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Liii.,, Peru 

May, 1976 

ATTACHMENT TO 70AID A-

PRJECT COMPLETION REPORT 

School Lunch Project 
(Grant No. 527-15-560-001) 

I. INTODUCTIO1I 

The bulk of AID assistance under Grant No. 527-15-560-001, was 
provided to fund a contrAct with CARE to extend technical assistance 
to the GOP's School Lunc.. Program. Some of the project funds (out
sie of the CARE contract) were made available to finance limited 
complementary activities including training, seminars, demonstra 
tions and didactic materials. Tc tal ohligatioua during the two year 
project life amounted to $214,00C. All funds for the CARE contract 
have been expended with completion of the contractor's assigniient 
earl.y in 1976. A small balance of approximately $20,000 remains 
under the project. It is planned that those funds will he utilized 
shortly for an in-counzry national level School Lunch seminai rid 
a comprehensive evaluation of the School Lunch Program. 

This evaluation primarily focuses on the CARE contract which 
constituted the main thrust of project activitiu. No attempt is 
made herein to evaluate the PL 480 Title II assiated School lunch 
Feeding Program 2 E se. 

II. PROJECT OR SECTOR GOAL 

AlL, assistance provided under Grant No. 527-15-560-001 was 
designed to contribute to the basic goal of the GOP School Lunch 
Program, i.e., to improve the nutritionAl well-being of school age 
children.
 

P
III. PROJWICT PnOSF. 

The pupose o the All aupported school Lunch Project as stated 
in the Project Agreoent signed on Frbruary 7, 1974 was, "the improve
ment and dcvelopkient of (GOP) institutional capacity to implement an 
effective, integrnted School Lunch program.' 

IV. PROJOCT TSDRATf'h 

The project rurpose war, to be achieved by a strateqy which 
included the follo'ing inputs: 

1. Technical Assistance - the major portion of the project 
funds was provided for a contract betwuen CARE and the GOP. 

2. Training ot School l.unch personnel. 
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3. Promotional efforts to stimulate community participation
 
and increased awareness of the National school Lunch Program (PAE). 

4. Seminars to increase competence of Voluntary agency and 
other personnel engaged in national feeding programs.
 

5. Small amounts of nutrition education material. 

The CARE contract had as its general objective (as state6 in 
the contract) "the improvement of the nutritional condition of the 
children participating in the PAE." This corresponded directly 
with the overall purpose of the School Lunch Grant Project and was 
to be accomplisled throught 

1. An ovaluation of the PAE at all levels. 

2. Suggeeting charjea in the PAE operational systems lbased 
on the above evaluation. 

3. Promotional activities, including stimulation oi trie use 
of local food's. 

V. BACKGROUND 

The USA 11, an,; the GC4 have cooperated zinco l96.. in a J'Jntionl 
School Lunch Prog-ram (PAE). USAID's cntribution consisto oi dornte(d 
PL 480 Title I[ c.:miodi ties. As the Progran expanded and becat:,e moL. 
cf a GOP operation it b-ecame Peaiinly tlhat tl;,'o werei evident 
certain deficiencies in GOP adioinlatrativt ani tecihtcal caraiIi.tinz;. 
Inspections Iby USAII FcO I'or IPeace utaff as well ns audits c ,u, 
rlhowed that, it-general, the program adihirintrattmn war unwiFIdy. 
Specificnlly, the program %m.; utructurall- woak with ilum resjonsi
bili-ties wiich worc neitler clearly de:ined nor underst, . , ck ot 
adeqMuate tundris J:roi, the GOP for program adrinistration anri rTpirAtLorn 
was also. contrijuting to program weknessus ad increai, comnodJtV 
losses. Fuxther!-oro, lnndaquat,, pwgrat adminjitration At ile 

national levol d Itself felt the =tir progra.mad throuighout 

'Ihe iniatry (: Health, as part of an effort tr ivprove the JAI 
prcgrA, decidec! to tindertake the service ot ia U.S. urganirntion 
experienced in the administration eind implanontation o; natir:ai 
school lunch programs. The organization selected for this contract 
was CA\P-, since thtc GOP felt CARE best inet the necossary requisites 
and was also conversant with U.S. Government re<jlations rrlatirxI tu 
PL 4f,0 Title II donations. USAID agreed to provide funds for the 
financing of this contract. 
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Aaooordinly, the inistry of Health and CARE signed a contract, 
with work beginning in January 1974 and continulng for two years. 
The contract called for CARE to reviw the PAE, formulate a plan to 
solv%. the problems encountered through personnel trainiag programs, 
and to make auggented changcz in PAE'o operational ayetana. A full
time School Lunch Program specialist was provided under the contract 
for a period of two years. Additionally, the contract provided the 
services of Peruvian expertis in administzation and bookkeeping as 
well an the part-time cerviceu of nutritionists and nutrition 
educators. 

V1. OUTPUTS AND ACO4PLISMh4ENS 

1. Training, Denontratiowand SeminArs 

Under the CARE contract training activities inaluded nutri
tion education courses given by CARE nutritionists to PAE regional 
personnel. There were 16 ouch courses lasting from 2 to 18 day!e in 
length, at which aome 2,082 peoplo participated. Also, under the 
direction of CARE a ninistxative training wan provided to some 
2,834 regional suporvisory porconnel through 51 courses of 3 to 15 
days duration. The establiahment of a Central Training Unit in 
Lima, although strongly recommended by CARE, was not establiched. 

Other "training" activities conducted with project funds 
(but outside the CARE contract) included orientation in the need for 
improved nutrition, through a sexies of puppat ahow presentations. 
A total of 177 such presentations were made and attended by over 
21,000 students and their parents. The feasibility of furthor uti
lizing the puppet chow technique for nutrition promotion for children
 
is currently under conaideration by the Ministry of licalth. 

In January 1976 a one wank joint GOP/USAID sponsored sarinar 
was held which included participation by over 12C ropreaentatives of 
the voluntary agenceL, both Peruvian and foreign. The seminar wvas 
open to all voluntary agencio involvod in feeding programs, including 
School Lunch. It complemented well the training courses previously 
provided under the auspices of the CARE contract. l.-uring the sewiinar, 
som. 20 different itemn of nutrition instruction for all types of 
feeding programs in Peru wiore prepared, discusod ond odited. 'Thege 
should be reproduced am distributed ahortly. 

2. Publioations and Instxuctional material 

A now Procedures Manual for adminstrative pereonnel at all 
levels involved in PAE program operationn we developed with tochnical 
assistance provided under the CARE contract. A school lunch feeding 
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guide for use by school-level personnel was also prepared and 
published. Various types of training materials were either 
purchased or developed and prepared under the direction of the 
CAR contract. A small amount of audio-visual equipment for 
instructional purpose was purchased under the contract and is 
now titled with the PAE.
 

3. Other
 

CARE has provided the PAE a recomnmended reorganization of
 
its Central Coordinating Office (OCCO). An organizational chart 
and an explanation of the proposal form part of the CARE Final 
Report submitted to the ME in January 1976. In addition, the CARE 
Final Report aloo recommends the ewtablishnant of an additional 
Regional Coordinator position and the evaluation of present coor
dinators to improve the calibre of people in theme positions. 
Recommendations for changes in budgeting procedures, principally 
through consolidation of regional and aroa budgets, as well as 
more realistic preparation, ara also detailed in the Final Report. 
The report also contains xeommndationn regarding hproved .methods 
of collection and use of funds from the sale of PL 480 Title II 
commodity containers. 

[uring the pest several montla since the submission of 
CARE's Final Report a Aeries of high lovel ioetinga, sane called 
by"the [eputy to the Minister of Health, have been hold in order to 
improve the School Lunch Progrn according to the recoendations o0 
the report. hil-i the GOP continues to digest the CARE report and 
formulate appropriate implementation strategio, these high level 
meatings have already resulted in cartain positive actions, incLudirq; 

(a) 'Jhe provisior from the national budget of nn '"ditionIl 
S/.2.5 million* for tho payment of per dier to PAE supervisors duxing 
1976. abis iE designed to address the problew of iadooiuete progrs. 
supervision which was highlighted in CARI"a Report. 

(b) Additional tunds hava ben requested frcv txa I ionnial 
1977/78 national budget to further supplement Title 11 donatioMs. 

(c) The Ninitry of Healt1i will increase the PAP national 
supervioory staff during 1976. (letails of this increase aro not 
currently available to USAID.) 

At exchange rate of S/.45.00 per US$1.00, equale
 

approximately $56,000. 

http:S/.45.00


(d) During 1976 a training mei r in administration aV4 
School Luwtdpogram opeatmns for PAZ pezoonmel from all giong 
of Peru is planned. This will be the f ixt attempt in several 
years to oonduct a PAE traingn fefdzh~ at th, natioal level. 
The ovnteta tvl toof this n--i level smnlar will be desigrwd 

serve an follow-tap or refzeghqr tmainiM to the Aftiniatrative
 
tzaining aes ions conducted Vwvioualy wdaex the CA=- ontract.
 

(e) A re rittlon of PAZ hW been initiatod by vatab
lishing a new division (Diviai6m do iA2po Alimentaxio) which 
includes Applied Nutrition, hezatofoso a empazsce M0B Program. The 
Applied Uutrition Pzr/rao is pr1wrily conoerned with the promotion 
of achool and ccm=unity gaden bo the puzpoce of improving the 
nutritional intake of Pwvian chiftn. A msbstantial part a this 
effort involVez the disemination of nutrition education. The c"
bining of the activities of thin Program with thoze of the PAE will 
reault in the incrcomped availability of loc.lly producad froh foods 
for the school Linnch Proga, thus corntrbutIx* to an improved diat 
for ethool children. 

(f) Ton nutritioniats w;ho umed to upornd oft of their time 
in other tendiiV progran i.e., 'oomdori3 poiilare5" roi aeilt feed
ing and in the Applied hitxition 2rogran hava r:ecentl.y been imor
porated into the now PME 'Divioi6n do Apoyo Aiumntaxio." i'hoy will 
now spend the grezter part of their tizo actively partic-ipatiiq !.n 
the School Ioeoding Progrzai, including nutrition trnin<rrq and owr-. 
all program suporvidson. 

(g) The M1i1 rocwitly h]s irforrod the USAIJ, that -! 'ull
tima iqronooult will be hized to at-3iut tho PAE in it, , 2rtinr 
ant devalop'.ent ot locally prod ced iooda for h hunchic'j] . 

(h) The 11,stional Food Policy Ctmtitte' (CoqVL Adiich liad 
been dormant for yccra will bo ranctivatod shortly. TVIn Cor.=Itten! 
C=poced of high level memnberv of the 'inintxIt34 of iloalti,, Food, 
and Agriculttro Ir; chlmred with ad .ainM on inattex of national 
Scboo]. Lunch l'roqrx. policy arud roviewing, coordinating and rokin'1 f 
recoxmrmOtiono 'with rcspot to rnmourcc inipato fro thaG rieu 
GOP sectors9. 

VII. V MIOCONIUAID3 

htwijor problcna a rapid r.,nt 
the project purrxoa hava hoont 

'Ita constraining riore achiov of 

I. dnadocuata (W0 financial reeources. This has hinderrd 
proper project supazvielon, eop cL'illy in outlying rural areas, due 
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to financial inadequacies for paynez* of per dims. As noted in 
Dostion V1, howem , despite racent acros-the-board WP budgetary 
austerities, funds are bai mafe available tD oorrect this 
problem. 

2. TAck of Continuity of tll-qualified project adminia
trators and supervisors at all lavola, but espbeially at the 
higher level. For examplo,two 0tiowsl Supervisor positions hava 
been vacant ibr the past year. Atdon by the Gop tiwa address
ing major p ,beb x has been ,Vcaicand taken gaserally only 
When the nee 16 called to thir attention by UMID. Fey of the 
reon ationa made by ChM we acOted upon during the life of 
the contract. It -vsonly aftAw the atractor had vutbmtted his 
Final Report (repeating mny xss matono that were made over 
the two-ymr contract period) that hih level GOP =gram adndnia
tratoze be an to take moze poeiti ; aetiowz. 

3. Difficulties and often confijion cnountexed a a result 
of a Multitudo of GOP agencia, miniatx=e ard porconnel involved 
in the PE. For e3mmpLo, roditiea are recaived at the ports 
and dizpatched inland by the Ministry of Food, program planning and 
supervision in done by the Minietry of ralth and actual progrmsi 
operationo at tho local school level i c'-rriad out by perconnal of 
the Ministry of rducation. Project coorO.r&tion i further hindered 
becanUs of the inability of top loal =E adiminiatration to o0mand 
and direct tho reuorces of othor GOP m tnitrieo. For e .,pLo, the 
1976 program is being delayed in io areas of the oountry because 
the PAE could not thanalvoa arromge to have oomwdities delivered 
on time.
 

VillI. COMMU&ION'
 

Aa A ro-ult of this grant project, a monsiderable amount of 
training wan conducted, often leading to administrative/suporvisory 
improvnento in PAl operationa, Nvworttholesa, the PAL in still 
not without forti-able problnm, the wont eritical of vibich in a 
generrl lmk of sustainwd, woll-qualified, high laval administxa
tion and superviion. Howaver, continuity of good program lnadar
ship is a problea vhich pla z runy, if not raoot, GOP institutioon. 
For the timtt boing elt loact &ctivitic3 aimd at other levels can 
produco ovorall 13 itive program rcnultz. 

In varying dogreea the wajor progr.o conwtrainto outlinoe in 
Section VII atill persiat. It in tho opinion of tho UBA]D/FTY 
officoo that the GOP relied on cAm offorts under tho contract as 



somewhat of a orutch. Th,s was more convenient and less "painful" 
then the GOP taking full responsibility for organizing seminars, 
training, developing nutrition education materials, eto. Since 
the termination of the contract and departure of CARE technicians, 
there has been an accelerated GOP interest in and role in resolving 
administrative/supervisory problems of the School Lunch Prograz. 

In general, while masy of the recommendations made by CARE 
have not as yet been adopted, there appears to have been sufficient 
interest generatod that several of the recommendations have been 
put into offect and others axe under active consideration. At any 
rate, GOP interest and initiatives, eapecially since the submission 
of the CARE contract rcoommwndations, have been such that thero 
in a basis for optimism. 

While thero is reason for optiism, it is nevextholess 
tempered by tho realities of present practices with respect to 
appointments of high and medium lovel administrators and super
visors within the GOP bureaucracy. Tenure within the GOP ut these 
levels is often relativoly ohort and interest ouboequontly often 
sporadic. The aoeimhat sudden GOP resurngce of interest whiCh 
has le] to recent 'pooitivo actions directed at improving PA1-. 
administration/managemant coinciden clovely with the appointment 
of a new PAr director. Thero are still three years rcmvtiining 
before the GOP aosumes full rosponoibiliyl for - nration UL' the 
School Lurch Program with its ovn recourocs. it rezvin.s to be 
seen whether the ravisod Inteoxot of tho pact oevoral months r.-J.1 

endure. 

The USAID has informed the Kohl of its willingnou to nsri.b 
in undertaking a omprehenmivo evaluation of the AE. in thO i oni,
timo, the GOP un-doratands that USAID'o continued alone ronitoring 

of PAE program direwtion will pro-ide the basis for lncinioiso 
relatinfj to continuation of PL 480 Title II inputs. 'or tJke przoent, 
indicatixnui are supporting of continued asaintaiwci. 




