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This report describes one of Planning Assistance's projects to 
improve the planning and management of development programs. The 
report is written for two audiences: (1) the policy-makers and program 
managers in developing country ministries and non-governmental 
organizations who are interested in initiating, expanding, or
 
improving their development programs; and (2) staff in development
 
assistance organizations who support these programs by providing
 
financial, technical, or managerial support to them.
 

Planning Assistance is a non-profit, non-governmental 
organization which has chosen managerial assistance as its 
contribution to international development. We help governmental and 
non-government service-providing organizations improve the planning 
and management of their work. This, in turn, improves program 
performance and accelerates improvement in the lives of those 
beneficiaries for whom the program is intended. This has been the 
sole nature of our work since our founding in 1973. 

We provide assistance in the conduct of sectoral analyses, the 
planning of projects and programs, and the implementation of projects 
and programs. Each of our projects has two purposes: (1) the 
selection, planning, and implementation of those activities which most 
significantly advance achievement of a specifi . goal of development 
and make best use of available resources in doing so; and (2) the 
institutionalization of the planning and managerial practices which 
will insure the continued achievement of this first aim, without 
further reliance on managerial assistance. This report, and each of 
our publications, advocates these two purposes and describes specific 
means for achieving them.
 

Additional copies of this report are available, upon request, by 
writing to us at our central office at 5 Union Square West; New York, 
New York 10003. A catalog of our publications and copies of others 
publications are also available upon request. 

In addition, we would appreciate your ccments on how this 
report, or any of our publications, might be improved so as to be more 
useful to you.
 



I. INTM3DUCTION
 

This report stumirizes the accmpJ.isinents of a project to help
private and governmenta] organizations rake the transition from 
activities based upo~n the availability of donated foods to projects
which more effectively address the development needs of their country. 

I]Thrninq Assistance was asked to help six Peruvian organizations
iprow tileir ].ong-term, strategic planning and their annual program

and finai-.a] planning. Each of the six organizations had begun
Lakin(; ps tcaiard improving the deve]olpnenta. impact of their 
pr(X3J ,. Each vicved the assistance in long-term and annual planning 
as an opportunity to determine means for accelerating this transition. 
Each of the organizations also wished help in iimproving their methods 
of preparing long-term and annual plans. 

Four of the six were private and voluntary organizations (PVOs):

Caritas, the service organization of the Catholic Church; Servicio
 
Evangelico Peruano de Aecion Social (SEPAS), 
 the service organization
of several Protestant churches; Obra FiJantropica y Asistencia Social 
Adventista (OFASA), the service organizaion of the Adventist church;
and the Peruvian program of CARE. The two governmental organizations 
were: the Oficina Naciona] do Apoyo Alimentario (ONAA) of the Ministry
of Agriculture; and the Direccion de Asistencia Nutricional y

Alimentaria (DANA) of the Ministry of Health. Each of 
the six has
 
field offices and programs in several regions of the country.

Together, they distribute more than 40,000 tons of food per year as
 
part of Title II of the Food for Peace Program of the United States
 
(Public Law 480).
 

The project was requested by staff of the 7ood for Development
Office of the U.S. Agency for International Development's Mission to 
Peru (USAID/Peru). They were concerned that 

(1) the distribution of food was fostering dependence, rather 
than prcmoting development, 

(2) any reduction in the availability of donated food would 
result in proportionate reduction of the programs of the six 
organizations, 

(3) current organizational programing generally attempted too 
much, diffusing limited food resources and lessening their 
developmental impact, 

(4) the agencies were failing to target their assistance toward 
populations of greatest need and needs of highest priority, and 

(5) each agency had little know'ledge of the goals, strategies,
and projects of the other agencies. 



2 

The ptoject was funded by the Social Development Office of 
USAID/ashington's Bureau for Latin America and the Caribbean. It is 
one in a series of projects, funded by this office, to hep SAID 
missions in the region to improve their working relationships with 
local PM~s and the contributions of these P\10s to the deve].olnent of 
their count:ry. 

The assistance in long-term, strategic planning was provided in
August and September of 1985 through a series of three workshops for 
staff of the six organizations working in the Northern, Central, and 
Southern rK]ions of the country. Section II of this report describes 
these work shops. 

The assistance in preparing annual program and financial plans
was provided in November and December of 1985 in a similar series of 
workshops for the same field staff. These workshops are described in 
Section III of the report. 

Section IV discusses the results of the project. 

Section V consists of brief recommendations as to further 
assistance. It is the intent of the staff of the Food for Develoiment 
Office of tAID/Peru that this project be the first in a series of 
efforts to improve the overall managerial capacity of the six
agencies. An additional activity of this project was, therefore, an 
assessment of the long-term needs of the six agencies for all aspects
of managerial training and assistance. 
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II. LONG-TERM, STRATEGIC PLANING 

The two purposes of the first phase of the project were: 

(1) to assist staff of the six agencies to Pr(Ipare Iong-term,
strategic plans which nximize the developlnental impact of their 
programs and minimize the de de-nd(.cy of be1x):ficjaries on donated food
and the dependency of the agency, itself, upIon donated food as their 
major resource; arid 

(2) to improve staff cahibility to propare long-term, strategic
plans such that this planning would continue with no or reduced 
external assistance.
 

This assistance was provided to field staff responsible for
 
implementing programs and central office staff responsible for

supervising them from each of the six agencies. Because of the number 
of personnel. involved, the assistance was provided in three 
workshops- the first for those working in the NorLhern area of the 
country, the second for those in the Central area of the country, and 
the third for those in the South. The sime design and agenda was used 
in each of the three workshops. 

The design and agenda for each workshop consisted of seven major 
steps. 

1. Needs Assegsment. The long-term planning began with a
discussion of needs in the several provinces of the area of Peru in
 
which the workshop occurred. A panel of experts, from the area, in
 
food production, distribution, consumption, nutrition, health, and
 
employment presented data on current and likely long-term needs in

each of these sectors. In addition, they also discussed strategies
that had proven successful and those that had not proven successful in 
addressing these needs. There was considerable opportunity for 
questions, answers, and discussion of the information being provided.
The entire discussion was in plenary session and took the better part

of the first day of the five-day workshop.
 

2. Estabing priorte needs. Participants then met in 
small grov1)s, one for each of the provinces in the area, and set 
priorities for needs in their province based upon the unique
characteristics and requirements of the province. Each agency working
in the province was represented by the one or more staff persons who 
worked in the province for that agency. The session, therefore, also 
represented a useful collaboration among staff of the six agencies
whose programs addressed a common population. 

3. Settng m Goals. Staff of each of the six agencies 
then met in small groups, by agency, and used the information on needs 
and priorities to set tentative, long-term goals for their agency.
These tentative decisions were then reviewed and discussed in plenary 

http:de-nd(.cy
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session, and a list of comunon, long-term goals for all six agencies
 
was produced. With few exceptions, priority was given, by all six
 
agencies, to increasing food production, improving the health and
 
nutritional status of children under five years of age, and improving
emplcyment for both women and men. 

4. StrL tg _e t oh s Participants were then

divided into small groups, one for each goal, to determine the most
 
effective strategies for achieving each of the mjor, goals.
conon 
In some cases, a problem tree was used to determine the most effective 
strategies (identification of major problems, their causes, the causes 
of these causes). In all cases the groups identified alternative 
strategies and assessed the utility of each in terms of technical
 
relationships, 
 social and cultural factors, and the characteristics of 
each of the six agencies. Each agency was represented in the small 
group by staff with experience or interest in addressing the goal in 
question. Thus, a second step was taken toward improving
collaboration among the six agencies. The work of each group was then 
reviewed and discussed in plenary session. 

5. Lg-rm, t P Agency. Staff from each of
the six agencies then met and used all of the preceeding information 
to set long-term (five-year) goals for their agency and the strategies
they would employ to achieve them. Staff of each agency paid
particular attention to selecting strategies which were compatible
with their experience, resources, and policies. This analysis, in
 
some cases, resulte6 in their changing the nature of a long-term goal.

Proposals to increase production of potatoes and traditional, highly
 
nutritious grains _i,uj= An tarhu ) in a number of micro-regions
 
were scaled down after the volume of irrigation canals, rehabilitation
 
of terraces, and technical and financial assistance implied by the
 
original goal was considered. In all cases, the choice and assessment
 
of strategies tested the feasibility of an agency to significantly

contribute to the achievement of a proposed long-term goal. Each
 
agency then presented their proposed long-term goals and strategies in
 
plenary session for review and critique by all participants.
 

6. Se Annual Bc r Each agency then set annual 
benchmarks for the application of strategies to achieve each of their 
long-term goals and the achievement of the goal itself. This was 
particularly difficult for agencies which had not been able to 
quantify their long-term goals. Considerable time was taken up in 
plenary session discussing methods for setting benchmarks, using
examples from the agencies, prior to the work in small groups. In 
general, the most useful method was first setting annual benchmarks 
for the application of strategies (establishment of village sanitary
maintenance committees, construction of latrines and clean water 
systems) and then setting annual benchmarks for the annual achievement 
of the five-year goal (improvement of sanitation in a given number of 
villages). Each agency then presented its proposed long-term plans
(goals, strateges, and benchmarks) in plenary session for review and 
critique by all participants. 
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7. J QDydrjdvjtojQ_ In each of the thrv e workdhnps,
participxints frvcn the agencies chose to improve coorclination among
themselves on a qeoxraphic rather than sectoral [i:is. Coordij nat jnq
carumittees were estahLsled for each province of the country.
Represelt-ativefi lroi eachi o)f the organizations working in the p-rovince 
were idenmt.i fi , ano a (ate, time, location, and aq(c-n-. wore set for 
t:Ie.jr fiirst meeting. 
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III. ASSISTANCE IN ANNUAL PFWGRAI AND FINACT_, PLANNTING
 

The scond phase of the project-- assistance in preparing 
one-year plans and budgets-- took place approxiamtely two months after 
the assistance in long-ten stratr:Kjic planning. In the interim, staff 
of each agncy reviewed and finalized their long-te-rm plans and 
collected the data tequired for preparing one-year plans and budgets. 

The purposes of this phase of the project were: 

(])to prepare plans and budoets for the projects which
 
representedI the best first year's step toward achieving the newly

establ ished five-year goals; an]
 

(2) to improve the capacity of the staff of the six agencies to 
prepare detailed plans and budgets such that they would continue doing 
so, each year thereafter, with no or reduced external assistance. 

The intent was to confirm the new directions, represented in the
 
long-term plans, in terms of precise commitments to their achievement. 
In addition, the intent was to prepare feasible and realistic project
plans, such that the first steps toward achieving these new directions
 
would be successful.
 

The recipients of this assistance were the same field and central
office staff from the six agencies who had prepared long-term term 
plans for their agency two months before. Again, lcause of the 
numbers involved, three one-week workshops were held in the Northern,

Central, and Southern areas of the country. Also, the same design and 
agenda was used for each of the three workshops. 

Each of the three workshops began with brief discussions, by
representatives from each of the six agencies, of how their agencies

had revised and finalized the long-term plans prepared two months
 
previously. This was followed by brief discussion, by representatives
 
from each of the provinces, of the results of the one or more
 
coordinating meetings held in the province. An overview and
 
application of the planning functions to a typical project was then
 
given by workshop staff. 

The preparation of one-year project plans and budgets was divided
 
into five steps. 

1. Estbljshji Rlitic Poj f The first of the 
project planning sessions was devoted to confirming the specific

beneficiaries of the project, reviewing available resources 
(with

first emphasis on those of the beneficiaries themselves), assessing

the conditions and constraints which might influence the nature and
 
success of the project, and setting goals and objectives for the
 
project based upon the preceeding information. Participants from the 
six agencies applied each of these steps in planning projects to
 
achieve the first year's benchmarks stated in their long-term plans.
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2. PFoaraion .Qf a Elm of .ork . Participants then determined
the tasks and schedul.es which represented the most effective 
strateyies to achieve the gcals and objectives of each of the projects
being planned. These dc<,isions were stmrarized in a bar chart for
 
ready review, revivion, and monitoring of project impl.-nerdation.
 

manzi- ff Pq±bj 
assigned the tasks in the plan of work to operational units and 
individual staff meiabers for each of the projects being planned. They
then identified any needs for coordination among units, staff 
recruitment, and staff training. These assianments were susuarizeci in 
an assignments chart (tasks by units and staff m~n. ers) for the 
purpose of ready review, revision, and staff supervision. Mhen making 

3. ,-- j r The particil:.ints then 

assignments to individial staff mnbers, they also estimated the 
amount of time required to complete the task and, thereby, took the 
first step toward preparation of the budget for the project. 

4. Project dLrUn and control. Participants then determined 
means for supervising assignments, monitoring timely completion of 
tasks, and revising the plan of work as required. They also 
determined means for evaluating achievment of the goals and objectives
of the projects being planning and revising the project plans as 
required. This work was defined in terms of tasks which were 
scheduled and assigned to individual staff members of the agencies.
In addition, the amount of effort required to conplete the tasks was 
confirmed and, thus, a second step was taken toward preparing the 
budget for the project. 

5. Project BiU-Ogen All costs for carrying out each of the 
projects being planned were then determined. The budget was then 
compared with the assessment of available resources, and the project's
goals and objectives, plans of work, and assignments were revised as 
required. 

Similar methods were used for each of these five project planning
sessions. The session began with a discussion, in plenary, of methods 
for performing the planning work under discussion. These methods were 
then applied, in plenary, to a typical project of one of the agencies. 
Staff from each of the six agencies divided themselves into planning
teams of three to six persons and these teams applied the planning 
functions under discussion to the major projects of the agency as 
indicated by the five-year goals and first year benchmarks in their 
long-term plans. Smaller agencies, such as OFASA and SEPAS, were able 
to plan the majority of the projects for the new year. Larger
agencies, such as Caritas and ONAA, had to select projects that were 
typical of their work- with acknowledged, but modest difference-- in 
several provinces. The work of the planning teams, session by
session, was then selectively reviewed and critiqued in plenary 
session. 

http:schedul.es
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The workshop closed with a final. session on coordination. 
Emphasis was given to the needs and limits of coordination, a 
discussion of problems that had occurred in the initial coordinating 
meetings, and proposed solutions to those probles. 
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IV. niF PSULTS 

This sect-ion of the report dif-cncsses the extent to which the
 
assistance in ]ong-term, strategic planning and annual program and
 
financial planning achieved the purix).os of each of these two phases
 
of the projo.e and the goals of the prolec t- 's a whole. A final
 
sllb-scct jon Uj3iC.usses t:he extent to whi ch coordnat iion aiilonq the six
 
agencies was improved.
 

LOJl TLfelm,. StrategiG_PJaunjx 

Improvements in long-tem, stratEIic planning can be viewed from
 
at least four perspectives:
 

- the extent to which each of the six agencies set five-year 
goals and strategies which represented greater developmental. impact of 
their programs; 

- the extent: to which the long-term plans also represented
 
decreased beneficiary and agency dependence upon donated food;
 

- wiether or not these lorg-tem plans were realistic and 
feasible; and
 

- whether or not the assistance in iong-term planning 
sufficiently improved the capacity of the staff of the six agencies to 
continue such planning in the future with no or reduced external 
assistance.
 

1. Increased contrtl io to develo]pent. The long-term plans
 
for each of the six agencies in all areas of the country clearly
 
reflected desires to more effectively contribute to the development of
 
the country. Priority was consistently given to serving populations 
in the rural areas of the country. With the exception of DANA, 
priority was consistently given to increasing food production. With 
the exception of OFASA and its programs in the Central area of the 
country, improving food consumption was eliminated as a goal of the 
six agencies.
 

In the initial session on needs, migration frcm rural to urban 
areas, which is considerable in Peru, was consistently identified as 
one of the major causes of problems in both rural and urban areas. In
 
addition, the use of problem trees for instructing the choice of
 
strategies confirmed the way. in which migration exacerbates problems 
in both areas. This reinforced the priority given to increasing food
 
production, thereby making farming a more viable occupation. (Peru 
imports considerable quantities of food.) The discussion of the
 
affects of migration also influenced the priority given to increasing
 
non-farm employment opportunities in the rural areas. Therefore, the
 
long-term goals of the six agencies, with the exception of DANA,
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uniformly reflect reallocaticn of exist:jng or new resou.rces to rural 
areas. TI,.is was partictilarly true in the North, where the programs of 
OFkSA, CARE, and ONM. have been focu.ssed in or near the likjor cities 
of the coaist. This w,,as a]so true in the Central area, where 
ccxiitmnierit was neade to establish prc. ramis in Chico Norte and Chico Sur 
(both rural ae;eas), in addition to those in the major sluiis of Lima. 

establis.fhed ,(SEPAS and Caritas Lad already progra emphasis in rural 
ateas, and the iiiajority of the programming in the South is in rural 
a eas.) 

Five of the sj)i agencies gave first priority to increasing
agricultural prcduct ion. This was devred to be the major means for 
assuring long-terni impiovement in nutritional status. In addition,

there was considerable discussion of evidence that current feeding
 
programs, theselves, have little long-tem affect on improving

nutritional status. (1le rations and duration of provision are too 
Evll to make a difference, and the nurid-ers being served as too smll 
as well.) 

With exception of OFASA, and its programis in the Central area 
of the country, all agencies eliminated improving food constmption as 
a long-term goal.. OFASA's staff in the Central area retained this
 
goal and chose nutrition education arid provision of donated food as 
the two major strategjes. During the review and critique of this 
goal, OFASA staff explained their considerable ciaitment to nutrition 
education, LOsed upon Lhie use of loca.l foods, and the priority they
 
accorded to this stratey.
 

DANA, a branch of the Ministry of Health, concentrated on
 
improving the health and nutritional status of children. The
 
provision of food was simply one of the strategies for achieving this
 
goal. For example, the major strategies for improving health were
 
improving village sanitation (latrines, clean water), oral. 
rehydration, irmiunizations, the promotion of kitchen gardens, as well 
as the provision of food to malnourished children. In addition, they
retain resp.onsibility for the school feeding program which they
administer on behalf of the Ministry of Education. The remaining four
 
agencies considered donoted food simply as a resource for carrying out 
strategies to impr.,e acricultural infrastructure (construction of
 
canals and terraces through food-for-work) or strategies to improve
health status (food as medicine to overcome nutritional deficiencies).
 

The goals -nd strategies chosen by the participants

represented a considerable change for sme of the agencies. Goals 
were uniformly stated in terms of changes in beneficiary status such 
as increases in production, health, and employment, as opposed to 
programmatic and organizational means such as the amount of food to be 
distributed to mothers' clubs. 

2. D dependence on d_(it foods.. The long-term,
strategic plans of all agencies reflect desires to decrease dependence 
of beneficiaries on donated foods. In addition, they also reflect 



decreased dependence of the agencies thffitseives on tile use of r(onated
foxls as their aijor program resourc,,. 

In all three workshops, there was considerable discussion of 
several deleteriouS affixi-s of donated food and criteria for curbing 
or cotrolling theso affect.,. Thee was general aqrec erit in all 
three workshops thot H-e ma jor tuse of donated food in rural areas 
shouod be ] mited to (oiiei enci es, with the exception of situations in 
which the food could clearly be used to rCluce malnutrition in young
children. here was considerable discussion about the way in which 
focd-for--work in the Liral areas might hc, affecting the tradition 
(ca]led mj.jJby which ciniimity m-ibers freely qive their labor for 
caltiinty proj:ects. There was agreement that- food use in urLan areas 
should be limited to payinent of labor for a cOinunity project only
when the laborer was sacrificing a day's earnings on the casual labor 
market or, once again, when food served as medicine for nmanourished 
children. 

Enactment of these agreemfents would be a radical change from 
current prograirming and the long-term plans of the six agencies do riot 
reflect this radical a change. The agencies plan to continue 
food-for-work projects and coimiunity kitchens in rural and ubtan 
areas. W-fat cap be said, however, is that the plans reflect a trend 
t(-Aard reducing beneficiary dependence and they target both those 
beneficiaries and sectors where assistance will have the greatest
developiental. impact. Rural food-for-work projects are more carefully
targetted toward those infrastructural projects which will result in 
increased agricultural production or projects which when complete(]
(latrines, clean water systems) will not require continued provision

of food as payment for labor. The plans reflect the clear intention
 
to make the feeding kitchens self-sufficient- that is, solely reliant 
on locally produced food for cooking and feeding. P.ans for the urban 
areas reflect some modest trend toward using food-for-work to 
construct facilities (potato storage sheds, market stalls) which will
 
reduce food prices and/or improve the marketing of locally produced

foods. In summary, the plans employ strategies which will gradually

reduce beneficiary dependence on donated food.
 

The plans also reflect a trend toward reducing the dependence
of the agencies themselves on donated foods as their major program 
resource. To reduce their dependence on donated food, ONAA of 
Trujillo has set the goal of establishing payment to themt of 10 per
cent of the increase in agricultural production resulting from their 
infrastructural projects. This will allow then to gradually replace
the donated food used in these food-for-work projects with locally
produced food. OFASA/Puno used donated foods to establish a potato
seed bank for the farmers in the South of the country. The project is 
now maintained by having each farmer return a percentage of his or her 
harvest for use as seed for other farmers or to be sold to cover 
administrative costs. They now intend to replicate this project in 
other regions of the country. Also, now that the agencies have plans
which address development ends, they believe that they are better 



plac.o( to s.ure Financial ald teclhnia r(esources for carrying out 
the e pl1 ans. 

3. pdjj t c7- _n]LaA;i]. IOU _-tJ1I i Jj TIie wot)kshop
(III ilWia.izedn terative approach to ]ono-Lerm [11anu:i. Tie 
fea sji.Utly of (.each ac(Jency's tentative long-termi goals wa.m tested by
tlhe aGerI Cy' s h- .1i ty to Q,-;tZal ] ~jh -A:ratxei ,f; whic-(h wou]d acileve them. 
qle f.a:;i [uli]ty of both1 qoa l.:, stratec .is was I.P4thean tested 
agency' s ahi ].ty to establ i sli measur able }e:cI uiiark. . for thieir 
achi ev)erl: . The fea.;Jhldity of all teu was suLitted to a test- of 
achievveent wi:h likely, available resoureC(s. Finally, ,ach aspect. of 
the plals of (.zc-h agency was i.eculariv reviewed and ct it-iqued IN staff 
of the other agencies. 

The result was a more c(xiip.iete series of stratcnic,s directed 
toward a given goal for a -pocific population and a reduction of the 
nun4)er of poIpulations to be .erved. For exalip..,, SEPAS in the North
originally intended to increase agricultural prcduction in basic food 
crops in four to five micro-regions of seven to ten villages each. 
After carefully, following the process out] ined above, they broadened 
the number of strategies to be employed and reduced the nu.,lz-er to two 
or three micro-regions.
 

The e.sta.hl.shnent- of bencf-lirks helped insure that the plons
were stated in measurabl.e te(is. This, in turnl, Improved the quality
of the plans. In the south, ,DANAstoted their priary goal to be
 
reduction in the incidence of maternal. and infant mortality due to
 
nmlnutrition. It was not Unt:il after Sf.)'.ifyig the benchliarks,

however, that they were able :o establish that this r(edtuctj(n would
 
occur 
 in 20 per cent of the mother and child opulation in five
 
provinces of the Southern de[:ortments. These pairameters will help

meiasure the progress 
of their progrm and better assist in the annual

revision of the long-tem plans. These revisions will increase the
 
accuracy of their planning and gradually iticrease the feasibility of
 
their plans.
 

4. rV1edj _a -ty. This was the first time that the majorityof participants did any formal long-term planning. Their experience
had been limited to planning on an annual basis and goals had 
generally been specified in terms of means rather than ends. 
Their
 
plans had been explanations of the use of donated food. At worst, 
they had been statements about rations to be distributed, for a given
period of time, to a given nLmuber of mothers's clubs. At best, they 
had been statements about the numbers of kilometers of irrigations 
canals that would be built or the number of trees that would be
 
planted.
 

As a result of the workshop, the participants gained the
 
crucial understanding of the distinction between means and ends. 
Most
 
importantly, they applied this understanding in the the planning of 
their own work. For instance, the goals of the large reforestation 
project of SEPAS/Lima, which uses Title II foods, were changed from 
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simply the conservation and expansion of cultivatable land through
reforestation to an increase in overall agriculture pr-OduCt]on. The 
now goal, adoresses jncreases in production in 30 cOQuILUities based 
upon the ls-e of five different stratciies, only one of which is the 
expansion id mprovnienit of cultivatab]e land. In this case there 
was an important d stinct ion nde betwen mnvans (plant.i.ng trees) and 
ends (inci asing agr.iCultl-a] i pr(XLucti on) which allowed SIPAS to 
idelt Jkfy t:he other necessary strateg(Mjes to acleve this goal. 

In st-mury, the participating agericies set ends (goals) in 
terms of the mairc needs of the population, and they then devised the 
required and feasible means for achieving th.i that were most 
appropriate i:o the agoency. They also Iea rnCd to. set guailtifiable
goals and t) quantify the application of their stratcgies. In 
addition, they reali:ed the value of this Cqantification in 
establishing realist ic and feasible long-tem plans. 

They are capohle, in varying degrees, of applying this 
understanding in the periodic preparation of new or revised long-term
plans. The long-term plans and the nature of participation indicated 
that CAPE, SFPAS, and ONAA should be able to continue long-term
planning with modest or no additional. assistance. The long-term plans
and nature of Participation of Caritas, OFASA, and DANA indicated
 
further need for assistance to fully insure that they are capable of
 
conducting long-term planing without such assistance.
 

Annual Plan j j&l Baudoet 

Improvaiients in prepearing annual plans and budget can be viewed
 
frcAi at least three perspectives:
 

- the extent to which the six agencies prepared first year plans
and budgets which represent greater develop nental impact of their 
programs; 

- whether or not these plans and budgets are realistic and
 
feasible; and
 

- whether or not the capacity to plan and budget on an annual 
basis has been improved such that staff of the six agencies can 
continue to do so with no or reduced external assistance. 

1. C- 1iment Jin.t Having taken decisions in their 
long-term plans to increase the devel.op ental impact of their 
programs, the question is whether the plans and budgets for the first 
year reflected these decisions. Did the six agencies actually plan
projects to achieve the new long-term goals which emphasized food 
production, the shift to rural programs, the disappearance of 
consumption as a goal, reduction of both beneficiary and agency 
dependence on donated foods, and the general shift to goals stated in 
terms of long-term changes in the lives of the beneficiaries? 

http:devel.op


14 

They did. Plans for the first year reflected these new 
c()ilitments. For example, CARE in the South estabJished a long-term
goal of increasing agricultural production by 20 per cent in selected 
crmcunities of three micro-regions of the Ptno department. The three 
principle strat- giies were improving irrigation systems, increasing use 
of improved seeds, and increa.ing use of traditional agricultural 
techniques,. The goayls of their first year plans are (i) the 
construct ion of 20 kilometers of irrigation canals and 1,000 crXnunal 
wells, (2) th st:udy of improved potato seeds, and (3) the 
establishment of a see -bnk in the Pmio region. Their first year 
plans and bui!et-.s addressed the first yea. Ienchin'arks in their 
long-term plans. 

Car:Jta, of Ar jC.-O-et incr(easing oiipl.oyment as one of their 
long-tern goals. In their first year plans and budgets, they propose 
to provide loans and technical assistance to those smal] businesses 
which have the greatest likelihood of expanding-- thus generating more 
incaine and jobs. This project responds to the pressing problen of 
unenipl.onent among the peri-urban populations identified during the 
first workshop and also represents one of the many projects which the 
agencies have planned which do not use food aid. 

It was evident from the annual plans and budgets that the 
agencies chose to Jipl]irtent the priorities expressed and decisions 
taken in their lontJ-term plan to increase the developmental impact of 
their work. Agricultural production was given first priority in 
nearly all annual plans and budgets for rural projects and the new 
shift to rnployment and income generation was reflected in plans for 
urban projects. Finally, the goals and objectives of the project
plans reflected the emphasis placed on changes in beneficiary status 
rather than organizational or prograrmmtic approaches- the ends 
rather than the means. 

2. G P ajn( B s. The feasibility of annual plans and 
budgets depends the extent to whichupon each section follows from the 
preceeding one. Do the goals and objectives reflect as much as can be 
done to resolve specified needs, given resources and conditions and 
constraints? (Also, are available resources, particularly those of 
the beneficiaries, being fully util.ized?) Is the plan of work the 
most expedient mearis for achieving the goals and objectives? Have 
assignments been made to those who can perform them competently and 
efficiently? Is there reasonable provision for monitoring and 
evaltuating progress? Does the budget reflect the entire cost of 
achieving the goals and objectives? 

In large part, the majority of annual plans and budgets
prepared during the workshops are realistic, feasible, and efficient. 
The deductive nature of the planning process, the proposed planning
methods, and the assistance in their use improved understanding and 
application of sound planning principles. The inter-agency exchange
and critique by section of the plans helped participants improve the 
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efficiency and feasibiity of their plans. The dj,Jsion of the 
planning process into five sections forced] lhe participants to be

steadily more precise and this, in turn, precJipi.tated revision of
 
previous sect-ions of their plans.
 

For exam[,) e, OFASA/Linia initiall]y poposed a iaternal and

child health projc:t. in 30 coiminities, using three cOtp]i-i nitar,
 
strategies in addition to direct feeding: (1) iriiproving nut.tiiovia
 
education of mothers, (2) establishing family gardening plots to
 
improve food supply, and (3) increasing disposalle family imcome
 
through the prcxuction of handicrafts. This projcct. proved too
 
ainb.itious, however, as OFASA staff worked 
 through the succeeding
sections of the project plan and budget. The number of tasks and 
staff time required immediately forced theit to reduce the s:ope of the 
project to 17 comiunties and forego the strateqy deenfled least 
effective: increasing family income. Futhermore, when planning the 
monitoring and evaluation of the project, OFASA recognized the need to 
establish a monthly weight for height monitoring system. This again
added tasks and staff time and implied a reduction in the ambition of 
the project. Though reduced in scale, the final plan represented a 
superior one with a greater chance of success. 

3. m prpv_ -Cacty. Can staff of the six agencies successfullypJ.an other projects with the same degree of success without further 
assistance? For the most part, ,,es. The evaluation forms and the 
pl.ans thenselves indicate that most participants learned and applied
good planning principles. The plans and participation of CAPE, SEPAS,
and ONAI indicate little need for further assistance. The plans and 
participation of the Northern offices of Caritas, the Central and
Southern offices of OFASA, and the Southern offices of DANA indicate 
some need for additional assistance.
 

Cwrdinatign
 

Coordination is much discussed as a compelling need in

developnent work. Its promise is seldom realized. The emphasis
throughout both phases of the project was on the most practical values
of coordination- learning from others, avoiding duplication, sharing 
resources where efficient to do so- and the most feasible means for 
achieving them.
 

The workshops themselves were an immediate realization of this

first value- learning from others. Participants from each agency
reviewed their plans (often section by section) with staff from the 
other agencies. The others critiqued this work. As a result, plans 
were changed and improved. In addition, biases were tested in this
public forum and were modified. It is likely that this process will 
continue through the coordinating councils in the various departments
and through common projects planned by some of the agencies. 
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There are a.1so s.xrie exaiqp.] es of avoj d.i g (AIDt)] Jcat] on and shari fnresoturces. CARE/Purno plans on using OFASA's help in eStablisihing it:s 
potato seed hank in the South, since OFASA successfully imp]R,!entei an
identical proj(ct two yn-rs earlier. CARE also intends to work with
DANA to train COMMUlity miders in the proper use and maintenance of 
potable water £,stims. 1his aptly J]]ui'trates the value of
coordination when agencies use similar stratl:cx3ies to achieve a c(.xiion
goal of develoLiient. In several instances, agencies decided to work
tcjether in ways which make best use of each agency's unique
experience or expertise.
 

The first collaborat on mong a].] six agencies ((!currre ] during
the long-term planning workshop in Lima. They will. establish a conuion 
pilot project in one of the slus of Lima, and use this as a practical
means for learing methods and t(echniques from each other, and,
well, the extent to which such collaboration is practical. 

as 

There is considerable indication that the agencies are beginning
to avoid duplication, share resources, and learn from each other. 
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V. CONCLUSIONS
 

Tle purposes of the project were accoip].ifled. A] agencies made 
the transition frxn prociram planning based upon the availability of 
donated foods to program plans which address the major ends of 
develormient work. In addition, the plans onp]oy strategies which the 
agencies can carry out. Thbe plans clearly reflect gradual reduction 
of dependence of both beneficiaries and the agencies themselves on 
donated foods. The scope of the progranuninq was, in many cases, 
reduced and all. agencies began to identify p.op)ulations in greatest 
need and needs of cieotcst priority and target their projects 
accordingly. Finally, efforts are being made to coordinat! activiti.es 
and exchange information to the ultimate benefit of the population. 

Tle long-terii and annual plans are, for the most part, realistic. 
The first year plans and budigets reflect the new directions, and there 
is every likel.iho(od that they will be carried out. There was 
considerable improvement in planning skills. The project, however, is 
simply the first step in the full transition. Much remains to be done 
in effecting this charige and in improving al] aspects of managerial 
capacity. A transition of this dimension cannot be made through a 
single series of planning workshops nor the work of a single year. 
The agencies mu.st plan each year how t1ify will improve their 
development work j,- The transition is aand duce dependence. gradual 
process and assistance should be providled over time to both foster the 
change and monitor its impl.mentation. It is an ambitious undertaking 
which includes a large number of staff and a wide variety of programs 
throughout the country. 

This project was viewed as the first in a series of efforts to 
improve the managerial capabilities of the six agencies. Part of the 
project consisted of an assessment of the long-term needs for 
managerial improvement. This assessment, and the experience gained 
during the project, indicate need and interest in improving the 
organizing, staffing, and directing and controlling of the projects of 
the six agencies, as well as improved financial management of all 
projects and funds. In addition, further assistance in long-term and 
project planning should be provided to some of the agencies to assure 
full understanding and application of these functions. A report of 
these needs and recomamnded means for resolving then has been 
prepared, and it is available under separate cover.
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