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1. EXECUTIVE SUMMARY
 

The workshop held in Dakar April 22-24, 1985 on the Government of Senegal's 

Nutrition and Health program, to which Catholic Relief Services contributes 

Title II food n- growth surveillance, constitutes a final phase to an 

evaluation effort :egun in May 1982. At that time a joint evaluation design 

team, cons is ing an AID-sponsored consultant team with representatives of 

USAID/Dakjr, £A.NAS and CRS, began a process which culminated in intensive data 

impact and on-si~: process studies. The findings from these collaborative 

investigations snwed benefits to program children in the vulnerable age 

groups and to par::cipating mothers. They also pointed to priority areas 'in 

need of improvemen_-. 

These areas were :'e subjects of sub-groups within the three-day workshop at
 

the Savana Hotel, w'hich united 14 representatives of SANAS, CRS, USAID, AID/W, 

the evaluation team, and _,A field staff, including the m~decins-chefs from 

each region and Coordinators and Center Directors. The central task was to 

agree upon feasile recommendations and action plans for transmittal to 

dec is ion-ma(er s. 

Among these were arreements or recommendations that: 

- Better coordination between SANAS and CRS is desirable and should be 

achieved through mo-nthly meetings and consultations when problems arise. 
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so 

it does not hinder effective operations; details on the handling of different 

types of corres-.:ndence are being defined. 

- CRS observance of the MOH administrative hierarchy is desirable long as 

to- CRS and SANAS should co-manage the use of mothers' fees (in a manner be 

defined) until others' committees can take over management in each center. 

- Mothers shouk: be prepared for the preceding task as quickly as possible and 

for other ac::iv::es in the center (e.g. weighing).
 

m:.nimal curriculum of health and nutrition
In additior. a specified 


education for :Ehers is to be given systematically by center personnel (who 

will first be t:-ined).
 

- A curriculum for all teachers-of-teachers and teachers is to include the 

, f and as well supervisory, timePPNS components heaLth nutrition as 

management- and :-atisticS (:omponents. 

will be trained at the national- The m:decins-:sefs ond regionil coordinators 

trained atlevel, while de7artmental coordinators and center personnel will be 

the regionoL level. 

by training incentives for
- Motivation at the center Level is to b. assured 

personnel and -:isits to model centers for mothers and by development of 

income-enrat'-7 activities for mothers. 
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- The program will target pregnant and nursing mothers and under-four 

children, and only one cycle in the center will be permitted in those
 

areas where families are waiting to enter the program.
 

- Following trials to determine any adverse effects on attendance, only 

one ration will 'e distributed per family. 

- A permanent ev,-luatien system is to be instituted, and the current 

rev,.s.1: as needed.
 

It was agree: 'n the final plenary session that a follow-up committee 

should be estabiished to refine the recommendations and present them to 

the decision-zakers in The concerned organizat ions. 
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2. SUMMARY OF THE WORKSHOP
 

2.1. BACKGROUND 

Under the PL-480 Title II food assistance program, approximately
 

-,000,000 (4,500,000,000 CFA) worth of food is distributed annually to 

more than 200,00(; children and mothers in Senegal with the assistance of 

Catholic Relief Services (CRS). This food d'tribition is accomplished 

with the cooperation of over 00 centers, most of which are dispensaries 

operated by the Ministry of Health (MOH) of Sene-al. 

As part of its ongoing administration of PL-480 programs, the Evaluation 

Office of Food for Feace and The Nutrition Office of the Agency for 

International Development (AID)/Wash in2ton, performs Evaluar'ons of its 

Title 11 food ristribution progr:ms throughout the world. Therefore, at 

the request of USAID/SenegoaL, they ag):eed to sponsor this eva ILation as 

part of their overall examinatIon or nutrition and health projects. 

Additionally, the Service of Nuutrition of the Ministry of 

Health-SANAS-(Service d'Alimentation et de Ia Nutrition Appliqu~e au 

S n&a.I ha-d len ' laning their own evaluati on of t:he PPNS (Programme de 

Protection 'utritlonnelle et S.-nitaire - Groupes Vulndrables) progrom. 

A joint evaluation design committee was established which consisted of 

the evaluation team from AID/Washington and representatives from 
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USAID/Dakar, SANAS, and CRS. The aim of this connittee was to determine 

if the objectives of the program were being met by determining the 

adequacy of program design and by examinLng measured or estimated impact 

of the children of Senegal. On the basis of these determinations, the 

committee was to make recommendations for improving the functioning of 

the program. 

The group designed the evaluation in three phases which consisLed of 

evaluation design, data collection and analyses, and a workshop to 

discuss evaluation findings, make recommendations and develop a viable 

action plan based on thpe findings.
 

During the design of the evaluation, the evaluation team from
 

AID/Washington visited 17 PPNS feeding centers in Senegal in May .982. 

The evaluation team also held discussions regarding the evaluation design 

and objectives with CRS, US iD/Dakar, SANAS and ORANA. 

The data col ecti.on and analysis cons isted of four components: a study 

of participant and non-part.cipant mothers performed by the GOS and the 

Center for Disease Control (CDC) in Sin-Saioum, an analysis of Master 

Chart data collected by CRS from all 457 feeding centers, an analysis of 

growth data o over 6,000 children from registers in 20 randomly selected 

centers, and analyses of results of three field activities. 
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Data were gathered in Senegal according to the specifications of the
 

design team and sent to AID/Washington for preparation and preliminary 

analysis in the United States. The evaluation team returned to Senegal 

in May 1983 with preliminary findings to present to CRS, U13AID/Dakar, 

SANAS and ORANA for discussion and continued analysis in Senegal. The 

various participants at this time also provided suggesteions as 1o other 

analyses wh ich were to be performed in the Unitd States. During this 

time there was also a field stady conducted by members of all groups to 

provide additional information with which to address issues regarding 

other aspects of the program such as education, management. supervision 

and training. 

After final analyses and revision of the evaluation document subsequent 

to review by AID/Washington and other reviewers, the evaluation document 

was provided to SANAS, CRS and AID/Dakar by the end of L984 . This 

document and particularly the findings and recommeGdations, provided the 

motivation and basis f-r the selection of subjects discussed at this 

workshop. 

2.2. Preparatory Work 

In January 1985, AID sent an evaludtion team member to work with USAID on
 

preliminary arrangements for the workshop with the concerned 

organizations in Dakar--CRS, USAID, SANAS, (ORANA). Representatives 

selected April 22, 1985, as the earliest date agreeable to all parties. 

They specified Cho objective to be that of reaching a consensus on 
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feasible improvements to the program, and agreed to a three-day agenda
 

and weik meLhods that would utilize facilitators and emphasize sub-group
 

work on priority issues. The organizations agreed that all regions
 

should be represented by the md c ins-chef and that two coordinators and 

center directors shou-d also be selected. other participan s would 

include the CRS Regional Medical office, the AID Washington Evaluation 

Office and evaluation team members. An OANA representative woulo also 

be invited. 

At this time, key issues were extracted from the evaluation report and a 

document was sent by USAID to CRS and SANAS for study and as the basis 

for discussions to precede the wockshop. SANAS sent an extensive r6sumQ 

of the evaluation to the designated field participants. 

During The week prior to the workshop, a preparatory committee of key 

staff members from the participating agencies, together with the
 

evaluation team member and the three facilitators met and reached 

agreemerO as to: the role of the faciMtators, and work methods, and the 

flow of rhe modified agenda. The group also agreed upon workshop 

objectives which were: to obtain a consensus on the contlus ions and 

recommendations of the evaluation by all of the participants; and to 

propose a plan of action on the principal recommendations. The group 

specified tie desired outcome to be a concise document, synthesizing 

feasible recommendations and plan of action to present to the 

dec is ion-makers. 
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2.3. Execution of the Workshop
 

The workshop took place on April 22-24, 1985 at the Hotel Savana in 

Dakar. (See Annex I). The first day focused in plenary session on 

welcoming the part icipants (see Annex 2 for List of Participants) , 

explaining the methodology to be used (see Annex 3), and defining the 

major questions to be examined. Each of the interested organizations 

outlined its particular perspective on the progrm 

including structure, objectives and relationship to tne PPNS program and 

raised byto the government' s health and nutrition policics. Concerns 

the evaflauion repot-r were also discussed. A consensus was reached on 

tie major issues to be studied during the remaining days of the seminar. 

The plenary 	 then divided into three small groups as follows: 

- Group i: 	 Targeting 

- Group 2: 	 Education of mothers, training and incentives for center 

staff, strengthening of technical coimponents and support 

of community activities.
 

- Group 3: 	 Administration, management, supervision, coordination 

and evaluation. 

formulated 	 and action plans developed. These wereRecommendations were 

plenary during the final day of the meeting.discussed and adopted by the 

The workshop concluded with proposals for follow--up. A committee was 
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established, consisting of representatives from all concerned 

organizations, the medical staff in the field, as well as the regional 

coordinators, to ensure the review and implementation of the action plans 

on behalf of the group. It was agreedi that tbere might be the need to 

revise the agreement governing the PPNS program in accordince with the 

proposed new directions ior the progr m. Fina Lly Lt was also agreed 

that members of the Prepiratory Conmmittee should draft the workshop 

report. 
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3. SYNTHESIS OF THE WORKSHOP 

3.1 Plenary Sessions
 

3.1.1. Welcoming Addresses
 

Heads uf the organizations concerned with the Program of Nutrition and
 

Health Protection of vulnerable groups (PPNS) welcomed the participants 

urging that wnrkshop efforts continue in the same spirit and open 

attitude that characterized the work to date - i.e., in carrying out the 

collection of data, the field work and preparing for the workshop. 

Representatives called on members to do their best to come up with good 

recommendations for eventual action by decision-makers. 

3.1.2. Profiles of the Participating Organizations 

Representatives of SANAS, the MedicaL Regions, CRS and USAID provided a 

profile of their organi:at ron's administratLve :ontext, global mission, 

role in the OPNS program and non-PPNS inter-rebationships. CRS also 

provided a report on coirrent program operations, noting that there are 

430 centers reaching an es t:im ed 230,000 beneficiaries (124,000 

children, 106,000 mothers), that the centers are in all regions of 

Senegal with a concentration in St. Louis, Ziguinchor and Kolia, and that 

the estimated coverage is 10.9% of the under five population. Tiese 

plenary presentations to the participants are in Annex 4. 

The contract governing the PPNS program signed by the Government of 
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Senegal and CRS in Jazuery 1973 is included in Annex 7.
 

3.1.3. Discussion of PPNS Program Objectives 

The participating ag zcies stated their views of That program objectives 

should be: 

- SANAS, noting t PPNS is its prime implementing agent for 

nutritional sur-;-:illance, stated t:he oblectives outlined in the 

Nation.-l Seven:- Plan: 

Growth surve 1 _2-ic_ of 50% of under five children (500,000 est.). 

* A reduction of acute malnutrition by 50% among participating 

children.
 

- (2R5 stated its :ojective to be that of:
 

* Better use of a-ailable resoirces to improve the nutrition status 

of children fro- () to 5 years olJ in selected needy areas until 

such rime is this secific goal i.sachieved (and/-r local) 

authorities are 3ble to continue the work) by: 
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1) Regular surveillance of the nutrition status of the child (GSS). 

2) 	 Increased availability of food through an economic aid (food,
 

medecines, et:.) and other resources to help improve and
 

stimulate locil production.
 

3) 	 To assure nu-rition health and other general education of
 

mothers.
 

-	 USAID noted the principal objectives to be: 

* 	 Assuring an adec-ate diet for the child, using food, regular 

surveillance, ecucation and all center activities. 

* 	 Giving greater a-tention to the health and iii--ritional needs of the 

child (which sh:Ld include participation in related ,rograms 

notably ORT and immunizations); and 

* 	 Perhaps most im-arcant o)v-r the long run, educating mothers/women 

in health and nu:rition and helping then to undertake productive 

community ac:ivi-ies.
 

PPNS ProgrAm Objectives 

The assembly raised I number of problems related to the definition of 

program objectives including: zinancial and manpower constraints; 
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deficiencies in training and coordination; decisions to be made on
 

targeting, decentralization, restoring the health component and
 

integrating PPNS into health poi cy, making uriform educarion messages, 

and finding ideas and means to motivate center participants and staff. 

The agreed objective of the assembly for the PPNS program was: 

- Improvement of the nutritionai and health status of vulnerable 

groups by i m ) rvLn [)ro~irm management, and educating mothers and 

training personnel. 
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3.1.4. 	 Discussion of the Conclusions and Recommendations of the
 

Evaluation
 

The reprEseuta:ri'v- of ATD/Washington summarized the significance of the 

PPNS/CRS evaluation carried out in Senegal as well as its principal 

conclusions and recommendations (see Annex 5 for complete text). She 

pointed out that tihe Senegal evaluation combined two desirable kindi of 

information: rich Jata bases and rigorous analyses to examine nutritionL. 

status of ch>V- in Senegal and impact of program partlcipatiOn on 

nutritional status and mort :lity; and on-site study of program components 

and operations. Also emphasized w3s that, unique to evaluations of this 

type made so far, a comnparison was available between partLcIpants and 

non-participants zs to child health status and mother knowledge. 

The evaluation cc:clusions were then summarized as follows: 

IMPACT: 

i. For the children in the most vulnerable age groups between six months 

and three years, --he children in the program for longer periods of time 

were of higher nu:ririonaL status than those children in the program for 

shorter periods a: time. More importantly, participant children showed a 

tendency toward lower mortilitv rates than non-part icipant children. 

2. Diarrhea is a major problem (affecting 50%' of Senegalese children 

within the two eeks preceding the study) and occurs among all children 

in or out of the -rogram. 
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3. Program mothers use health services and follow health measures to a 

greater degree than non-participating mothers. 

PROCESS:
 

1. Responsibilities and roles of participating parties are not well 

unders tood.
 

2. Targeting of *Deneficiaries is important if greater coverage is to be 

achieved, especially given that there are mothers waiting to enroll. 

3. Staff are overburdened and lack time and/or motivation to carry out 

activities adequa :ely. 

The recomrencations made by the evaluation team as to the priority 

problem areas that should receive attention in the workshop were
 

summarized as:
 

- targeting; 

- mother educrtion and personnel training; and
 

- administration - stpervision, coordination, and management.
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3.1.5. Consensus on major issues to be studied in sub-groups:
 

The areas of stuiy recommended by the evaluation team were discussed and 

agreed upon by 3Il of the participants, in the modified form stated 

hereafter: 

1. 	Targeting 

2. 	 Education of others; 

Training and notivaion of personnel;
 

implemen--atin of technical components; and
 

Support i:aievelopment initiatives
 

3. 	 Administrat:-2n 

Supervis ion 

Coo:d ina rci 

Management 

Evaluative M-chanism 

Support of '-caL development initiatives 

-	 was assured in each ofRepresentation c the participating organizations 


the three groups. See Annex 6 for composition o. the sub-groups.
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Methodology used in sub-groups
 

- Members of the group define objectives they wish to attain in carrying out 

the task(s). 

The group set out intended results. The results are then the concrete 

evidence of wherher or not they have reached their objectives. 

The group develps crizeria for the intended results. 

- The group revis its work methods noting the strong and weak points in 

carrying out i4 task(s). 
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3.2. Sub-Groups: Discussion and Recommendations
 

3.2.1. Targetinv: Sub-group I 

Methods: The sub-gioup first defined its objectives, set out intended 

results,determined success criteria, and developed an action plan. The 

action plan formulated in implementation qrproach and schedule for !iLch 

obective with a discussion o cons tra inLs and how they could be 

overcome. Finally the group reviL,-:ed its work noting the strong ind weak 

points in carrying out its tasks.
 

Objectives: the following three objectives weze defined: 

- to identify the major aspects of targeting and to make recommendations 

on each component:
 

Lo dcvelop an action plan for the implementation of these 

recommendations; and 

- to suggest a mechanism which would allow for continual adaptation of 

the program to changing conditions. 

3.x principal components of targeting were proposed: 

. Geography
 

• Beneficiary characteris tics 
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* Length of time in the program
 

* 	Socio-ecoiomic level 

* 	Health/nutrici,'na. status, and
 

Seasonal variations
 

Geography
 

In accordance with the national health policy. it was decided that the 

PPNS program should cover all regions of the country, and to the extent 

possible, it should be expatiied, part icu larLy the health/education, 

growth sur jeillance, and local initiative aspects. The food distribution 

componunt, however, would be concentrated in those areas of greatest 

need, due to logistical and co;t constraints, but also in order to reduce 

dependency on food and, over the long term, to encourage local production 

projects.
 

Beeficiary Claracteris tics 

:t was Agreed that the population most at risk includes:
 

-	 women during the last six months of pregnancy; 

-	mothers during the first five months of nursing; and
 

-	 children from six months to four years of age; 
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- The program as currently organized covers children from zero to five 

years and does not include pregnant or lactating women as a target 

population. Recent research on the relationship between ante-natal
 

nutrition and care and idequate birth weight and the subsequent well 

being of the cOild highlights the importance of including pregnant women 

iLn the program. With regard to nursing mothers, it is universally 

recognized that bre.stfeeding shoul!d be encouraged during the first five 

months of life. Therefore, the child would not be eligible for a ration 

before s ix montns of age, a l though solid food could be introduced 

beginning as early- as three months. Concerning the period of grcatest 

vulnerabilicmv for the child, data from the Senegal eva ba tion and other 

studies noint out that the weaning period, from six months to three/three 

and a half years of ago is the most at risk for malnutrition, morbidity, 

and morta-it'. Because of the way health statistics are kept in benegal,
 

child participation from six months to four years of age was accepted by 

the group. 

Contrary to the current provision of two and even three rotions per 

family, only one ration would now be allowed per family unit. Before 

implementing this new approach, the quantity of the ration should be 

carefully considered in relationship to the objective of the program and 

its effects on frequency of attendance. 

Length of Time in the Program 

In order to increase the coverage of the program, the group suggested 
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that, in those areas whore there are families waiting to enter the
 

program, a family remain in the program for only one period of time,
 

i.e. , from the end of the third month of pregnancy until the child is 

Lour years old. it -',s believed that this amount of time in the program 

would be sufficient for the education of the mother which is the primary 

objective of the ?PN. Any familv enroLling a fter the bjrth of the baby 

can continue in the orogram with a second chl d in order to get full 

benefit from the ecucation component. This policy would not be 

introduced until the nothers fully understand the reasons for the change. 

Socio-E':onomic Level 

Given the current in:rastructure avail;ble to the PPNS program, it is 

extremely difficult -o)locate centers in the poorest areas of the country 

where there are io .alth dispensaries. The group concurred with the 

evalun ion findings That non-PPNS villige' were worse otf than PPNS 

villages and should receive special. consideration, but could not agree on 

selection criteria or how such targeting could be actually carried out in 

the field. 



CRS/Senegal Title H1 Evaluation Page 22
 

Health/Nutritional Status
 

Participants in the program who are especially at risk, i.e., low birth 

weight and other severely malnourished chilaren, twins, mothers with 

pathologica l preb -!"; during previous pregnancies, shiould be given 

particular attentin. While health and nutrition itatus would not be 

used to targe ! enef Iciaries, it is criticaiL to determining the most 

appropriate reat:ent. In this regard, it was felt that, given the 

epidemiological c.Indit ions in Senegal, anti-parasite and malaria 

prevention should b-e continued at all costs. 

Seasonal Variations 

Based on data frcn the growth surveillance system, it is clear that 

cert-ain periods of -he year, such as the planting months of June through 

September and the -re-h a " L months of September through November, are 

the most critical. Despite logistic -ind administrative constraints, it 

was agreed that education, food supplementcs and health care should be 

intensified during -hese periods. 

Conclusions
 

A continuing evaluation capability should be developed to enable the 

program to adapt -o changing condirions, such as the availability of 

resources, the level of education/training of mothers, the degree of 

self-management in :he centers, and geographic targeting. With regard to 
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the latter, any diminution in food commodities would be undertaken
 

gradually.
 

The group proposed that the agreement between the Government of Senegal 

and CRS be revised to reflect the recommendations of this workshop. 

The action plan devcaoped by the group .s included in figure 3.2.1. 

of Annex.
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Conclusion 

I. En foucU.on de' -, sultats de i'6valuation permanente le programme doit 
pouvoir s'ada :e.- a 1.'evolutLon/situation. 

- Ressourc sd; 1ornib!.(as 
uNiveau - Lton/foton des mres 

Auto-oris, :: uarge 
- Ciblag, g:7e- hiquO 

2. Groupe r (co,.,=an une revision convention pour prendre en compte des 
propos;itions fai:,as. 

Po)ints Forts Points Insuffisances 

- M1thode travai! - Temps 

- Consenisus - Salle 6troite et mal ec].airke 

- Respec diszc-itions des autres 

- Participaz'on -Lnne ambianze 

- r. ciitatour -:namiqie et patient 
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3.2.2. Education, Motivation and Training: Sub-Group 2 

Method: The sub-group first outlined objectives, intended results, success 

criteria, and strategy for addrssing the areas defined by the workshop 

assembly. The group th n pr-epared an action p Ian which, for each defined 

objective, attempted to suspond to imp lement., ti questions: what needs to be 

don., when, by whom, with what, and what are the uonstr'aints. 

:bjectives and Recomnendations 

The full assembly had defined the areas to be covered by the sub-group as: 

- Education of mothers; 

- Training and motivation of personnel; 

- Imp lementatlon of technical components; and 

. Support of local (development) initiatives. 

To the areas already identified, the sub-group added: 

- Motivation of mothers.
 

The general or central objective was identified as 'that of educating mothers. 

IL was agreed that mothers should received education to include the following: 

- ORT preparation and adminis'zration; 

- preventive measures against infectious diseases (malaria, 
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vaccination)
 

schedule, intestinal parasites, etc.-);
 

- adequate diet of children. from. infancy;
 

- how to cacuy out growth surveillnce
 

- an understanding of the different components of the PPUS program.
 

It was suggcusted that pretesting would be needed to determine the level of 

!n unities andi!, that, mothers should participate. in theknowledge 


development of the health messages.
 

Training would be given by trained center personnel. The curr culum would be
 

covered twice a year for mothers and reinforced by talks in the centers,
 

vil.lages, and mass media.
 

Further, to ensure b-tter mother education, it was agreed that men should be
 

informed of the importance of -he program through mass media and meetings led,
 

or participated In, by medical staff, coordinators, center personnel, and
 

authorities in the different communities or distuicts.
 

The training cbectives will be achieved essentially through seminars for 

medecins--chef: and coordi nators at the national Level, they in turn will train 

will traincenter pers;onnel at the regional level; and the center personnel 

the mothers7 :n the centers. 

Specific training content was identified for the different levels as follows: 

- All M6do nc-Chefs of the Medical Corns and regions should be taught the 
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PPS3 technical component in 5-day seminars in Dakar and, subsequently, kept 

up-to-date by periodic circularized information ftooM SANAS and CRS, Training 

would be provided by the MOH and international organization. 

- All. Regional Coordinators should learn to train center directors in 

management, statistics, nutrition and health education through annual 5-day 

seminars at the national level.
 

All Department Coordinators should be taught management skills; teaching 

techniques with audio-visual aids; and resource management in 7-day regional 

seminars, by the trained MKdecin-Chefs and regional coordinators. Refresher 

training courses would also be provided and supervisory visits would serve as 

on-site twaining. 

- All Center Dit ectors should receive the same training as the 

departmental coordinators. 

Motivation objectives were designed both for mothers and center personAel.
 

It was agreed that mothers should increasingly participate in center 

management of funds. Such co-management responsibility mu.t first be defined 

and officially circulated by a Minister of Health note de service. 

Mnthers should also part. Lir:pate in otaer center actLvities. Center personnel 

must first be informed of the basis and purpose of such changes. 

Mother participation in smalL, income-generating projects is to be encouraged 

I 
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via the centers and the local mother committees, assisted by qualified local 

personnel and others with the necessary financial resoutces and/or technical
 

input.
 

Mothers should also be given opportunities to observe "model" centers within 

and without the region, which would be identified b1 the M~decins-Chefs.
 

Center should also be encouraged by opportunities for special training
 

program.; at home and abroad. One suggestion fer better time management in the 

center was to serarate food distribution ra.Om the talks arid demonstration. 

Mothers would receive a chit followin parti ipaton in that day's activities 

And co Llect food the next day. Mothers would be responsible for the 

distribution activity.
 

Center personnel should have equal access to -ny financial incentives provided 

to other CRS/PPNS personnel for their extra work in the PPNS program. 

It was agreed that an evaluation system with relevant indicators should be 

developed by the Uational Coordinators prior to implemLntation of the 

reoriented center activities. 
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3.2.3 Administration, Supervision and Coordination: Sub-Group 3
 

The workshop addressed questions of administration, supervision, coordination, 

management, continuing evaluat.on and support to local initiatives. 

Metthot oyo!y -yte Sul) 1-'o__/p.usel okhop 

Define:
 

- The objectives the group wishes to attain;
 

- The results showing when objectives have been attained;
 

- criteria characterizing results.
 

Objectives decided upon:
 

Systematical study the duties undertaken; 

- Achieve consensus jmong participating parties; 

- Find ways to make the p rogram mere operational; 

- Identify problemo; ind defiie them precisely in order to address them; 

- rind ways for each party to accomplish its part as defined in the Agreement; 

- Propose eventuai ahanges in the Agreement.; 

- Determine the extent of current problems; 

- Examine better means of coordination among parties. 

Administration 

The first problem identified by SANAS was CRS's not following the chain of 

http:evaluat.on
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command, and corresponding directly with the m6decins-chefs. At a meeting at 

DHPS in May 1984, CRS was asked to channel all correspondence through the 

mfdecin-Thef!'. Now SANAS asks that all CRS correspondence go through the 

central DIIP2 strucLure. 

Tn response to CRS's concern to remain operational, CRS is to propose types of
 

correspondence which can go directly to the regional level.
 

CRS spec(::ti.ed that all correspondence dealing with management of the food 

should continue as before. The size of the program obliges CRS to communicate 

with the i.mpLementers to resolve certain problems. 

Concerning a questiOn as to the level at which CRS should operate, it was 

decided that Ck:2 is at the Dakar level, but that in the administration and 

control of the program, it works at various levels (national, regional, 

departmental and local).
 

On the delicate question of claims, CRS is required to document its actions in 

accordance with USAID a'..d CRS/New York directives. CRS does not direct such 

letters to the national level in order to avoid problems for the agents 

imp i cated. SANA believes that administrative codes dealing with these 

problems shouLd be, respected and that these documents should go through the 

national level. 

To reduce the fears of administrative delays, SANAS committed itself to 

expediting routine correspondence and stated that any SANAS staff member could 

http:spec(::ti.ed
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answer for the national coordinator in his absence.
 

Management
 

SANAS believes that the inadequacy of funding to implement the national growth 

surveillance program (purchase of charts, scales, etc.) 3hould be solved by 

the co-management of PPNS mothers's ,ontributions. 

Definition of co-management was subject to different interpretations by CRS 

and SANAS. SANAS conceives co-management as joint control of all expenditures 

by co-signature of checks. CITS sees it as an exchange oz information on the 

status of these funds during inter-Ministerial meetings; 

One participant defined co-management as a joint decision on the uses of the 

contributions, that is: percentage to retain at the center, percentage sent to 

CFS for purpcses to be agreed upon, foiowed b'y circulation of reports on 

disbursements to aii concurned parties. 

CT - agrees to the principle of co-management but cannot decide how it should 

be applied in practice. These contributions should be used for program 

operations operation and utilized exclusively at the PP[IS center level. Afn 

increase in these funds should go towards paying Lou food transport, since 

neither CRS nor USAID can now defray these costs. 

Conqensus was reached on the principle that eventually the contributions would 
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Coord ination 

To bring SANAS into the decision -making process, monthly meetings will be 

continued and specific contact persons designated foi specific problems. Such 

coordination will also allow for improved integration of the PPNS, a key 

component, into the national nutrition program of the Vllth Plan, and could 

eventually lejd to a revision of the Agreement. 

Continuing Evo Luation 

This can be achieved by CRS, SANAS and USAID, after identifying evaluative 

criter-a for each leveL of operations. 

Maximize Local Resourzes through Support to Local Initiatives 

Lac! of technical support in project design could be resolved by the CER 

(Rural Extension Center).
 

The action plan developed by the group is included in figure 3.2.3. 

of Annex.
 



C.) 
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3.2.3. 

ADMIN ISTRATIO14 r 

(D 
PI.AI 0 ACTION 

OI.J CI'F Eaborr un plan d'action 

SJI.iAIS: Docu mwn.n.de r commandations d'actions spcLfqu s 

~lr
IERES
 

TRAl QUA'D COMHIENT PAR qUI OBSERVATIONS 

e lan d'actions contient des recommandations pour l'am lo:ation du PPNS dans sea composants: administration, gestton, supervision,coordination, logistiques et 
soutien aux initiatives locales. 

1. Administration
 

A. , elL,!on ,u corresporndance Fin mat Revue des 
 CRS Revoir 1'bvu,tiun an bout de
.ducssahlc directement aux regions 6 mois;
correspondances 
 Etude par le SANAS de 
la proposition sur la base 

du respect de !a hidrarchLe. 

- 11mi Liutlun du la :argial du PPNS.
 

B. R-glement des cntentleux dons 
 Suivre les CRS+ - CRS a 
beusoln de docu:entation vis-3-vis de
uine v.e la plus acceptable possible procedures SANAS 
 Nce York et de 'ISAID;
 
administratives 
 - HSP a besuin de documentation pour prot~ger 

Mes agents. 
A. Engagement du SANAS de 
faire diligence Imm~diat D6cision du SANAS Revoar
- l'volutlon an bout de 
six mois 
 OC,
 

pour activit~s de routine SANAS 
 (D

U)O-


J. S'adresser a tout membre du SANAS Immdiat 
 CRS - Procedure automatlque dans l'adm. s~n~galaise.
 
en l'absence du coordonnateur
 

0 



C
lRSISenegal T

itle
 

II 
E

v
alu

atio
n
 

Page 
39 

00* 
'., 

~A
 

0
U
 

-4 

U
n
 

I6 

co 
0
0
0
 

00 
c-'. L

U
 

0
 

t-O 

M
u 

0 

ccU
 

cn 
C

a. 

U
~

 

a
J
 

ca 
n 

w
> 

-
4
U
a
4
0
 

C
d
,
 

Q
 

C
,
 

C
 

-4 
o 

%
.,, 

1-(U
 

0
1
.
 

J U
 

rL
 

0
,
 

c 
0 

M
 

7Z
 

a. 
0 

Q
 

W
 

-4 
C
a
.
 

r -
W

 
J 

a 
-

0i 
U

 
w

 
I
n
4
.
'
~
 

1C
 

0
 

0
.
 

i-
C

~ 
( 

U 
C



-
H
 

-
-< 

3
 

-
C.
 

L
O

 
.
0
 

,
~

 

E
n
 

9
L

 

001 

9
)C

~
, 

A
2
 

m
1
.
 

0
4
 

ci 

-4E
 

C
J 

0
0
 

0 
to 

0
 

>
~

 

r (0 

w
 

C
14. 

(n z 

01U
W

up"
M

C
i 

C
C

 

..

-

- ~~ 
L

,
jj-

-
0
 

a
i
~
 

4
 

0 C
L

~ 
~ 

~ 
~ 

a 
cm

 
O

 
M
<
2
7

<
(0

 
C

 
C

 
V

) 
C
)
i
 

r
Y 

'
~
o
-
.
 

r
'
.
1
4
 a
,
 

' 

k
"

h
 

C
~

~
.'1

C
C

-C
C

-C
C

.'~
~

 
C

-' 
U

 
C

<
<

~
c
C

I-'C
-t 

~ 
d
 

.
 

-
~
U
 

.
 
C
 

C
 

h
 

)
/
 ~ ~~ 

~ 
~ 

~ 
~ 

~ 
~ 

~ 
e 

r-4/C
~<

',<
C

7
U
 

-' 
U

U
C

C
C

. 
)
-
i

C
 

C
-C

~
-~

C
 
/~

 
-

;/, 
~ ~ 

4' 
C

~
'-P

 
C

 
(V

-C
C

A
-'

C
I 

C
 

~ 
~ 

*,.7
i':7

",-~
C

 

'C
 ~
~ 

~ 
~ 

~ 
~ 

~ 
~ 

I 
to

C
.C

-C
( 

/~
~

 
' 

C
<

'C
-~

-U
rC

C
'C

'7
-1

 
,~

~
~~~~~~~~~

-
0
P

C
S

7
~

 
C

 
-V

C
--C

 
0

C
C

'3
."

 
C

-
I*~

'0
-<

~
C

C
-C

C
C

C
l-~,~

V
' 

-
i~

a
 

-C
C

 
0
h

 
Q

 
C

~
 

C
~

<
C

C
C

C
~

C
C

V
C

i~
C

C
-C

C
C

~
~

 
3 C

C
C

7
-C

.C
C

-C
 

<
 

, 
'P

m
 

C
' 

: 
cu
o< 

4
 

k
-
-

'0 
' 

.4
7
i

\ 
-C

C
 

' 

C
 

.~
C

 

C
 C
 <
 

' 

.. 
-

m
n
C

~
-C

~
u
 

C
: 

-4
 

'
.
(
0
 

~ 
C

 
--

&
 ' 

"0
 

0
<

/C
 C

C
/-C

-

C
C

-
0
 

w
..C

.C
 

E
2
~

. 

"
C
C
 0
 

m
.. 

0 
C

C
~

C
 

H
~~~(
C

 
C

/ 
C

. 
~ 

C
 

-
-C
-
C
 r'' .

-
:-r-C

i-'C
 

001~~t 
t4

 
C

C
0-'~ 

r C
'Q 



ll. SUPERVISION 

A. 	 Appliquer le programme de formation 

B. 	 Doter les chefs de posras de mobylettes 

C. 	 AaCfiorer ]a rempllssage des fiches
 

). n c.r Lu ros c;usabc litU1 adm. do la 

ocporvlici.r- i3s vivrcs aux meres 

E. 	 CJurdonncr I2s cooi t s dos mEres avec 

d-,s coo its Jde s1iLt-: 

F. 	 Creaticado curnit&, de rfception pour 

vivrcs 

C. 	 Eiabiir LI, documoi" Icrivant leS taches 
dos cordnsnnatars 

H .	 Formation des coordonnatOurs 

I. 	 Conzertaticr. entre Superviaeurs 

gSionaux: zt ~part pourd oen~aux 

&iaborer los plans du tourn.es 


J. 	 Crfation de BRAN (aussi coordonnateur 

du PFIS) 

K. 	 Rcmplaccr coordCnnateur rigional PPNS 
par responsabilitE de BRAN 

deja en 

cours 


au cours 

VII plan 

Long 

terme 

En ceurn 

Mesur.! 

provisoire 

en atten

dant no. D.
 

2 mois 


Continue 

Immdiat 

en cours 

au fur at 

a mesure 

quo 	 snnc 

install s 
les 	 BRAN 

Formation des 


6coles prof.; 


Rocyclage des
 

agents sur les 
[errains;
 

Informa t ion 

poranonte. 

14!chorchu do 

flinancemunt 

Formation 

Reglon3 

msdIcals 

Directivc aux 

chefs de poste 

En concertation 

Ct sum la haS 

das 	doc. oxistants
 

Conjointomout au 

niveau do si go 
CRS ot da SANAS 

Directivos des 

-docirs-cicfs 

r6gionaux
 

trouver le 


personnel
 

auzomatique 

par 	installation
 

de BRAN 

C) 

MSP 

oo(D

MSP 

ti 

HSP + Assistance CRS 

H

-

MSP 

MSP 

SANAS + CRS 

MSP 

CRS 

(tech)/ 

(adm) 

H6decins/ 

Cicofs rfgionaux 

FSP Selon les movens 

MSP 

0 

http:tourn.es


zutian de la convention quant a la 
2rvision techiiiqua du programme 

tierche d! moyens paur supervision 
iaique 

ciorIc cur iI suti ots dLU mires 

r asstircr le t riispcrL des viVrVea 

lierchu do! finarncoznt pour le 
Iloport des vivres 

UiLt la d~per.dancco du prograts~o 
los vivres 

hurclia doe -:1yuns Pour V~hiculae.-
,irxision, r~i'arations-

rDlIATION 

pocte: le calondriar do rencontros 
luiqilis eitro CIRS et S~flAS 

oro-r 1' irntgrariou plus grande du 
S dans le program;-o national do 

rition 

!ALUATIO14 PERHANENTE 

inir des indicateurs d'Evaluation 


D~s quo 
les m.0yonS 
soat trouv~s 

oau cours 
dL. VI IC 

H an 

Dlls les 
Lrois ans 

Izca gd iat 


progressif 


Au cours 
VII plan 

Imm~diat 
(1 fots 
par mois) 

VII Plan 

3 mois 

Trouvor los 
OOa'Ofs 

Sollicicor 

aiipr~Ls Lits 

bai I1 curer dIoL 

p rogrusi~ If 
(CRS oil HSI') 

Former les 
jpopulatlons; 
EI'i:,rao:r la 
prod.. vivri~re 

t61i6LrCr sos 
rcssc-,rces du 
jliVOiu j Ocal 

Fixer riijnion 
1 :cis -.ir mois 

COO.CcrtEiion 
untru CiPS/SANAS 
et 6vewntiellrnnt 
r6orieniit ion do 
la convention 

conjoiintocnt 

CRS/SANAS eu
 

par USAID au
 
nivoau ex~cutif
 

ISP C/)( 

lISP 
H 

(vt CiIS ii' nv It-a1 e qtu dot cony ii r les trots du 
(Sfl) Ltranspor t. lISP 11'aCCoptorait d Ltkidtor le 

principe que si ics funds ruckii11is sont co-g~r~s 

R&Lunion 
Inteor

0 

IISPI 
CRS 

pour MSP; tout d~lestage du programmeo vivrier dolt 
itre compans po3r un socion Equivalent selon les 

beooms 

MlI 

CRS + MSP 

HSP/CRS 

X,,SP/CRS/USA 

( 



CRS/Senegal Title II Evaluation Page 42
 

3.3. Closing
 

3.3.1. Discussion and Approval of Action Plans 

The action plan and recommendations were presented to the Plenary session
 

by group-appointed speakers. Participants ,ade comments, clarifications 

and substantive change-,, and the modifications were incorporated into the 

final reports. 

3.3.2. Establishment of a Follow-Up Committee
 

The Plenary agreed to the establishment of a follow-up committee to 

complete the action plans and submit the recommendations to 

decision-makers. SAINAS was des ignated to:strcture and determine actual 

nemer ship of the committee. The Plenary recommended the following 

representation:
 

CRS
 

USAID 

MSP, SANAS and Finances
 

M6decins-Chefs (3)
 

Coordinators (3)
 

Medical Posts (3)
 

4. EVALUATION OF THE WORKSHOP 

The final oral evaluation led the sub-groups and then the Plenary to 



CPS/SenegalTitl. ii Evaluation Page 43
 

discuss the strong and weak points of the workshop.
 

The group thought that the agenda was too ambitious for the time 

available, but that all obj-ctives had been achieved and that the 

participant,; were well qualified for the task. They appreciated the work 

methods and faciljtator approach, but thought the flipcharts less 

effective when used -1u non-adhering conference room walls. 

Th e groups were pleased with the atmosphere of the meetings where 

frankness and ruspect for each other's opinions prevailed and everyone 

had the opportunity to participate.
 

It was felt that the accommodations were quite satisfactory, including 

lodging and food, aLthough one of the sub-group working rooms was too 

small and poorly lighted. There were some comments frcm out-of-town 

participants concerning confusion -n reimc,rsement for transportation and 

rooms for the last night.
 

A final comment was ,_that all information documents had not been made 

available to the field in advance.
 

Colonel SY then called on each of the organization representatives to 

make their cLosing remarks and concluded with his own thanks to all of 

the assembly and those who had contributed to the workshop's success. 
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April 18, 1985
 

ANNEX 1
 

WORKSHOP ON PPNS/CRS PROGRAM
 

APRIL 22-24, 1985 

SAVANA HOTEL 

AGENDA
 

Monday, April 22
 

0900-1030 Plenary. President: Mrs. Carole H. TYSON
 

Welcome addresses:
 

- SANAS: Colonel SY 

- CRS: Mrs. Saba GESSESSE 

- USAID: Mrs. Carole H. TYSON 

Presentation of the partictpants. 

Presentation of the Facilitators; and an Outline of
 

Workshop
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Methods:
 

Presentation of workshop objectives;
 

- Description of work that has preceded workshop; 

-Workshop objectives and intended outcoa-s; 

- Workshop flow. 

Clarification questions.
 

1030-1045 Break. 

1045-1230 Plezary.
 

Orgcnizations' Presentations:
 

- CRS: Mrs. Franroise PILON 

- SA21AS: Mr. Serigne MBaye DIENE 

- Ri gions '!iicaie!s: -r. Xbou Bakri THIAM 

- US.A-D: Ms. Vara L. T'd:OY 

1230-1430 Luzh
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1430-1530 	 Plenary.
 

Synthesis drawn from presentations made by the concerned
 

organizations on the purpose of the feeding program.
 

Diszussion.
 

1530-1600 	 Plenary.
 

Presentation by AID/Washington: Mrs. Judy GILMORE.
 

1600-1515 	 Pause.
 

1615-1745 	 Plenary.
 

Dis:ussion to reach consensus on the conclusions and
 

rec:mmendations of the Evaluation.
 

Diszussion to agree on subjects that will be studied in the
 

sui-groups.
 

Division of participants into sub-groups.
 

1745-1800 	 Review of work done.
 

Preview of Tuesday work.
 

Tuesday, April 	23
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0900-1100 Work in sub-groups.
 

1100-1115 Break.
 

1115-1230 Work in sub-groups.
 

1230-1430 Lunch.
 

1430-1530 Plenary.
 

Reports (flipcharts) by the sub-groups.
 

Discussion of reports.
 

Preparation for work on the recommandations/Action Plans.
 

1600-1615 Break.
 

1615-1745 Sub-groups begin work on the recommandations/Action Plans.
 

1430-1630 Plenary.
 

Review of what has been done.
 

Preview of Wednesday work.
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Wednesday, April 24
 

0800-045 Sub-Groups continue work on recommendations/Action Plans.
 

Break.
 

1115-1230 Reports (flipcharts) by the sub-groups.
 

Discussion. 

1230-1430 Lunch.
 

1430-1630 Plenary.
 

Synthesis of the recommendations/Action Plans.
 

Discussion of folbw-up to the workshop.
 

Miat is left to be done?
 

Break. Refreshments served at working table.
 

1650-1730 Plenary. Evaluation of Workshop; outcomes vs expectations.
 

1730 Closing Ceremony. President: Colonel SY
 

Remarks by the organizations.
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- REgions M~dicales: M. Abou Bakri THIAM 

- CRS: Mrs. Saba GESSESSE 

- AID/Washington: Mrs. July GILMORE 

- USAD: Mrs. Carol H. TYSON
 

- SANAS: Colonel SY
 

1800 Adjournment.
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ANNEX 2
 

PPNS WORKSHOP - SAVANA HOTEL 

APRIL 22-2/1, 198f 

LIST OF PARTTCT.PANTS
 

CATHOLIC RELIEF SERVICES
 

- Ms. Saba ThSSESSE, Country Representative - CRS/Senegal 

- Mrs. Fran~oise PILON, PPNS/CRE Program Supervisor 

- Dr. Pina :-RfZZICA, Medical Advisor, Regional Office 

- Mr. Samba FALL, Administrative Assistant 

SANAS/DAKAR
 

- Colonel S', Director 

- Mr. S6rigne MBaye DIENE, PPNS Nationa.'. Coorcinator 

- Mr. Diakh~idia DIARRA, Chief of Nutritional Technology 

- Lieutenan:-Colon OumaY7 DIAYE, Public Health Inspector, 
(Ministr )f HeaLth) 



Dr. Maao SEK(A ET
 

Dr.~~~~~iKOAK Haiy OM 

- 6decin-Cmiane~n 

- Mdecin-Capitaine 

Boubou SALL (THIES)UDA 

OusBakri THAH (LOUA) 

lH6decin-Capitaine sakaNDIALL (ICOURE) 

Hr. YadiayeaLOWM inlCoriao(KAOLACK) 

* C 

-.Hr. Amadou MBAYE -Department 

11r, Hamado HoutEME1SOW 

-Mr. Hci.NIYCedePoste 

C(Devartmnent of PODOR) 

Coordinator (LINGUERE).K 

Chef de Poste Mdical de Sagatta,

F~dicai de NDiatb6, 

-C 

CCC USAID 

4CCC 

CCs. CL~CC 

CC 

Mr.Carol 

CCCCCCC 

VaCCCOY 

Dr... Mike 

C. 

CCCU 

HITE 

TYON 

,Fo 
-~> 

Helh/o 

Deut 

d Fo 
-~CC 

Pe4;O~ 

ltion/Nutcitio 

C 

C 

ofceCr 

C 

4C 

C 
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CC 44C 

CCCCCC C 

CgC1)C 

-, CCJ 

~ C.CCC; N, eputy ULLI I. CC4C 
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USA
 

- Mrs. Joyce KING, Evaluation Team Member 

- Mr. Harrison STUBBS, 

- Mrs. Judy GILMORE, 

FACILITATORS
 

- Mrs. Cindy ROBINSON 

- Mrs. Anna BATHILY 

- Mr. Mamadou KANE 

OBSERVERS
 

Evaluation Team Member 

FVA/FFP, Chief of the Evaluation Division 

- ORANA: Mr. Amadou Mokhtao NDIAYE, Director
 

- Mrs. Fatimata HANNE, Nutritionist
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ANNEX 3
 

COVERDALE METHODOLOGY OF FACILITATION
 

(A systematic approach to getting things done and achieving objectives)
 

AIMS: What are we trying to achieve? For what purpose?
 

PREPARATION:
 

Information:
 

Gathering relevant knowledge, expeiience, ideas, evidence, etc.
 

Assessing the risks involved.
 

What Has To Be Done:
 

Having looked at all the information, stating those things that need to 
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be done next. 

Plan: 

Specifying in detail how things will be done... 

Who does what, when, w ere, how. 

Action: 

Carrying out t-= Plan above. 

Review: 

In order tc 

towards aims. 

-rove checking to see if progress has been made 

Considering 

planning to 

what wen- well and 

improve nezt time. 

what difficulties occurred, leading to 


