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RECOMMBHDAY 1 coniead)

CONPAN should vcontreact staff, develop orientation practicas, and
Initlate managewent procedaron Ehat ol Lol e shife fram dosign and
wonitoring of studies to overseeing Loplementation of major progeam
activities.

CONPAN should shitt emphasis from generation of further
information to organization, comparison, and analysis of material
already available, by forming the proposed Analysis Group.

CONPAN should ausemnble and cataloque available nutrition-related
information from other sectors, and from its oun work, in a central
location and develop procedures for agsuring continuous collection.

CONPAN should recognize that identification of intervention
costs and benefits through present studies and pilot projects will
be specific to the population characteristics and conditions studied,
hence of limited gencral application to othor populations and
locations,

CONPAN should involve all agencies likely to participate in
any eventual national program in the initial discussion and plan-
ning of studies und pilot projects that may result in later expanded
activities.

CONPAN should develop, and disseminate widely, procedures for
assuring that all potential contractors a) know of its neceds, b)
are offered reqular opportunities for responding to them, and c) if
selected, receive orientation and performance ratings,

CONPAN should continue trying to build a responsive information
system in the Ministry of Agriculture and USATD should provide
maximum support to this cffort.

CONPAN should assist USALD to justify further PL 480 contri=-
butions to the Minimum Employment Program by marshalling evidence
of ity potentiai value For preventing malnutrition abt little cost
and thereby reducing nced for more expensive supplementary feeding
and recuperation centers,

CONPAN should give more attention to the problems of a) mobilizing,
b) screening, c) training, q) programming and ¢) supervising and
coordinating, the increased number of volunteers needed for expansion
of Recuperation Center and Breast-Feeding Center projects.
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KECOMMENDATIONG = COMtall (Continuad)

CONPAN should continue current emphasis on learning by doing,
but should insulate program from delays inherent 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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RECOMMENDATIONS -~ COHPAN AND USALD

USALID and CONPAN should view their relationship as a colla-

- boration, making special efforts to accommodate to the constraints
of their geparate bureaucracies and to their different management
styles.

USAID and CONPAN should revise output indicators to reflect
more accurately their shared understanding of desired results and
accepted criteria, including indicatars of CONPAN consolidation as
manifested by a) Analytic Group, b) Central Information System,

c) Contractor effectiveness, and d) Bridgos to other agencies,

RECOMMENDATIONS -~ USAID

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 view CONPAN documents as summaries, or statements
for the record, of matters already acreed upon, instead of using
them as the basis for review.

USAID should recoynize that adhere:.ce to proposed project per-
formance schedules is often inconsistent with the more important
goal of educating inexperienced, untested contractors, making
schedules less relevant as indicators of CONPAN efficiency and
cffectiveness.,

RECOMMENDATIONS - CSF

CSF should consider procedures for helping CONPAN reduce resis-
tance from other agencies by familiarizing them with its role and
with the language and concepts of Chilean nutrition planning.

CSF should calculate the extent to which David Nelson's reduced
involvement with CONPAN will subtract from the Agency's operating
capacity, since his contributions include hoth guidance ane direct
involvement in task performance
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RECOMMBHDATLON - A/

tA/N should nota that the trans-digeciplinary organizat.ion of
CONPAN has produced good results and avoided many of the typical
problems found in multi-disciplinary groups,

PA/N should make fncreased une of CONPALL awd Chiloan anteition
planners as resources for training others, hy encouraging visitors
from othoev countries and Chilean vigity ¢loevhoere,

TA/N should consider the general applicability of CONPAN's
tactic of improving efficiency ag an entry point for coordination
of, and influence on, activities of other agencies,



NUTRITION PLANNING TH CHLLE

This Report seeks to meet evaluation needs of the Chilean
National Council for Food and Nutrition (CONPAN), the U, S. AID
Mission in Chile (USAID), Community Systems Foundation (CSF), 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 and review of extensive documentation, proceeds
from the Logical Framework statement of purposes, ¢goals, and measur-
ment indicators that accompanied the $5,000,000 Nutrition Loan made
by USAID in October, 1975. Investigation included concern for
CONPAN progress in relation to documentary or formal criteria (e.g.,
number of projects, meeting of schedules) and also an attempt to
assess, both subjectively and by more concrete measures, the underlying
institution-building process. Although the formal indicators are
important, they do not alone reflect adequately the likelihood that
a permanent, self-perpetuating and consequential organization is

evolving.



The Hepon b s e T A SN A N AT I PR I TS R PER YRR Y atid
v b o Cnrivan, thie i Taang, the ¢t vabe, coal CaRbatlty,
approach to reducing malnutvition, Capital Assistance Paper
Alh/DLC/P- 20049, thae deon Avgeceanent datod octoben 24, 1928, and
Carlos sSchlesingevts "Short-term gstrateyy of COHPAN" provide the

relevant information. Checkmate to Underdevelopment by Dr.

Fernando Monckeberqg and Bases and Actions for a National Food and

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

useful for understanding the history and broader context of Chilean
nutrition planning.

Meetings and interviews included all scenior CONPAN staff and
several direct hire and contracted employees, directors of major
CONPAN contractors, and all available USAID staff concerncd 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 cooperation fewm
all groupa generatad a lovel of information, involvamont., and

confidence in judgments unusual for a short visit.

METHOD
The Reporl approach distinguishes carefully between "process"
and content or substantive aspects of the CONPAN Project. Roth CSF

assistance and the management style of Carlos Hchlesinger, CONPAN's



Executive Secretary, oemphasige process or "tho way things happen"
ovar dnnudlato oonuen tor the tosalbta ot what hapganis, Thilu

moans that convoent bonal scaunrag aora bang rolevant to o by oute-
comes, though both CSI and CONPAN accept thelr eventual relaevance,
For axample, an evalualor might expect to rueview CCNDPAN managument,
iu parvt, by examining orgunization charts, personnel and orientation
policies, and the desiyn of various internal systems. The Organi-
zation's style makes these concerns less important than indicators
reflecting Schlesinger's claim that creativity and analytic thought
have been furthered more by his relatively non-directive and informal
team-building process than by early direct attention to formal
structure.

CS¥F shares his emphasis on process, stating the technical
assistance goal as development of "a way of thinking" about nutrition
planning. Any activity or project must then be viewed primarily as
part of that learniny process, not as an end in itself, and appraised
accordingly. Unlike manv process-orientod trainers and managers,

CSF and CONPAN directors acknowledge that their processes are directed
to specific goals, the eventual reduction of malnutrition and the
related intermediate goal of a solid and effective CONPAN,

These process considerations broaden and complicate evaluation.
It ig no longcer a matter of looking primarily at activities and

results but requires assessment of the process ("what is the approach?"),



meantiromantl ol the outoome (aag., "M people anadysdng and crouating
betturd™), and yulativn of tha procans to stated purpoges ("o this
anproach building a gtrong CONPAN?"). Noew measul ey are needed and
the ovaluator pant atao dead with tradiciona! crvteria,  CONBPAN

and CHE aro, b et aay g "loob Gt prace s ad qual By, net
quantity and form." “This evaluation considers all of these elements
and suggests a pergpective for relating them,

The evaluation approach also emphasizes goal congruence. USAID
and CONPAN, though juintly committed to the broad nutrition goal,
have independent concerns and agendag. By making differences explicit,
the evaluation sceks to case their reduction. 'The approach is also
less concerned with measuring project “success" or "failure" than
with feeding back information that can help participants agree on
new ways to improve effectiveness.

The Evaluation rcconstructs a baseline from USAID and CONPAN
recollectiong, to provicde a level from which progress can be measured.
It also appraises Chilean nutrition planning in relation to other
countries and to the principles propounded and disseminated by TA/N,
The Chilean experience, though difficult to duplicate as rapidly in
countries with less favorable contexts, of.'ers many useful lessons

for nutrition planners.
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THE CONPAN CONTEXT

The exlstence and permanence of CONPAN depend heavily on
the personclity and accomplishments of Dr. Fernando Monckeherg.

With CONPAN, the Institute of Nutrition and Food Tcchnology 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 hcecause of Monckeberg's
relation to them. HNis prestige and contacts generate private

industry support and protect CONPAN in the shoals of Chilean political
and bhureaucratic life.

Dr. Monckeberyg is a man with a broad vision that includes a
malnutrition-free Chile. It is a paradox that, having built the
means for making the vision a reality, achievement of the goal will
require that they become less dependent on him. Until CONPAN can
clearly thrive without Dr. Monckeberyg's constant political and
other support, nutrition planning will not be & permanent part of
Chilean development. Almost everyone interviewed tied CONPAN's
immediate future to Dr. Monckeberyg and abjective evidence of his
political role supports that prediction. This Report assumes that
he will continue to exercise his excellent survival skills successfully
on CONPAN's behalf, for the next few ycars. This is a necessary, but

not sufficient, condition for future CONPAN progress.
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INTA and CORPANL are important resources For COUPAN.  Tho
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 ecconomy with cver-
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 and
education in Chile. It has assembled a group of professionals
that, for proficiency in operations rescarch, information systems,
and analytic capability, cannot be matched in the developing world.
The array of available consultants leaves little need for inter=-
national help. CSF assgistance 1s more a dialogue among equals
than a didactic relationship. Schlesinger's group should bhe con-
sidered "trans-disciplinary". There is little of the rivalry and
poor communication that characterizes "multi-disciplinary" groups
in the U. S. and clsewhere. The talented generalists available in
Chile made possible, but did not assure, creation of this impressive
CONPAN team.

The Chilean political systemn also influences the CONDPAN context.

The organization stays relatively free of partisan politics, but



much denjor statf time qgoun to protecting the inastitution, An
outside avaluator gets little more than the Llavor of such activity,
but the volume g signiticant., Government by doecree Facllitates
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 casy. The little
experience already availahle suggests that this is not the case.
CONPAN attempts to organize projects in Administrative Reyions and
to coordinate feeding activities among various agencies encountered
the same difficulties found in other countries. The transition
from planning to action will not be much ecasicr in Chile than else-
where.

The Ministry of the Interior recently replaced Health ag the
parent ministry of CONPAN. Interior is onc of the strongest ministries,
with responsibility for all social programs and the political power
to compel the appcarance of coordination from top staff of partici-
pating agencies. The present political context makes ODEPLAN, the
national planning agency, less influential thar most operational
ministries. Nutrition planning groups in man& countries arc part of

the national planning agency, often with little impact on nuirition-
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related activities. "The decision to move CONPAN to Interior
reflects, in part, the nutrition planning group's bureaucratic
strength and the Government's commitment 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 bv 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 bhecome more efficient
aad more consistent with nutrition goals, it is difficult to assass
need for new efforts. Current Chilean expenditures on health and
feeding may well bLe adequate to achieve CONPAN's goal of 50 per
cent reduction in malnutrition within 10 years. Chile's extensive
health service systems and data collection allow CONPAN to function

at a level of analytical sophistication unavailable to most countries.

THE BASELINE

CONPAN, USAILD and CSFF agree that the nutrition planning agency
has made substantial progress during the three years since it

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

4]

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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BLafl ta think, analyzu, and learn Lrom odpartonce,  Chaou o not

LOo BLiong) o word tar tho hapraonfon conveyad hy dlscuansiono of
CONPAN's first two years. Despite early CSF assistance through the
$500,000 yrant that preceded the Loan, and contrary to the ordorly
picture drawn in the Loan Paper, reports ot the carly days describe

an almost paralyzing confusion about directions, organization, and
staff orientation. While such reports casily exaygerate how bad
things were, sometimes an unconscious justitication for current
deficiencies, CONPAN clearly started from a small and uncertain base.
The 1976 Implemcntation Plan, though transmitting an air of confidence
and directicn, was apparently unaccompanied by staff and organization
sufficient to carry it out. These emerged during the year of
implementation, so that review of this emergence is as important as
activities and impact of the projects contemplated, The 1976 Plan,

if taken as an indicalor of CONPAN's situation at the time, overstates
the reality, emphasizing the need to assess proygress by other measures
as well. All conditions precedent to Loan disbursenent were not met
until February 21, 1976 and the CSI' contract was cexecuted on July 15.
This review, starting from a basgcline of about one year ayo, cowmas
very carly in the institutional life of CONPAN. Compliments and
eriticism in the Report are offered with tfull consideration of the

tragile context and short period in which CONPAN has functioned.
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A, COHPAN Paday

Tha o leal Pramevark indioators amd lavala of output for the
Laan's Sirut yoar dudludes a) d4-10 stalt members, b) 5-0 sludies or
wurvayn, and ) =70 prrojecta. CONPAR wan alog to "anadyge 100
200 projects" and "sclect 50-75", while also making *50-100
project performance specitfications.," 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 31 this year. Various policy recom-
mendations were made, almost &1l 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
$396,00Q 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 Government. commitment during the



loan parfod,  buclng the evaluation vigit, conran dolivored to
USAID a letter from the Mindster of the Interior to the Mission
Dlrector, contlbrnlag o watually accoptable disibasenent schudul,
thaerehy reaf firming dovermment commituent to the Project.

The foregoing, though useful,shows the limitations of quanti-
fication. End-of-Project purpose indicators, such as adherence to
schedules and accurate prediction of pilot project results, also
reflect the difficulties of measuring the buildiny of an institution.
The indicators, though sowe indication of institutionalization, are
misleadiny and too easily become ends in theuwsclves, The Project
Summary refers to the need to institutionalize a nutrition policy
planning, implementation, and evaluation process. Viewiny CONPAN
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 Tnstitntinn

Institutionalization refers to the process whereby naw ideas

becone 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 lasting

1/

parts of the social system.” Sociologists suygest that permanence

1/ For a useful discussion and analytical framework of institutionali-
zation, see Institution-Building: A Source Bool, Melvin G. Blase (ed.
AID, 1973, particularly contributions of Milton J. Esman.
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of an institution ia sorvad when it has goad a) Leadership, b)
boctrina, o) Program, d) Redouvewed, and ¢) dntarnal Sitruetara,
Hut vival dopatiba aba on velat b g ("Hrabagea™) wlth athay
groups and arganieat fons, ineluding anabling linkagay, functional
linkagus, normatlve tilnhagus, and diffoged Daayget,

Behind this Javgon are dnslghty usotul Tor vioewlnyg the prouspoocto
for CONPAN and its ideas 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 Schlesinger F., Coordinator
and Executive Secretary of the Council that CONPAN serves, have
attracted loyalty and commitment frowm a capable staff, selected
largely from among pcople made available through their wide contacts.

CSF technical assistance, emphasizing nutrition planning as a
learning system based on careful usc of disagyregated data, also
contributes to institutional strength, by adding to the doctrines
of nutrition planning an empirical, pragmatic approach that makes
CONPANl more than a rescarch center or a haven for "desk planners.”
The entire staff speaks and acts with a striking commonality of
approach that discourages ideology and insularity, substituting

experiment, obscrvation, and learninyg what "works."
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Through a combluution of caretul selection and informal
arlentation, « Bharad Tawaya amd andorontamling poltisat g Lha
Group, CONPAN atatt, vhathur diroet hlve or contracted, know what
they are doing. They can describe the study projects they initiate
and monitor, explain relationships to other inturmation and to
CONPAN's broad strategy, and project logical congeguences 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 contracting and monitoring
activities that are major staff tasks. The studies now planned or
underway make sensce and will answer questions important to Chilean
nutrition planiing. They are being done iu orderly fashion and,

despitc delays, most have been completed in time to be useful.

D. Program

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 gencration of ideas, preparation of specifications, and
the monitoring of contractor performance. Program sulfers from
staff "inexpericnce with contractors and from contractors’ lack of
expericnce with the needs and doctrine of CONPAN,  HNevertheless, the
past year produced an arvray of program outconre: consistent ,in number
and quality,with the age, size, and context of COUPAN staff and

contractors,
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In fairnogn to COnPAg and G, LL phould bo noted Ghat praygram
gutivitiog wero vicwad an learning capor boncea, wayn Gl bhuallding
undarntansding and ab vty not fust an novreon of Information (a.q.,
gtudies) or nutrition impact (pilot projects). Contractors
gunurated now data and acfined cabiting vourcen,  huy complutad
initial testing of a center for improving incidence and duration of
breast-feeding and another for treating severely malnourished
infants and maintaining “hem at adequate nutrition levels. An
experiment to test nutrition impact of "casetas sanitarias" (indoor
water and lavatory facilities) and another exploring
benefits and costs of home gardens, with 60 gardens planted,are
underway. Nutrition status data is better, a system for speedier
retrieval and analysis of agricultural information is almost
finished, and a technique for identifying concentrations of mal-
nutrition has been used to focus future cfforts. COHPAN has also
moved into the school feeding system, after studying ways 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
detailed roviow of onch projoct, limited ohservation supported some
conclusions aboul their quality. The activities listed above, and
others not included, arce being done well. It was casy to identify

delays and omissions. There are also contractor studies that overlap
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and are undwprosslve, aid a pudabuel recuperation centar with s faw
volunteers when sixty arce critical. A teluevision training program,
for volunteers who will work in new breast-feeding centers, finished
much too long before assignments were available, making it of little
value. Despite these and other mishaps, the overall impression is
very favorable. In the fieid, where it is much harder than in the
laboratory, CONPAN has made things happen in a way 80 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 enouyh to suggest that
program, far from being an impediment to institutionalization, is
a major factor in CONPAN's clear movement into the Chilean system.
The doctrine emphasizes relevance, application, finding out
"what works," but CONPAN has not, except in school feeding, moved
into other systems. Pilot projects undertaken by contractors do not
test capacity of the Government systems that vould have to carry out
a national program. The explanations that COHPAN must have "something”
to offar" before dealing with national agencies,and that contractors
do betgcr and faster work,make clear limitations of the CONPAN program.
The Agency is not yet in the operating arcena.  This is not sald

critically, but to make explicit the major challenge still ahead.
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Failure to test papea o Yhootgh The chetrve s nyiteosi v th
G bt g apeden b DEE s wad e o bt vt b s v e bbb guidens
Por copticability, The Locapoeration Contor paogect, for ceanple,
Gfters little quidance 1ol the conts o o realiatic and et belent
nat tona b prost o, CChe Dl contar thut ton gl St e chi b o day
covers less than Lalt the actiual cost ot Feeping children in the
present centers.  Abthough Dro Moncheberg can raise the balance
privately from donors who vould give only tor thia purpose, o
review of costs would still be useful, Having shown that recuper-
ation is possible, it hehooves CONPAN to try and establish that it
can be done at lower cout,

The envitommental sanitation and arden projects raise similar
iseues. Testing concepts, they require the additional step of
reviewing success to decermine what inputs were critical, 5o that
broader implementation can be based on minimun cost feasible for
attaining a like resalt,

Program also includes development of additional information
through studies, and intcygration of it into a plianned, but not yet
implemented, central information system,  There ig adequate attention
to use and improvement of existing sources., Plans for analyzing and
using the information, thouyh conceptually consistent, have so far
rarely gone beyond studics of methodology,  CONPAN scens a little
reluctant to juwg in and drav conclusions, possibly bhecause the high
standards of Chilean rescarch make staflf sensitive to possible criticign
CONPAN scems a ittt e uncertain about the difference between standards
for scientific acceptance and those for use of information in decision-

making.,
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CONPAN's extraordinary attention to volume and quality of
information is saved from the traditiona) academicisn of nutrition
planning by concern tor rapid collection, use of gsecondary sources,
and willingness to buase conclusions on limited knowledge. A good
combination of careful social scientists and practical administrators
has so far maintained appropriate balance, Tnvolvement with SNS
(National Health Service) and the Ministry of Aqriculture, though
not always successtul, has improved CONPAN sources of data. An
information hase sufficient for nutrition planning exists, CONPAN

novw newds to systematize it and to develop a program of analysis

related to Lthe planning tasks ahead,

b, Resources and internal Stroctuare

CONPAN has, for the moment, more money than it can profitably
usc. The ATD Loan, though o major impetus to CONPAN, creates a
pressurce to dishinrse that is not always useful.  USAID willingness
to accept slovwer disbursorent than originally pproposed in the 1977
Tmplementation Plan helped reduce that pressuwre, Tt is nmore
inmportant. thaet COMlPat develop in oan orderly vyay conducive to per-
nanence than that e Loan be fully dishursed on schedule,  Stretching
the LU‘I;I period yould cncourage careful expansion of CONPAN and ease

Lrannition to the tine wvhen outside funds are not available,
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CONPAT move Lol Faba. e aisuib Gt Lo, tt b dntéa il
pruetbur e aned vy etn, b Vb bors aad cvaaiia e at s et Ca
that wor k reasonablbe woll, and administrative relattons with the
Chilean Government and USAID that Keep it out ol trouble,

ALl ol this evolved through o conselous maegement choloew,
supported by CSF, to avoid inposition of job descriptions, organi-
zation charts, and specitic procedures, until the staff learned
what it wanted. Despilte Lhe pain to both staff and to USALD, the
worst is over, CONPAU staft express only minor concerns about
adequacy ot their systems, objective manilestations conform to
accepted managenent and organizational practices, and the work
Jets done. What tfiput appears to be o chaotic COHPAN turns out,on
closcer observation, to be the healthy movement of an active organi-
zation, Structurce and managewent support the present level adequately,

though sowme inprovetent vill he roquiraed for the ambitions expansion

planned,

I, Linkm”-:;

conrall's recent support comes primarily from what sociologists
cal) normative and diffased linkages, meaning relationships to
tustitutions (vog., church, newspapers) that get moral tone and to the
goeneral publics These linkages reinforce "enabling” relationships

vihiich, in Chile, are foew and centralized,
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Phe oxcellent State af these relatanshope hightights weaknoyy
G Prantional bbb age 0" pebat beae o voth parverndbe g wl Vet ol
congiwme oot outpnt o, the Ley To suevival ol nute it ion planning
aqencieys everyvhere,  multi-scectoral natrition planning torces
the nutrition planning agency to depend on others to do what has
to be done. CONPAN's authority excludes implementation. It is to
plan, coordinate, and evaluate, Without the understanding and
cooperation of others,it will join too many other nutrition planning
groups outside the mainstream of development decisions and action,

CONPAN has been doing well politically. Tn a Chilean polity
given to empire building, Dy, Monclebery and colleagques overcame a
Ministry of Hcealth challenge and were "promoled” to the more powerful
Intervior ttinistry.,  They soon tool the neasnre of ineffective
officials in the school-feeding agency and are ensconced as powerful
technical advisoers,  The Council of Ministers that is the Board of
CONPAN gives little dittrenlty to wither Dro Honckeberg or the staff,

The political pouer that makes things casicr now has led CONPAN
to neglect the more fundamental task of building support amonyg other
agencices, that is basced on shared underccanding of nutrition goals
and CONPAN's approach to achiceving them,  Without this, CONPAN remains
highly vulperable to chonges in political winds.  Tts present reliance
on political backing can only alicnate rivalys vho will rush to destroy

COUPAN vhen that backing diminishoes,  CARE, CARITAS and other private
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voluntary agencies reprogent a constituency that COHPAN has not yet
enlisted successfully, despite similar ultimate (_]c)uls,which could
be helpful later.

Monckebery and Schlesinger claim that CONPAN will coordinate
successfully through the superior knowledge it is now acquiring,
This is bhetter than exclusive reliance on political power,but ignores
the inevvitable resentment among those thereby castigated as having
less knowledge and wisdom,

CONPAN's relationships with other agencies do not now appear
promising for institutional influcnce and survival., With full
allowance for dislinctive aspects of "The Chilean Mentality" (a
CONPAN explanation) and Chilean political life, the cultivation of
other agencies needs atbtention. It is not prematlure, because delay
increases isolation of COHPAN, stimulates defensiveness and frezzes

cristing threcatening inpressions,



SUMMARY

The foreqoing describes o CONPAN that has made remarkable
progress in a short time, Tts ideas, and the organization itself,
are well on the way to fulfilling the vision of Schlesinger's
strategy paper and the USATD Loan.  Morale is high, staft work hard
and effectively, and pilot projects arce verifying intervention
possibilities that may eventually eliminate malnutrition in Chile.
Media coverage is so gouod that consumers would think malnutrition
was already on the run.

Sengitive technical assistance from CSF, non-directive and
non-condescending, provides moral support, a uscful catalyst and
sounding board, and access to new ideas.  Perhaps most important,
it has helped CONPAN learn trom mistakes, so that, throughout the
evaluation visit, there was frank acknowledgment of past mishaps
and sharced concern for ways to avoid recurrences.

This Report deliberately ignores these mishaps, because they
are neglible in relation to the lcearning they produced and the
substantial accomplishwents made despite them.  Rewmainder of the
Report, resting mainly on weaker aspects of CONPAN performance, is

not intended to detract from these accomplishments,



1. SOME CAUTIONARY NOTES

These notes deal with CONPAN's ingtitutional survival,
technical aspects of its appreach to reducing malnutrition, and
relationships with its 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 hecadlong
rush to "get things going" that characterized the first three
years,

Concern for consolidation requires attention to the four major
arcas of a) Internal coourdination and systematization of information,
b) Preparation for monitoring of projects, c) Tmproved contractor

performance, and d)} Building relationships with other agencies.

A, Internal Information

Although the staft has demonstrated capacity for collecting
and presenting data, they have not yet reached the more difficult
tasks of analyzing thew and applying findings. A proposced "Analytical
Group" .has not yot materialized and desceriptions of what it will do
are still vague. The statf takes too Jiterally the goal of finding
which interventions "work", tailing to recognize thatt It iy part

of a continuing learning process and not a static point that will
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be reached ot some tiwme., There is inadequate understanding of

the importance of management and operation factors to intervention
impact and of the ditticulties of generalizing pilot project
outcomes to different populations and conditions.

These observations are not offered critically hut as guidance.
The CONPAN group shows remarkable facility with the concepts,
informatior, and technigques of nutrition planning. Many lack non-
academic field cxpericnce and the whole world shares their un-
certainty about how to select and link nutrition-related activities
in an cfficient and cftcective attack on malnutrition. The Community
System Foundation ciophasis on testing and learning by doing, shared
by CONPALN, should keep the staff from making too many mistakes
twice, but should Lo accompanicd by immediate consolidation of
information and analysis within the Organizaltion,

CONPAt's etticicney and effectivenass would be increased
substantially if it paid more attention to the storage and retrieval
of information, both that produced internally and the large quantities
generated by others.  Hew staff mention difficulties in finding both
kinds of inforpation and an outside observer scon sees other signs of
inadequate institutional memory., The problem will become more
gerious as CONPAN continues, so a little attention now will avoid

lat:xr anqguish.
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CONPAN's grand vision includes a compuber-stored information
system and design plans are already underwvay. Before this
eventuality cmerges, the Organization could easily dvown in the
information now being accumulated. ven vith the projected more
sophisticated system, CONPAN needs a siwple library where relevant
materials from various scctors 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 contractors, By initiating a simple numbering system
nov, CONPAN will make retriecval of documents casier and encourage
the kind of infourmation review that facilitates and ;mpg%ves
project preparation. INTA already has a library with useful
nutrition planning material that should be integrated with CONPAN.

CONPAN has discussed and may eventually install a "Documentation
Center" that requires considerable planning and design. That is
much lower priority than the simple steps here proposed, which
require nothing more than some instruction to « librarian or a short
concentrated effort by current staff.

The failure to take simple gsteps, while planning more elaborate
ones, reflects a CONPAN concern for advanced technnlogy that occa-
sionally slows and inmpairs performance. HNo amount of technology can
substitute for conscious and systematic sharing of information.,

Director Schlesinger should set the example without further ado.



e BXPAHEION:  Tuplications and Strateaqy —;‘g/

The number and cont Gt CoNPatl projocts g poor indicators
of the Agency's past performance or future operating and management
burdens, because these depend more on the kind of activities
involved and on contractorst Capabililty.  For o crample, in 1977,
CONPAN proposcs to move from small initial experiments with two
Nutrition Recupecration Centers and eight Breast Peeding Centers to
larger numbers of bolh. The exact increase was not fixed at the
time of the evaluation visit, but will probably call for at least
10 recuperation facilities; and almosl 50 of the other centers,
CORPANI, an agency with little operating expericnce, will be the
vehicle for both activitices, assisted by other contractors retained
by CONPAN. These two projects arce likely Lo tax CONPAN far more
than equivalent expenditures on studies by experienced consulting
contractors. The lack of oncrating experience among CONPAN staff
and contracted monitors supports this conclusion.

This does not mean that the proposced major expansion is unwise.
It does suggest, however, that CONPAN and USAID should recoynize
that loan implementation is moving to a new phasce that requires
quite different managcment 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 responsibilities call for the
kind of schoduling and adherence to plans that USAID overemphasized
during the first year. CONPAN proposes Lo contract out the initiation

of many CORPANI activities, but this broadens the monitoring task



whilo {1t stmultanoously brings additional competent paupla ta the
oporation. UWelng contvactors Lo run programs is not so diffarent
Lrow adding to your owo stalt Lo do it.

Calling attention to implications of this fundamental change
in CONPAN's activities, which their closencss to it seemed to
prevent CONPAN and USALD from recoynizing fully, muy help to
restructure management and monitoring. CONPAN nceds to organize
for managing "production" and USAID nceds to monitor new activities.
Perhaps the most important conseqguence for both is the increased
importance of ficld visits, Neither consultantg ' reports to
CONPAN nor CONPAN reports Lo USAID will describe adeguately what
is going on,and the little they do convey will be too late to be
useful. With fifty or more sites involved, magnitude of the tasks
is clear. While acither agency will need to cover all locations,
maintaining reasonable grasp of what is happening is still a
formidable job. The poussibility of sharing oversight by Jjoint
scheduling should be considered as part of a more collaborative
relationship between the two agencies.

CONPAN's priority to encourayement of breast-feeding, installation
of recuperation centers, and rationalization of school lunch and
other feeding activitivs, reflects accurately the initial findinys of
diagnostic investigation. ‘they also respond to political constraints
and the need to take advantage of existing service systems and
resource distribution. Although the strategy appears, at first, to
be vulnerable to the chavge that symptens instead of fundamental

causes arc being attached, careful examination reveals adeguate
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concern for prevention ob malnutrition, ‘he kecuperation Center
project, for example, vmphasizes use of social caseworh to link
families to cemployment opportunity and to existing service systens,
assuming that this will bLreak the cycle that produces and maintains
malnutrition., Expericnce in the United States illustrates the
difficulties of doing this and evaluation should view rehabilitation
of children as only an intermediate step in Lhe broader prevention
process. Infants with third degree malnutrition can be rehabilitated

at much lower cost, but if

evaluation shows that the Project has
real impact ~. family sclf-sufficicncy, basced in part on appropriate
usc of available Government services, it will be worth the higher
cost.

Even CONPAN views supplementary feeding as short-term and
palliative. Chilean history suggests, however, o commitment to
food distribution as o political teool and income distribution vehicle.
Rationalization of feeding activitics becomes, then,a way of
improving the nutrition impact of prograws likely to remain
indefinitely. Nutritional self-sufficicency and independence are not
inconsistent with supplenentary feeding based on Laxation, local
participation, and reliance on domeslic production.  CONPAN's
rccogniLion that Government food purchasere will be a major
stimulus to improved agricattore and food processing inplies
acceptance of feeding programs as part of any long-run solution,
This reduces the necd tor coordination of the agricultural sector,
since Government purchases use the market to redirect vroduction

to the malnourished.
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Avbuoatodugneat ol sapgebvacnt oy Do cdiaeg v sware thane o sl b
ran phenomonon highbighita Ttn patential vor veduelog rncbdonge
not. just prevalence, ot walnut ition.  Chilean ceonomic policies
hay produce ney malnutrition as tant o an recupocratton centers and
target ted fecding climioate the old, untess thin s recognised,
tihile the Miniwmum BEwmployment Proygram, that gives tood for work to
the otherwise unemployed, is politically sensitive and ditficult
for CONPAN to touch, it would be usetul to consider more fully
its potential for preventing malnutrition. fThis could be done as
part of the Recupcration Center Project, since linking of the two
projects is vital to tull detection of third degrece malnutrition,
Unemployment of the bread-winners is a major determinant of serious
malnutrition. This means that the Minimum Emnployment program prevents
a significant amount of need for nutrvitional recaperation.  1If the
concentration of malnutrition in unemployed families is high enough,
and the cost of the Minimun Employment Program is low enouyh,
"preventive feeding' may be substantially more ef ficient than
recuperation, without cven counting the prevention of human suffering
involved. Data already available to CONPAU would permit some o
prioricpmparison that would be helpful tor both projects. Additional
activites to assure full use of the prevention potential in the
Minimum Fuployment Program should be a major concern of COHPAN and
UsaIb. Although Lhe PPrograwm was to Le tenporary, it ofrers an out-
standing opportunity for design of o Chilean teeding gstrategy that

maximizes efficient prevention of malnutrition.
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Foo Bxpeagidon ol Lo

Although colbad aod Corophoned o b et approach that
abilicnr o b b U a1l harc b, paed be v ned oo, Ly
hevt gtart, and carly adoption of docies ot bon procoaduras,  thesa
conventional dindices are now at reasonabile levels in Gl Aguncy.,
It took a cash crisia to torce CONPAN into developaent of  an
adequate firancial reporting system and the shock of confronting
an ambitlous 1977 Inmplementation Plan to gencrate formal project
prepavation procedures.  Bxplicil detinition of monitoring
practices flowed from the pain of discovering damaye from failure
to track contractors adequately.

These examples illustrate the virtues of CSI and CONPAN concern
to "learn by doing", with the concomitant delays and mistakes that
accompany the process.  Schlesinger and Dean Wilson affirm that
unstructured orientation and job - signments gencrate more effective
learning motivation and performance. Bvaluation jnterviows were
concistent with this conclusion, though what would have happened,
had more structure been imposed, could not bo corpared.

USATD should recognize that the approach inplics cvaluation
by review of learning and not by ausesswent of formal indicators of
management efficicney.  CONPAN and CSF have not provided USAID with
different indicalors that retlect their approuach nove adeguately.
Until they do, USALL can only assure thoat they are content to be
reviewed against contormity to scheduleos, nundeer of projects,
eristence of protocols, and similar measuges.

Although Codrat and ¢51 exhibit o talerance for ambiquity that

Laxes USAID, growth scewms Lo have brought theiv management concerns
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clanaer, o hapn i oot Trom UGALD peiodddirneg, CalllPall aaw bitsi a0y
Piance amed cobnintaty ot nons divector who o st a b brng internal
panaquent. systens that should produce intormation requicved by
USALD and usctul to coxiaid.  While maintaining a fluitd table of
organization, COHPUAXN has cvolved departmental structures,executive
committec, and supcrvisory patterns consistent with increased
size and expanded wctivities. There is reasonable likelihood that
the inproved organizational structure can handic the management
burden inposced by the projected expansion.  'The ecarlicer ecentralized,
unstructured system wonld have been inadequate to the new tasks,
thouqgh usetful for the initial period.

Learning by doing 15 o lurury that COHPAU may not be able to
afford during the corning expansion.  ‘The price of some delays and
wistahes will be unaceeptable to USATD and the Government, CONPAN
nanagemsnt and technical assistance stafr can adapl thelir approach
to this constraint. bophasis on the learning process nceed not
diminish, and o manajese:nt style that encourages initiative and
cvolution of torms trom practice is still desirable.  However,
program nust be consciously insulated tram the conseqguences of these
processes.  This can be done by (a) Respouding Lo anbhiguity and
pain carlicr, without sacrificing the learning value of such
expericnces, () Accolerating fecdbach of panaoement information
Lo assure carly detection of operating problens, and {(¢) Monitoring
Staflt performance to olipinate quickly those wvho do not learn

rapidly and well,  ff theoe steps are talen, integrity ol the
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While adhoring to o pertarmance schedule consistent with USAID

Tndicatarn and the Other Conpa guals they el tlect,
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d, il dcaeney o 1 aeoiam

COLPAN of Ficiency i performonee ab aetivit o would havao
to be ausessed by caploving contractors' activities and couts,
it the Agency acts poone Ly thirougle Lhoen 9l yan not pogaslbla
during the cvaluation visit. In a narrow scnse, lhe evaluation
assessed CONPAN's cfficicency as a generator of project ideas,
monitor of their performance by contractors, and coordination of
nutrition-related activities among other agencies.  Without
attempting rigorous cost comparisons, difficale ar heot in thia
context, it scems clear that CONPAN has iniliatoed activities
consistent, in nunbuer and quality, with wvhat could be expected
from a ruasonably efficicent group of ils give and resources.

People work hard ol CONPAN and intcervicws showved morale to
be high. Internal lunch facilities disconrage cxeessive mid-day
respites and office conversations deal primarly with business
matters. Schlesinger's management style encourages "creative
chaos", but the outcome corparces favorably, in quantity and
quality, with more directive approaches in sinilar groups.

The CONPAN decision-making process, more particlipatory
since gize compcelled Schlesinger to increase delegation, needs
attention. It is not clear that the group has recoqgnized the
need to relate involvement and time of participonts to importance
of decisions heing made,  Jhere will Le some inefbiciency and
wheel-gpinning until nore explicit specification ot the decision-

making process evolves,  This ig not unusual and is g minor concern,
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‘coupral deva lops managqement  gtructmr e, procedures amd technigues
whan the pain ot not having thew becomes coitical,  Some veduction
in the pain threshotd would beprove etticicney vithout sacriticling
the management principles involved. The proposed Libracy,
Analysis Group, and operations Center, tor chawple, have been
detayed too long, Sdnce necd Tor them cuerged wont b acge,
Ltficicncy of CONpPAl contracting procedures and monitoring
has improved, as the Agency, USAID, and the contractors have
learned more, AID had reduced requirements for contract approvals
and spcoeded clearance on those submitted., A few contractors were
weeded out and the others maintain close contact with CONPAN,
Requests for proposals are generally well thought out and contractor
responses oppeac pmch 1ihe those made in the United States. Close
review, during the visit, of a problem encountercd in performance
of a contract to review SNS nutrition status data ol forded
opportunity to chech operation of the contracting cystom.  CONPAN's
regquest had been clear but [HUAL, the contractor chosen, responded
ambiguously though boetter Lhan others.  Four months later, CONPAN
discovered, through an interim report,that the contractoyr scemed
to have misconstrucd the assignment.  The dawage was prowptly
digcussed and correctid, Without serious dmpairment of schedule or
c[ficivhcy. Vhether Collat would have acted as ceffectively without
Cot consultant bavid Nelson, who was heavily invelved, is not
clear, but learning value of the cxperience was communicated
promptly,  CONPAN will be revieving proposals more caretully and

getting reports carlier in the future.
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Biticleney way Satioee an the Agency moves iato monitoring of
Jarger project operatton contracts, though donratl is now developing
procedures intendied to anticipate thise The major expansion
contemplated ftor 1977 will tax CONPAN, but present and projected
staff should be able to handle 1t withoul scrious deterioration in
cfficiency. Study contracts,and others with established contractors
such as TERRA and INUAL, recquire rceclatively little monitoring.
Problems will come in the large operations projects with untested
contractors. CONPAN and USAID should concentrate monitoring on

these.
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3, Expansion and Voluntecry

CONPAN and COlPANT will be involved, through expanslon of
tho tecupatatbon ventern sl tho comtaon bor o e out agoiient ol
eant-toodtng, in dramatic fnercane of the naanben of volunt ears
working in Chile. FEach vecuperation center can casily use titey
volunteers tor "inside” work alone, with the nuwber s equired tor
follow-up social work not yet clear, The breast-feedine centers
base impact on continued personal contact with participating women
and also regquire many volunteers. Tt scems likely that 1500~2,000
more volunteers will need to he mobilized, assigned and supervised
within the next twelve months,

TASA, tLhe impressive consulting group contracted to implement
the project for CORPANL, has some awareness ol the oroblems involved
in major cexpansion of voluntary service, but lacks the time and
experience necessary to cope with them.  CONPAN and CORPANT appoear
less familiar with the complex tasks involved,  The recruitment,
selection, training, progqramming, cupervision and evaluation of
volunteers requives more attention than the already difticult tasks
of finding and training rotessional staff,

There is o Corball volunteer qroup that has successfully staffed
the Pedro de Valdivia Center in Santiago, but has had trouble keeping
the Pudahuel Center at fall strength.  The proevalence of vacations

during January and February, among middle=class Chileans, raises
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doubt i aboul. feasibitity of o year-round volapteer-stat fed program

and necda special o attont ton,  CAREPPAN and Red Crosin volunt cers aluo
doouetual o wor kot Chaoba, bat o nedthesr they oo oy other ninglo group
scecin capable of wmanaging the expansion contenplated,  Thig means

that coordinaition ot puaticipation hy voluntiag qroups will present
problaems, since wany vant to he involved in the nutrition-relatad
activities., 117 thoese activitles are to materialize aus described,

Chile needs some help with the professionalization of volunteer services

The Overseas Fducation Fund of the League of Women Voters, (OFF)
has done usefu?! york on professionalization of volunteer service in
many Latin Amcrican ¢ountries. The Colombian Association of Volunteers
(ACOVOL), which becawe even more effective with OEF help, maintains
high standards of voluntecer performance.  Both organizations are
good sources of knowledge, experience, and training materials. Their
approach to volunteer service shares CONPAN's emphasis on planning
and cvaluation, adding a concern for inter-personal effectiveness
and communication skills that could benefit CONPAN along with
prospactive volunteers,

Chile has a Secretaria de la Mujer that coordinates all matters
relating to weimoen, inctuding volunteer service. There are rumors
that CONPAN and CORPANT have already dealt unhappily with it, though
details were hard to confirm, The Secretaria is highly political
and, it it is not an appropriate vehicle, the CORPANL group is an
adequate base for building the volunteer support essent ial to the

projects,
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Secretaria volunteers atatted a CONPAll-asniared mllk study
nulvey obtoot ively and alao mabntaan overad cedats (hatcr ol and
Child Contern) that shonld he Pinhoed move oltomnely with the re-
cuperation centers,  COHPAN has also been in touch with CIDE (Center
tor kducation beveloponent Research), o universoty of fshoot that has
done interesting work with community volunteers, With CARITAY, the
red Cross and others, an adequate volunteer force caun undoubtedly
be mobilized, but the coordination problewms may not be manageable.
They can be made more tractable by involvement of all groups in a
common training experience addressed to professionalizing volunteer
service, creating cooperative attitudes, and resolving differences
through better listening skills.,

Many open questions remain about use of volunteers. The use
of poor pecople as volunteers, a practice widely encouraged elsewhere,
receives little attention., The design of volunteer tasks and
training to facilitate later entry into paid:jobs, done in Colombia,
also merits attention. Training of recuperation center volunteers
includes little field practice, useful for self-selection and
6kill reinforeement. Fundamentals of the social work task, and
the related attitndes and skills, remain vagque.  CORPANT has no
system for evaluation of voluntecrs and {eedback to improve service.
A meeling at CORPANT showed sceds of conflict between paid staff and
voluntecrs that could be serious if left unattended during expansion.
Achicvement of projected impacts require speedy attention to these

and related question:s,
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. COHPPHACT NG i i s

COMNEAN b Lol ac Lo o avabd Lhe conntoaint o of Comdpre it Loji
pobicien that dwpedo vapid rocrud teont of qualibiad poapla,. Home
contracted peoplo are Creatod an ditect bhire stare, while uthega
b bred Lo pag tonm npectl e atudlon o obthes tasibn, Philw huavy
rollanca an contracta necm o Lo Tegal, thoaghe noma CONPAN Bt af £
express doubts about propriety of it. ‘Che understandable desire
to reduce bidding burdens,and to contract continually with
individuals and fivws that have learned CONPAN':S neods and approach,
conflict with the need to give others competitive opportunities.
CONPAN has not ycet resolved this conflict and, to an outsider,appears
vulnerable to, though not guilty of, charges of faveritism. It may
also be losing useful ideas from potential contractors who do not
know of CONPAN nceds or are not given opportunity to respond.

This can be remedied by (a) Wide disscmination of CONPAN needs
and specific contract opportunitics, (b) Using submission of capability
statements as a device for assuring cligibility of all qualified
contractors, without augmenting cxceessively the nuwber of bidders,
and (cj Opening morc contracts to fully competitive bidding,
accompanied by a reguirement that potential contractors outline
their conceptual approach to cach assignment.  ‘the last step should
also save CONPAN some cupense of methodology developnent, since
contractor proposals will include much of it.

COoNPAN should consider developing an orientation for contractors

to be given perhaps twice a year. This wvould save time over the
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present system of individual orientation. Rigidity and narrowness
of contractors, major factors in the occasional poor performancey
to date;would be alleviated and orientation scssions also provide
useful screening. A current proposal to have contractors give
mid-contract seminars to CONPAN staff also scews promising,

Like USAID,CONPAN must recognize that waiting for contractors!
reports leads to ineffective monitoring. Staff should know, long
before,what will be in documents, by carly and continuing contacts
with contractors. Contracts to implement major projects, like the
TASA involvement in recuperation centers, will require more field

visits than CONPAN staff have been accustomed to.
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D RELATTONSHEPS WTHE OTHETRC AGLIC 1

COMPAN worvica Densoabiout gand Calics tovwer aet iong Lo cneouraga,
titer anbadsterial covperat ton than nut it 1o planlnyg sogencicg dn
vthienr counta oy, FU oo pavee by b bent von 1o dovelopidnng a
"Hutritional plan™.  The progress of Chi lean oot it ion planning,
dedpite theoe dovial i brom typical [actreen, sagqents atctal
Lesisons,

CONPAN's strategy looks tirst to developuent of superior
Knowledge, through operations rescarch and Cuuely information, for
establishing credibility. Wwhile this does nol assure cventual
ministry collaboration, carly expericnce indicateos that it 185
probably a prercquisite. 1o he "first among cquals”, any nutrition
planning and coordination agency must [irst prove that it has
something to offer peers. The CONPAN expericnce wlso shows that
improvement of cfficicncy is a less threatening entry point than
attempts to modity goals or basic elements ol prograin structure,

Building a national nutrition plan “from the ground up"
offers promise at least cqual to that of attempts Lo "get nutrition
into the national plan". While CONPAN's approach reflects the
limited rolce of ODEPLAN, the Chilcan planning agency, countries
with stronger planning agonaios may wtill bonofiy from it, Taking
@il agency-by-agency approach, starting with rationalization of
feeding programs, CONPAN creates o context thal should make synthesis
of inter-agency caomdination and Joint ot rircian planning, with a
resulting National Nutrition Plan, more effective and ag rapid as

other methods.,
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The COMPAN approach, perhaps react ing Lo the overconcern of
other nutrition planners, involves little effort to transfer

ideolaogy to,or "sensitize", other agencices and ministrics. CONPAN
people refer to themselves as an "island”, in political,
burcavcratic, and idcological terms. This is an advantage for the
first two, but damaging in the third sense.  Institutionalization
of nutrition planning requires transmission of ways of thinking
that go beyond the introduction of specific opesitional techniques,
Chile's  twenty yvears of milk distribution and r:lated discussion
climinates the need tor telling ministries aboe' the prevalence of
malnutrition and the importance of nutrition aoals.  There s
pressurc on COHNPAN to "do something”. Schlesinger interprets this
as roequiring well-proven actions before CORPAN orients olher
aguncies.  This loses the woltiplicr effects and sources of useful
ideas that would tlow trom carly involvenent of tiew, through
oricntation to the COHMPAI approach.  Despite thee limitations of
Chilean burcaucracics, there are awong then people who would,

it given guidance and opportunity, contribute substantially to
identification of prorising Interventions.  Once alerted to
nutritional implications ol intra-aqgency activities, some would
cnergize "nutritional review", looking to conural for technical
help.  ConPAl has no nonopoly on creative thinhing aboot nutrition
inprovescnt in Chileo A osemll effort to enlist other private and
governmental gronps ceven through nothing nore than invitations to
join in some CONPLAN seussions, could generate bdeas, inprove
CONPAN' S dnage, and begin the long and ditficalt process of getting

nutrition consequences tahen wore sceriously.
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Theno o oo tomdency in Colpral, et lected tn vartowm intervioews
to agssumee: thatt it oo tnteavention produces tavorabd e onteomes, Lo
study and prlot phane.s, appropriate gmmant o Wbt adopt 1t with
Pettlo aelditional «ttort toom COUPAN,  hies taath dn the power ot
deconstrationg sheoda piehd to the evidence of count Ledbs suceagstal
priot projects that went no tarther, tound ol over thoe wor bd,
CONPAN use of contractars, imbitead of Governnent agencies, to
carry oul most pilot activities, may reflect lact of confidence
in ability of these agencies to implenent rapidly and efficiently.
They are cven less likely to operate regional or national prograns
effectively. COHPAY expoerience with JUHARR, the ageney tnvolved
in the schoo! tecding pre-prepared food project, indicates the
resistance, detensiveness, and problems associated with inter-
ageney coordination. Those closest to ficld tasks, having learned
the hard way, acknovledged these difficaltics tne nost. At the
regional level, COHPAN's representative in Topae, described
vividly his tactics for the difticult task of building regional
coordination of nutrition-related agencioes.,

The 1977 Lwplementation Plan includes projecty to identify
the best models for inter-agency and intra-regional coordination.
These are useful, but do not attack the more tundamental problems
of building functional linkayes based on collaboration rather than

control.
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Cotieall, e sedor Che Iodatey of Tnten o clagaed with
conrdination ot nocial action activiticvn, has new levarage, The
gtrong temptation (o subbtitute uecle el iechindcal knowbedge
for the mone arduous techorgques ol comnnuicat fon and sensitization
must be resisted.  Self-awareness and vigilance are the best
antidotues to the arrogance of power.

The establishment of tunctional linkages requires carly
involvenent of staft from relevant national private organizations
and Government. agencics, despite the delays and other frustrations
Lthat olten accorpany il.  Communication and seasitization need not
involve surrendr of COMNPANL prerogative.  Without it, eventual
transformation of successtiul pilot cfforts into national programs
will Lo delayed cxcesuively and will often be dnpossible.

COSPAN has avoided the problem with the recuperation and
breast-fooding projocts by "huying coordination” using its funds to
do these activities through CorPANY, which it is sinultancously
building up. ‘e prowising hucerto (family garden) and casceta
sanitaric {(envitomeental sanitation unit) projects will be nore
difticalt to institutionalize, There may not be enough money to buy
coordination. Organizations, whether Governrental or the private
groups cnecuting activitiou formerly done by Governwment, lihely
to implement have not been puch involved ininitial eftorts, They

should be "learning by doing” alonyg with COJPATL This would

huild the support for later adoption of proven interventions.,
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The toregoing docs not suggest Lhat s and COHPAR have
neglected completely the need to build bridges with others,
Expericnce from cther countrics makes clear that such bridges
require strong and continued effort, with success related to
style and humility, along with power position and superior
knowledge.  Current CoLPAN and CSE efforts can be cexponded without
increasing workload or reducing achicvement of current implementation
plans.  Expansion con do much to ascure permgnence and intluence
of cunbatl,  Bbricge Lbuilding involves more than participation in
inter-ministerial weetings. It requires conounication of qgoals,
approaches, and Janguage ot all levels, vith related cfforts to
reduce detensivencss and encourage cotlaboration,

The Chilean political context discouraqges broad, continuing
attempts to build o grans roots constituency anong agencies, since
authourity 15 contralisced,end tnflucnciog sentor ofticials ig
critical. MNevertheless, i nutrition planning is to survive in
Chile, and pilot projects are Lo yvield national programs,CONPAN
must butld on current power and credibility by creating shared
understanding and cotmi towent wherever possible in Chilean
burcoucracics. Beliance on authority and political machinations
alone will not wabe nutrition planning o permonent part of
Chilean life .

Some simple and shovt inter-agency training sessions,

ciphasizing experiential learning value of carrent projects,



vould benuit agoenc bea and COOPar,  Colilral necd only recognl da

the: bt bar bty b tuecn bear ot neends Gl s ven s Lal b and e o f
pooplo b other ageacieg. The noncdirective caperiontial approach,
50 successtul vithin Codrail, applics as well outside,  Phe tearnlng

styles of otherd are not lilely to be so ditterent,
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L THI CONPAU FELATIOUSI Y WU AT

USALE and COHPAIL have cvolvaed a satisfactory work pattern
after several months ot dittiealty.  The sugqgestions offered below
seck to improve collaboration between borrover and Tender, though
the present situation i tar better than vhat appears to have
gonce before. USAID turnover and staft shortaqes compounded ecarly
difficulties, but are currently not o problem.  Early differences
in emphasis, botween USATD and CONPAN, on docurnentation also
complicated the relationship, but the agqencies have now moved
closcr, coupanl addition of o good finance and adminigstration person
has also contributye<! to clearing the atr, since he can produce
intormation required Ly USATD routinely and is already scerving as
primary contect point for monitoring of the Loan,

coneatl and Usatlh could collaborate more coftfectively if USAID
used direct obscrvation, rather than docuncnts, as tne bagsis for
monitoring. A standing invitation trow Schlesinger to have a USALD
representative use Lhe CONPAN ot fice should Lo taken up, It this
doesn't materialize, USATD should still make o special effort to
detect problems long betore documents come in. The papers should
be no more than sustarics or o record of thing:s that USATD already
knows .:'lmut, to be preparcd only af ter agreement on substance hasg
been reached,  This seans that USATD monitorg must try to clear

with other USAID offices before docunments are submitted, to reduce



decbay v veserat bl ang COHPGE moven tnto ovecsecing barger
projects, such as Litty bicast=teeding centeca ael 10-14% recuperation
el e, Pyaedod no Lo g l:,‘ v by e bl bicd come et e bipaenn Lot bl e
documnentn, 10 thoy v ot probilems ot b, wildl caae too Tate to

allov carly action.

CONPAN needs to understand Poetter the dmphications of oa $54%,000,000

loan for relationshipn with the lender,  UsSAID secks to do no more
with CONPAN than the nutrition planning agency trices to do with its
contractors.  CoOlPatl acknoviedges that USATD has, in its other
activitivs, reinforced nuterition planning by ingisting that proposals
Le referred to COllbatl tor revicw,  USALD can, amt s prepared to,do
more of this, especially in agr.oculture, bhot will be hampoered unless
COLPAN 1educes deleanivenvss and concentrates on building a
collaborative relationship.

The two agencics necd to identify new indicators for the coming
year and this ofters o good opportunity to improve communication,
Both groups accepted, in broad terms, the consolidation directions
recormended in this Report.  They now necd to agree on some indicators
of progress in those ditccotions, 1 COLPAN docs, not acceepl USATD
indicators or the importance given to them, it nast come in with an
altcrnative pattern for assescing progress,  ULATD, vecogniring that
institution~-building io what the loan is all abont, should Le very

Plexible in accepting Chilean indicators of progregs,
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I, HEW PEIPPOREIALCT e svaneg

The Project benign Sumeary in the Capital assistance Paper
states that output indicators will he rovicod 1o Yol lort wach unartq
Impleamentation Plao. "this provides the Higsion and Coilbat! with a
gocd opportunity to shitt cuwphasis trom crnde indocators, such as
number ot statt and number of studics, to measures that reflect
more accurately tne Project purposes. A few key indicators are
suggested here, to illustrate the change.  The two agencies should
Jointly identity others, to assure shared understanding of desired
results and measures.,

The consolidation ol CONPAN's positlion sugyents ewphasis on
indicators that reflect attributes of a functioning and effective
organization., For CONPAN, Lhese might include, for exanple, a) an
internal information center that is useful and used, b) an Analytic
Group that is providing usctul conclusions, and ¢) a group of
responsive contractors who produce word consistent with COHNPAN's
approach and dircctions.  While all of these involve qualitative
Judgements, quantitative indicators that reflect desired qualitative
Jevels can be derived,  Instead of counting studics made by the
Analytical Group, for czample, uses made of their findings can be
recorded, A sinple contractor rating systoem could wake more useful
the tabulation of number of contracts. It is o iwmportant, too, that
Coupni'ys internal informat ion procedares be modificd to produce
information on ney indicators routinely, to avoid later special

requests that will tabe time and be ansvercd inadequotely,


http:ftncLiorii.nU

,](..

Indicators ot initration and improvemncnl of celat icaships
with other agencics derive from planning to reach these qgoals.  The
number of joint training sessions and seminars, for edawple, would
indicate a new dirvection on inter-agency dealings.  fPechnical
assistance requests from other agencies reflect o ditferent approach
than unilateral pronouncements from CONPAN. It 1s Jless important
to establish and sreasure new indicators than to recognize that
consolidation requires subgtantial wodification of current goals
and measurcs.  Becowming more scengsitive to consolidation, CONPAN and
USALD will readily identify signs of it, if the process occurs.,
Relationships with other agqencies include both functional
linkages, with speciatized ministries and orqganizations, and invol-
vement in the decentralized Regional Adoinictration programn now under-
vay. Regional planning groups have control over as much as one-thirvd
ot all Governrient spending in the Region and, unless natrition goals
figure in their plans, can mmllity much CONpAN intflucnce, COHPAN
and USAITD should be able to agrece on a stiateqgy tor CONPAN involvement

with these groups and some indicators of progress and effectiveness,
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Ao PUTLEL CECHITCAL 2 ARG

Thos tine hoetveon toechnieal anslotancee and ane of contiacly
tor s boanot star b cone s tuesy ot conratis boav bl el agud
the two Chilean professionals working under the CsSE contract
provide help while doing jobs that would otherwise regquire CONPAN
to hire wore peoples he mode) wor ks well, since it Keops CSE
statt from berng pontiticating "experts" and makes their help
practical and relevant. Senior CSP ostatf, who visit intermittently,
play a less clear role, though Dean Wilson effectively maintains
integrity of the learning process he helped to introduce.

There is littl: indication that CSE or conbanl have planned
for Helson's departure, the end of the Loan, or even the immediate
program of technical avgistance.  Bart Burkhalter, though hampered
by poor Spanish, would Le wore uscful if programecd ef fectively,
Carcful thought abont Helson's daily activitics wvould permit orderly
transfer of operating tushks and developnent of o return visit
schedule that optimives technical assistance value,  Simdlar thought
should Le given draacdiately Lo a plan tor gradually piasing out
CHl help and compensat ing for staff reduction, instead of waiting
for the end of Loan dishur senment g,

Gett ing CONPANL stalt out to sce nutrition planning in other

countries, aml Lringing others to Chile, should ) - part: of technical
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ansiutance, Xyt e L yew foleras Bt a0 cant bmibg noad, hacauna
COHPAN hat becone very attached to current pidal prajacta and
thloamat tan atiuc burcan, he Caolombiang, Gl be ok naphivat featad
in intelleetual approach, have moch to share vrth CONPAN aon the
practical probloems of coordinatlon and action, HCAL functional
surveyn ofter anothoer ponsthility for usctal cachange,

There are a few arcas where outgiders can pervform technical
tasks more effectively or introduce alternative technigues worth
exploring., Applicd behavioral scicence tor improved communication
and participation within and outside CONPAN, and professionalization
and coordination of volunteer service, arce two useful kinds of
help that CONPAN has not yet identified, because they are relatively
new te staff.  The 1977 Implementation Plan should be reviewed

systematically to identify any others.


http:wereIt.rt

.
= H2e
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P tradning

Chilean natcition planndng sugagests that oa "Lrans=diseiplinary®
yroup tutettang o crbeetively than o colb ot ion of preopla $ram
vatious disaipliocea,  the begt COHPAN Sstar D understand well the
nceed to scek help on specific technical questions and show skill in
recognizing when such help is reguired. The distinctive contribution
of nutrition planncrs lies in synthesis, putting things together
dealing with relations awmong variables from several disciplines ox
sectors. Training demands attention to ways of thinking well known
in epidemiology and systews analysis, supplemented by aid in identifying
technical gaps. There is no cvidence that CONPAN analysis,planning,
or project design suffers from the relegation of doctors, nutritionists
and other specialists to supporting roles. Teaching planners to use
specialists eftectively seems more lmportant than providing them with
specialized knowledge.  Conventional academic training does not
automatically provide this skill, so there is a role for trainers of
nutrition planners. TA/N would do well to distill, with CSF help,
the essential behavioral goals associated with Chilean nutritional
planning, for use elscewhoro.

2, Staff Sclection

CONDAN' s strength comes partly from Schlesinger's freedom to
choose staff frcely. In many countrics and universites, multisectoral
groups formed vith people from individual rministries or departments
suffer frow divided loyaltics, inability to communicate, and the

reluctance of sources to lend their best people,
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Theo Coaail kel abe o gelalb bon to Gl o ion oy e
dirtteale, bocause atal b hoave Fower condtacti, e eaplainn part
o the Clinlean reluctance to boegin hutbarnyg pacrnoninal col Labol at va
telat tonnhapn with rther aagoncacn . vood peaple wvith nolid pod it foal
Loverage pay neod quidance in dwportances ot and techabgoes for,
daovaeloping a team-building coordination utyle.

Jo Tackhling Lthe Agencicy

Although the evidence is not yet in, the Chile experience calls
attention to the importance of using limited resources, available
for "buying coordination”, to involve agencics expected to convert
pilot projects into national programs.  COHNPAN's experiments with
hoie gardens and envivonmental sanitation units tor example, will
suffer from failure of contact with likely national delivery agencies.
concepls are being tested, but not delivery systems,  When the time
comes to expand, CONPAN may he deperndent on the goodwill of others
who will be without experience in the proposcd activity. The
nutrition planning aqgency cannol lightly reject an existing system,
despite the frustrations of working with it.

4. The Need for a Community Entry Point

Chile confirms the need to disaggregate to community level
in nutrition planning, dational planning translates into reduced
malnutrition thicugh whatt happens in diverse conmuanitics with
distinctive probloens and solutions.  COSF oand CONPAl have continued
to refine Dean Yiilson's uscetul approach to corpunity planning, but
have not yet contronted the question of who guides the communi ty
process.  Thio witl ditrer in cach country, but r1equires specific

attention. Few governments achiceve multi-sectoral coordination in
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appn vachibos cammant ty ool bews s it bCion, weanad by Lacl bug an
abvicate, wlnda ap neglectod undons o presiotes b ddent i bred aind
poregeaband,
v ok g Poeed tan Mok

Chtle's Bintwan Buplagaent Frogeale,  just apaosacd vl the wmyr bad
other beoding avtivitied, cuphaateens the preventive potential of
l'aood tar York. Recupesation venters tilled with chrldien ot Che
unenployed dranatize the need to fecd betoure unenployment docs its
daniiige . The nutrition pluanning community has scemed reluctanct to
talhe the broad view necoessary for a preventive supplementary feeding
strateqgy., Chile ofters an outstanding opportunity to test comparative
¢ftfectivencess of altoernative feeding nodels,despite political limits

Lo convergion of findings into new national policies.

Nutrition planncrs waste endless vords on ddentifying the best
Llucprint orv nodel tor orquanization of maltisceloral units,
comuittoees, and work plans.  The Chile experience, so different
from other countricys, showvs the virtuces ol o more flexible
cepproach,  Coupral's organtvation and role, suill cevolving, flow
from Dr. Moncdholberg's Liotory and political position, the staft's
Enowloedge and style, and availability of teeding aetivitics as a
target of opportunity.  beceouse inproving etticieecy looked like
o good cntry point to the teeding cystew, COLPAL developed o
roabagenent consulting capability and role.  Close relations Letween
Hdividuals and thedr universitics led to an inprensive CoLDAN

1L pact on rescarch directions by judicious use ol conbiracls,



Poerhaps the ontatanding lesson to be drawn Dron Chile

in the demonstration that ceffective nutrition planning can be done,

Lapact ig still small aod politics can still detray the vhole
clitort, but CONPAN has already linhed mubtisectoral analysis

and nutrition programming more cffectively than any other agency.,

Despite the difficulties that ltie ahead, In rationalizing activities

and modifying policivs in accordance with that analysis, the

Chilean expericnce of fers evidence that national nutrition planning

can raige issues and provide alternatives that lTeave policymakers

little excuse for perpctuating malnatrition.



