icialstiLyi; Ii.,I off iA; 

cii ciacli. *,vvitIl, I';t;, i nit. rition p l ann ing in Lo survive in 

Chile, ,andl ii t r~ jct o, 'yield< ndi onllll piroqraman ,CONPtANa~()~~l;,Ire 


u an ibilit7 L 

U i a lfl 1)3 ind colm. wh-it iOHH ibl . in Chil 

liuli.; L tin ill 1 In t. j1"wir 'i"o by cr'v'Lciiua I shared 

stl( di n ii lliivt'.,ii an
 

iicll ti. m
burutanic cirs:. 1 l on iuittho. i Ly aind poitl Lihina llChilltiOnIs 

clolic 1 not L1 I1 nut riti (u p1ilnilnj a Vaitwill on pLrmilient of 

Cliilean life 

Sol,, siml]e, and11lslolir IitLer-agJulncy tLi iinj sssions, 

emhlaiiiing uxjut I lua"Ijl( Value'of CutI clit jdutil( l proJcctA, 



~~~~~uJ'tL 1 1)~ I ( Iit! it It; ttI i 1:4j1 hJj nI. t.Aihs jaIIII,1 iti~jLI'~ 

ther~ " " I"I It I- 1. %0 a" "1.* w ,,ja :, I I I; . .II i I hoi t o 

Iwoi f~ Ii I, 14 1 . 1- 4-I . . A'At. 11,11 1 1 4,% ( I vo 4, i,,- I ala approach,~iilt tai I 

noi L.LIu:C! l l.jI U11IA ACLLJAU , .ajai iu~ .an W I la asi., Thua hhVaniIny 

st ylo uf* Whor .11 o Ia y tat dAilAI ' l.UtiaF I i~tu to no i 



E', THEl' C AP IO)I., ''IJ];I WITHI ll:;/%'ll) 

|18A[I anid COJPAI hav, :voved I a t. ory work patternLisf;Lna 


,tLer several i il il L.'ul" Tte "itj'gqv';t deitmonitls; (i I y. oft Wuiow 

stA toi niiuw i Kh iI W wo-an. 1III in 1kWa t-houghiivt cvO1I iI ld , 

Mhe pr~eent-5siiia Iionl in foir bat terlio~i ha uh~eir, to have 

gjone before. ISAWI LorlioVOL arid st affl short lfis comipouridd early 

difficulLijel, but are cuirrent ly inrt a [lobl] ew. Early differences 

in empha sis, hotweeri 112A II) ,id COPAN, on douri'sni t-a Lion a]so 

coiluhi icated Lhe rel at i or .srhilp, buL the iMunriviis hive 1ioiu; moved 

closei CONPAN atddik-ion of a qod I i rat. dliii auii ii.stratiozi person 

has ls u c t rilt t,,,tt o Wcie irni tei, air, s ince he cani piolii(du 

in"iy , alreidy ;-rvivias 

prinuuy c~ontdoct, Imintl tot mnn~ti itrm of the lnan. 

intormiLion rvio q ir-,. lay :!A. I at.niil is l' 

CONPiAII anrd 1 1 
2ilii c~ouild col laburaL coore "t toei ve1', if IISAII) 

iisit di retL obq;i vatl ii, r Lt "r tlhiii (Iu iih,'ivt s, a:. tiot basin. for 

lJ fIr-;, ilcs to a AID 

reilre eritLive "!wi. thw S(TI'P'AN o I ic should 1 tbkeri upj. If this 

dloesi'- miter i, izP:, !1:;AII) should]d : I I ,ie a spec.ia] effort to 

luniit.o ri.j. A sLnd i nvit Atio S;i.li inqur have (IU 

detect problems i ql he fore (OCimelItsi coime ii. The pa s should 

he no core.ii O' jaw121i,''rwor a of Lii i ; tlat [JHAAID already 

knows about-, to W. .reijrvd on 1 ly ift-tor wi(reei.leit on srustanuce hias 

been reiched. This iit',ra ; t.h t tI;AI) r;oiii tors Iuist try to clear 

wihLhD e r fA I) of bu,foje doc slbm itted, o reduce,,ce ,ilt arFe 



(j1/. 

ii 1t ~,, .1:;I 	 I I ,',I ".s*t q :I, I 1 i , I *- . m ~ Ie~ttc:111(11 	 -i il V4 .)11 

p it!(flNti hed~ i, intt:LinIl 	 i 01ti l andii ;(i.c !' 1),0 

10.,in for ichit i(Ie!ip wit 5 1I le lhict'. MtAID) :"415 to del i Pmire 

with COiNPArJ Lion t he jiuti it inWid[chlin i ic]cileie tr ips to do w!iLh its 

contract ors;. Ct"wiArl cekiwI iie hat, U:;Alii t1e, ill it!;1 	 it her. 

IcLivi t len, r( infored nuilri til-i plchtiitii by inslistl in that piroos~als 

be ruferred tee ((diN In rt cirlv. MtA IN con, ii;.is I; PifA re* to 1 dO 

wo101 of. ti s, Ii~cti ' ci~ I lii, w:ilI ieaiicrici] j aq.ii but te unless 

vol I c i ctivoe ilt i o tiip.ai i 

'lce two atie:; in heel to idetify i~re:inc te!jiavoin for tis co(ming 

year anid this oltr ca qn o(dl opport tii iy ill!)! v(e liito cmuicitCin. 

Btothi eroifus accoptLu, in brood t ermsn, t.he coniiidai iijonu dIirections 

r~ecoim,,nded~l 	 iii t-ii l?tujcleit Thfey no0w i c tie'( t c Io ts 'liI indicators 

inl ji . ~Lof jtojIIC, tHa; tci t it j 0 If (401211 lci B itPt a e p tJ1;AIt) 

ini (Xl t a or t Ii w ih t c ji1~iven to0 t l i e, it ii H Ct r(ip ini with all 

ai]I t lit i v fcIW t I n 1"iiIcis ci c;' ilu f t ec1 a . i l Le, rlco'IiiInq LhtheI 



A -­

t I ,At'On Ii - h. ,,ar .s.tatm th out mti A i wi 1. J ,it ,i,, YFl],I 

JItiplelmlthat iont n it ], P1(1 t. povides the i nsl u"$ ,.(AN),f1,' Withwil C.t it 

qo.I(aAI ,l {t il III sI i it 'Illipj a i.s I I1(0 'I idh j icII ';, such as 

iuilIltler of, n t fIf and nUiIIu r ofU tudici ;, to IeIIuret'; that lxu i.,.t 

IoL accuratLoy tUPt Iruj(cL [urpo-fs. A f(w ly indicattorsn are 

si(JIJOLtu(i h;ru, t i 1lz;Lt iaLu Lhc' Thell|J. tw"Il aqencik huuld11(0 W 

jo.il_] y iduntiti~iy (otheiy; , to auiiit7Q shared tndvho;Lald InJ of t .iirdW 

Ti' c(.(l)solJdt ion of (UINPAN';s pos; it _ll ;un ite;,ts emphasi On 

indicato' that rtllct aLl.r.i itLe. of a ftncLiorii.nU arnd effect-ive 

orjaniza Lion. For CNIPAN, LIo( mighL i lude, for uxample, a) an 

int.e arnal inf io.,ria .io" ceinLi Liat is usei i] ild I ed, b) an Ana]yLic 

Group Lhtt p"oin nq l] aon, c) jroup ofis ii na;uI concluions. ad a 

resnprniiveI Conl0 actor; who, produce work cotn:;ist ent with CONPAN's 

approach nl While of ii tLaLiveand direcLiol;. 1ll LIII! illvOeVc+ qua 

jud .mint;, quanLiLaLivu indicators thLt r efIe ct. desirold qualitative 

&vUl I. Caln Lii iJL i vad. iinLtucid of cu UlitnIg jLudie,, mael by the 

Anal ytical (roup, for cx '.ple, use; It,,dlui of tI. ir finrd.ing; can 1)0 

I-t'Cor Id . Ak ni pt _ - Jilt iat 1 II[ il' nj :;10t CIJlld itak(e Mlt u!;Cful 

Lh.- LabLJ, L ioTI o! IlLIiiq of cnlL , cts. IL in iltllILtlilL, Loj, Lhat 

COuPAN': M. rnal izl(ti, inn pioc,,duIre:; L u Idi id produceb,: to 

informaLllionI (il limw, it licatuis . rou~tt inculy, tL" ,vu id lalter spe),cial 

ru+quus:ts IhdL wzill !",L., t i,,, ,andl in( answ.i-,!,l inad -,'lut l+y. 

http:ftncLiorii.nU


44 

()": IIi It I,I I: (d I:IlIiiL, - 1 o I Itl I'.It i()l Ia n im p 'V I , , I!1 t i (,IIip.: 

V jil tI rutclit.h.,u Iai i 

jointI. irassions lad 

with other alqJ(li cs. dprivo f roili niii o n The 

iumibe r of L r a il n:in";4~iliilril:i I or e:vallp I, woual d 

Jidica t a iacv: dlii.'Lnu ioii oil -aqv.nljlicy d ,ali :.w. 'Telchnicalelri 

assi;tdai-c- ruiti-:; [ro: othlr agencie:s rtoluct a ditfuiocnt approach 

tLha unil aLura] pruonuuuiceiintL- from CONPAN. IL in I ('lss important 

to ostaLliNh and iwp lasr nw indicaLors recognize that. than Lo 

consolidaLion rcuquir.; ub tanL.ial mod iication of currntI; goals 

and mothdasnrus:. h14.CuiIii ig more sensiti.ve Lo cons;olida-ition, CONPAN and 

(IDA' will readily idntify signs of i, if tie process occurs. 

altLioni with tiLier w i (:1 v :.;i 4; h ] ,I Iida ILtfuncpLional 

]inkiqus, witih q; ci liid mini ;t-vien ,11rd ott ni ,'ationu:;, indh inval­

vpmlint in tL e (hI vii tt. ia1 4 lH.,Jional AdhiAt ii i un1 lrtq nowl nder­

waty. ]lio honl Fplatl inq, qiotul": hava,conliul {)(ar ,am lnucl an! one:-third 

o ft a l l r .'~ -! ,.r{ .;~t ll i~ inl tll, Ikf:,q I,n'l, f ! l ll lio ul 11.101l~it'i( (jols 

tl (ha ,1]i'c ci.l atinians, tfilquitt in L h lt4r:;,plI 4 41,4 n l i lJi I (v(ith'1.Vj (i)PA," 

s;hould on C'N)I
in i U ;AII) .1w alea to atir,'i br a ;'iI iivolVeii :1 t 

With tt'.;f_. (jrl'( lS: and1( !;(I'iqp ildicaItors of l~tftli.ss and e.ffuc(tiVenlussi.( 

http:l~tftli.ss
http:v(ith'1.Vj
http:sensiti.ve


I CItI .- N1i1 4-lc.1 Ia !A) 

JI l ,I I i .II tI . (, W , I:f 1 i.. I, t II t o I ,ii i I !i I: ;, , I JPAN 

rH "-It o; 111 Il ,l'n n I !i i l'~rl d I " ,r .'L 1\, ]t,e'l l - n ( oh i w ,,l L q ( 1 ()ltl- c" 


IL o (, I~ t 1011 w doing~ jo)bs tha.t would oJtlit-rwiii! rtultu CONIPAN
% i 10 


.
Lt) h iji. uto it! IT.,, , ''h(! ] w J }: ,(-1 1, :; I it k ',.l is C SP.%,h '. 

s;taff I IruIn bfromein, ointif iilctj ",Xpluts"'' and makio their hell) 

practical and ruelcoo nt. S;oor CS' Bstt.l , who vL.'L i nturmitLntly, 

play a luss ciui iol o, thouti Dean Wxil.s;on ef-ecit:vcly maint:ains 

initegr ity of Lhe I tooinq ii[rtcow; he(- he] pt1 Lo i iifrodue. 

There is; 1 itl 2 inticiLion thit CKF' or CtSW AI Live planned 

for Ilon'i.s; dept1i tip:, the end( of the Owin, oi even the iorudiiate 

program of tuchni cil a::istt 1i21. hnrt liii tkhlt .r, Lhoijqh hamjnpered 

by poor lhil, 1 lwiiir iiort iil if [I 0 I lirni ef he tiv l y.u I;(-11 

Cartsulu l hottt MAW :;ul' 2 dt 'ii .'itiju, tjtiihl perint. 

tran ;fio utoif1 ()j.rlt nj I,,:;L; (t''t'lt :i of a (i tlIri vinit 

s;chofc l l t , Lh t <' t, i lf:<Aln ic,,!11 

thlout N ly orderly 

,,i; ),1 , ; 1.:1('i i I Ithough t 

sIliou] I bt . j Vt.i ilh: ll, t 1 ' to, a p Iq tid) i I,(tll ly p Il;i ll outL 

C[;[' hil ,t iili:nd ;l,.i;i iivi ltt :L,,f f ieductioi, in.tLoad (f w.,iti[nij 

0to I i I ( )f I. I I I 1,I I :;l l(Illt s. 

Chett i ng (i )!JP1Ar :ttfI ouLt It) 00 nltiit: ion planning in othter 

('OtnLrt ito;, aldoI b i l ihI ufheis to Chileu, ;hoti I I part of tLoctnical 



L'|Jhlf;'kii * |it,1 , (")I . ;, , G4i 11 I, Itt.4 0,ii 1I ,t iti 4d 

I ln i IItwi ""I ",I 44 ;, 'ila i, W lr0) 4 a ".141 CAM mia n L, th1,4 

Pi I t i.1 II j .f !Irbil uulila II , .(.1t.l. IN&AP tul ietJalialalp!4 Lt 

Hurvt yw.' (. i t a i, n i t y Iyfur. i~i:I *:-nLli4carJi.AlluiI J,,a:,:, 

'Ilieru are a few au,.4 wereIt.rt! cain pearo(Jmrn technical.outm!i(h+ur; 

tasks more effect ively or: initroduice a 1L.itive tchniquen worth 

exlotring. AIW] itd loh.hviora] ;i+ju impr coirimunicationte,+fu Jlu)oved 

and participation within and outside CONPAN1 and profeissionalization 

and coordiniti n of volunteer siervice, are two useful kinds of 

help that CONPAN has iot yet identi fied, because they are relatively 

new to sLafE. The 1977 Iiplemeritation 'lan should he reviewed 

;ysteIati cally to identify any others. 

http:wereIt.rt


ijlI i l illi :~ I k lll: l1. , , t L,: ! i V t' II t ,' , II , 1 . ,It l I Ito i | l 4 , 1 ' i 

,I j, i)L ( , i i i iI J i 1 :I,. 'i'l -'i t ( I AIi'AIJ,.I t I ;:;I..hdi WO II thO 

need to seek help oil secific technical questions and show skill in 

recognizing when such help is required. 'The distinctive contribution 

of nutrition planners lies in synthesis, puttinq things together 

dealing with relations among variables from several disciplines or 

sectors. Training demands attention to ways of thinking well known 

in epidemiology and systa.Ls analysis, supplemented by aid in identifying 

technical gaps. There Js no evidence thaL COIN'AN analysis,planning, 

or project design suff ,v s from the re(legit ion of doctors, nutritionists 

and other speciailists to supporting roles. Teacihing planners to use 

upecial]ists eftuctively seems mirore imptortant than providing them with 

specialized know],'2dgi. Conventional acadeiic training does not 

automatically [,tovide Lhis skill, so there is a role for trainers of 

nutrition planners. TA/N would do well to disLil, with CSF help, 

the essential behavioral qoals associated with Chilean nutritional 

planning, for use elsewh ere:. 

2. Staff Selection 

COSJPAW's s LrngLi comes partly from Schlesi.nqer's freedom to 

choose staff fikaely. In many countries and univursites, multisectoral 

groupb f o rwud wit li peep ]e from individual rin isLuieS or departments 

suffer f row divided loyalties, iiabijliLy to coirtimriicate, and the 

reluctance o[ sounrces to lend their best ,oL'] n. 

http:systa.Ls


'l a Cthll [nAIV I-I I,:I ~,,I , l,~ = lI~i' L,I l i I I, I l t,:j I~ ia. u 

lJvi .i { I.y nlll lijtIi ill ~ iji l' ii t tlnii.tji1i1. hfrl, 

(hv.stojinq u Ltoimi...-uijli J cooritdination " yle. 

.. lch I i lithcA .cii: ia 

Although the evidence is not yet in, the Chile experience cal.s 

attention to the imporLance of using limited resources, available 

for "buying coordinaLioun", to invo]vu "gjoucl(w eaxpected to convert 

pilot projects into na tional pr)triai:, cOrliArN's exper.iniments with 

home g ardens and eniviroieni tal aniLaL-iu units fr uxaip le, will 

sulfer from failure of conacLiCt wit-.h likcly nat.ional delivery aquncies. 

)oncept'are Leinj ts L-Ld, but inot dclivery a/y.t-ui:a. Whe'n Lhe time 

cOmesW to expand , COUIAJ may he dependent on Llt qoodwil] of others 

who wil l he wi tIiout expai itice ii tLhi proposued activity. The 

nutrition planning qaency cannot liihtly reject an existing system, 

despit(: the frut-Lr]on a of working with it. 

4 rqiuc fol i nity Enty joint,eed ai 

Chile contiim; th, nced to disaqqrqac.Lu to community level 

in niut ition p1.mniiinJ. itationoil planniing; Lrn;iateI, into reduced 

malnuLriLion Lhiuili what. lappensia iii div. rn- (. ii I t ;i(i- with 

distinct iwu proWlcia aid l ut ioit. C i vad (02)1%a!haveconitinued 

tu rufi ie Dwit, a]on's tiiful approach to i"P:,,Ihilit'' [JluiniLng, but 

have niot yvL. cun I lrolt d the (ltaL iOn OS ;i, ,iii I,:; thai(_ Cfqiiiiiwiiity 

prc:cass. This; ',ill diflfer ii each counLiiy, ,UL i ,uiru, spocific 

at-tention. Few uJovernn.ita chil eve iumil t.i-wwctnlat cooirdinatiion in 

http:disaqqrqac.Lu


- 5,.­

, Ij, I 	 till . ' f 1 ,11 

tit Il I 	 lI it t "I w v I nI onl|'ar I ,v I I v, qI " " wt.. ! WLII .',,,',Iyu (Iii l:u ll, i.1h I IAII t i I:. ,I aI ,, Il if :,I IlylI tI I l I l 

inj m( hlledt,awaI . L i )l ll l 4:i i tIn ,L I,n I .l dct. LoI ( jhI, q.iivf I tL II If. i 	 L 

vtle't|i'oat l l', a ie 	 tudingtih tbIuC:c fjit jrvant. s pplemen.ultaiy 

s;tratleJy. Chile: offivs anlluOtistanidiniijg o[a[Jt)rttllnLy to tesOt. comupLarative 

leftecLiwne's of lt Liv, ilaudi p s,d( spit I limitsna:i, mIjde -ol] oliLica] 

Lo convers2ion of ,ii,,:, initow n national policies. 

6. 	 Thu N1,ed for I e,:i L iL 

Nutrition ]ailn"i , w1 s;ta, CCdlu wor-dso on .iI" t ifyilig the best 

AIm rin t InI Iva Q'II I ()I 'I, IJIi i n ()o 1,111ti, !;..( t L I ll lit , 

anl kk. Chi.ile difc mijltl.tt.een;, aLnd: em la<a:;. The-:j (wil 	 no ferent 

frui:: 	 otmhur countries , ";Iuo;]tv thVe; vt of al'ura f]oxible 

, jltOp 	 it'l. CacI/ht' ; 0t ,I,l .',,it Joll ilnd ul]t, I1 iii (IVI Ivirinf, [1 o 

I lt .. ),I; Ili 1' will l i I ic, , i I. iiion, tin staff. 1al,, .iny '.. 

;li(A]t;Jti a alad i;te, ajl ,Vai lai i I ity ol Htaa iinJ aacL i i iJrs as a 

target of tl)pat tpita tLy. .C:ia:ha ilaj, (aVinl Of.t I iU ,:apy IOLJ.vd like 

I, l. ljoaa lt",t I . :c l ifI I i 1, ,- I 2 i i I' ,,in! L,to . (' I',:; "I it- at 1 1 )1 ,-t ¢,.0 

inii','idu, ils tan ii wiW:1 iti led to Uji t, 1Vin 

iirpet-_ on Il di i ct i(onlinby' jludi(vi u""l ni";: mi. i 

,,a. Lh 	 nli (W(INPA. 

riar.: 	 i it CL., 



I'I,llll,I I iiI ('tl[Il: 111'Il iii i I i i ll I I Ion isItIII II I, I 

i'. t 110 (h0h()JIu t II1 i llh t vtrft :t n t rilti. plo|, lllil ' bI. duni . 

M til I ,amo l it h1 .1,,,y.Lm ZauL.t ini ,ll I I ,'lju :c" canI at ill t t,' \;hi,l,' 


nu lo0iJ' |ctivully t.l
adl( t tito ( hi, nore l . .aLyIii' hu genl'cy. 

Despite the di fI;iculLi s;thdL lie ah'ad, in rat ional izing activities 

and ii:odifyinq Volici,; in accortldttcc wilh thl1 anla ly:;ss, the 

('hileaIn .:p.ri 'utcu offmlt eviditc thaL nat-iol I ttiont plainning 

can raie;c is;uL:; ,antd providhe ,l tet ive:; Ihtt l-ve policymakers 

littlic excuse for ue titt nU malnut-, i . on. 


