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TOAID A-100, dated December 11, 1975

1. Attached are two copies of the Project Completion Report for the
School Lunch Program (Grant No. 527-15-560-001),
2. Reference airgram indicated that the FY-76 evaluation of subject
project would consist of a PAR submission. However, since all
scheduled activitics under the project, including the CARE contract,
are completed, the Mission is submitting a Project Completion Report
in lieu of a PAR,
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Lim., Paxu
_ May, 1976

ATTACHMENT TO TOAID A~

PROJECT COMPLETION REPORT

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

I. INTRODUCTION

The bulk of AID assistance under Gxant No, 527-15-560-001, was
provided to fund a contxact with CARE to extend technical assistance
to the GOP's School Lunci. Progxam, sSome of the project funds (out-
side of the CARE contract) were made available to finance limited
complementaxry activities including tyaining, seminaxs, demonstra~
tions and didactic matexials. Tctal ohligations during the two yeax
project life amounted to $214,000, All funde fox the CARE contract
have been expended with cowmpletion of the contractor'a assignment
early in 1976. A small balance of approximately $20,000 xemalns
under the project. It is planned that these funds will be utilired
shortly for an in-countixy national level school Lunch seminar .and
a comprehensive evaluation of the School Lunch Program.

Thig evaluation primarlly focuses on the CARE contract which
constituted the main thrust of project activiths. No atteuwpt is
made herain to evaluate the PL 480 Title II aspisted School Ianch
Feeding Program per sa.

IT. PROJECT OR SECTOR GOMAL

ALl asmistance provided undexr Grant No, 527~15-560~001 wan
designed to contribute to the hasic goal of the GOP School Tunch
Program, i.e., to improve the nutrxitional well-being of school age
children.

IIX, PROJECT FURFOSE

The puryose of the ATl supported School Lunch Project as stated
in the Project Agrecrment slgned on Fsbruary 7, 1974 was, “the improve-~
ment and davelopwent of (GOP) ingtitutional capacity to implement an
effective, integrated School Lunch progrxam,"

IV. PROJBCT STRATEGY

The project Purpuse was to be achieved Ly a strataqy which
included the folloving inputa:

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

2. Training of School Lunch personnel.
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3. Promotional efforts to stimulate community participation
and increased awarenesa of the HWational School funch Frogram (FAE).

4, Seminaxrs to increase compotence of wluntary agency and
other personnel engaged in national feeding programs.

5. Small amounts of nutrition education matarial.

The CARE contract had as its genexal objective (as stated in
the contract) "the lmprovement. of the nutritional condition of the
children paxticipating in the BAE." This corresponded directly
with the overall puxpose of the School Lunch Grant Proiject and was
to be accomplisled through:

1. An evaluation of the PAE at all levels.

2, Suggesting changes in the PAE opexational systems hased
on the above evaluation.

3. Promotional activities, including stimulation of tne use
of local foods.

v. BACKGROUNML

The USALlIr and the GCEF have cooperated since 1961 in a National
School luneh Program (PAE). USAID's contribution consisted of donated
PL 480 Title Il cuwmodities. hs the Program expanded and becare moxc
of a GOI" opexation it became ircraasingly evident that thore were
cextalin deflciencies in GOP adwinigtrative and technical carabilities,
Inspectlons by USAII Food tor l'cace ptafi asg well as audits conduct .«
chowed that,. in general, the program adminigtration was unwieldy,
Specifically, the program was wtructurally weak with difiused reaponsi=
bilities which wore neither cleaxly de:ined nor undexstoand., iack of
adeguate fundg fror the GOP for program adminlstration and oparation
was algo contriimting to program weaknesses and lncreas < comnodity
lossas. rurtherrore, inadequata pxograr adminigtration at the
national levael rade Ltself felt throughout the sntize progran .

The dMinigtxry of Health, as part of an effort tr improve the JAE
rrogran dacided to undertake the gpervice of a4 U.S. cryanization
experiencad in the adninigtration and implemagntation o: naticiaj
gchool lunch programs. The organization selected for thisz contruct
wag CARE, clnce thoe GOP felt CARE best ret the necessary requisites
and was also convorsant with U.S. Government regulations relating to
PL 460 Title II donations. USAID agreed to provide funds for the
financing of this contract.
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Acooxdingly, tha Ministxy of Hsalth and CARE gigned a contyact,
with wvork beginning in January 1974 and gontinuing for two years.
The contract called fox CARE to revisw the PAE, formulate a plan to
solva tha prablems encountered through parsonnel trainipy prxograms,
and to make suggestsd changes in PAE'p operational systama. A full-
time School Lunch Program specimrlist was provided undexr the gontract
for a pericd of two years. Additionally, the contract provided the
services of Peruvian expertisse in edministration and bookkeeping as
waell ag the part-time gexvices of nutritionists and nutrition
educatorxa.,

VI. GQUTPUTS AND AQUOMPLISHMENTS

1. Training, Demongtrntionsand Seminarxs

Under the CARE contract tzeining activities inoluded nutri-
tion education coursas given by CARE nutritionists to PAE regional
pergonnel. There were 16 puch courses lasting from 2 to 18 davs in
length, at which zome 2,082 people participated. Almo, under the
direction of CARE administrative training was provided to some
2,834 reglonal supaxvisory pormonnel through 81 eourses of 3 to 15
days quration. The establishment of a Central Training Unit in
Lima, although stxongly recommended by CARE, was not establiphed.

Othexr "training" activities conducted with project funds
(but outside the CARE contxact) included oxientation in the need fox
improved nutrition, through a sexies of puppet ghow presentations.
A total of 177 such presantations were mede and attended by over
21,000 students and thelr parents. The feasibility of further uti-
lizing the puppet show technique for nutrition promotion ifor children
is currently under congsidexation ly the Miniptry of Health.

In January 1976 a one wenk jolnt GOP/USAID sponsored sanrinar
was held which inocluded parxticipation by over 13C ropresentatives of
tha voluntary agenciags, both Peruvian and foreign. The seminar was
open to all voluntary agencies involwed in feeding programs, including
School Lunch. It cowmplemented wall the training courses previously
provided under the auvaspices of the CARE contract. Lurxring the seminar,
som: 20 different items of nmutrition instruction for all tyvpes of
feeding programs in Pexu were prepared, discugsed and odited. ‘Thase
should be reproduced and distributed shortly.

2. Publiepations and Instxructionai Material

I now Procedures Mamual for adminigtrative personnel at all
levels involved in PAE program opaxations was developed with technical
agsigstance provided undexr the CARE contract. A sohool lungh feeding
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guide for uge by school-laval personnel was alsc pxaepared and
published. Various types of training materials were either
purchased or developed and prepared undexr the direotion of the
CARE contrxact. A gnall amount of audio~visual equipment fox
instructional purpogae was purchamed undex the contract and is
now titled with the PAE.

3. OQOthex

CARE has provided the PAE a rxocommanded reoxganization of
ite Central Coordinating Offige (OCPECO). An organirational chart
and an explanation of the proposal form paxt of the CARE Final
Raport submitted to the PAE in Januaxy 1976. 1In addition, the CARE
Final Report also recommends the establighment of an additional
Regional Coordinatoyx positicn and the evaluation of prosent coor-
dinatore to improve the calibre of psople in these positions.
Recommendations for changes in budgeting procedures, principally
through consolidation of regional and arca budgets, as well as
more realistic preparation, ara also detailed in the Final Report.
The report algo contains rxecommendationn xegarxding improved methods
of collection and use of funda from the sale of PL 480 witle IL
commodity containers.

During the panst sevexal months since the pubmission of
CARE's Pinal Report a ageriles of high level weetings, sowe called
by the l.eputy to the Minister of Health, have been held in order to
improve the School Lunch Progran according to the rocommendations o
the report. While the GOP continues to digest the CARE report and
formulate appropriato implementation strxategles, these high level
neatings have already regulted in certain positive actions, including:

(a) 7The provision {rom the national budget of an &’'ditionnl
$/.4.8 million* fox the payront of per dlem to PAE gupervisoxs during
1976. Thig ig designed to addreass the problewm of inadaquate progxan
supervigion which wap highlighted in CAR:'@ Report.

{b) Additionml funds have bLeen requegted frcew ths liennial
1977/78 national budget to further mupplement Title 13 donations.

(c) The Minitry of Health will incresse the PAR natinnal
supervipory ataff duxing 1976. (Petalls ot this increase are not
currantly available to UBAID.)

* At axchange rate of S/.485,00 por US$1.00, equals
approximataly $56,000,
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(d) During 1976 a training peninaxr in edministxation ard
school Lunch pwogram gperatioms for PAE pexsonnel fxom all regions
of Pexu is planned. This wil)l he tha first attempt in severel
yohrs to conduct a PAE training eeminayr at the naticnal lewvel.

The contents of this nationsl lewel seminay will be deanignad to
saxve an follow-up or refresher training to the rdministrative
txaining sgessions conduoted previouvgly undex the CARE cuntxact.

{a) A reoxrgunicution of PAZ hag bean initinted by eptabe
lighing a now division (Divieiém do Apoyo Alimentaxio) which
ingludes Applied Ratrition, hexotofoxe a speparate MOH Program. The
Applied tutrition Frograw is pyrimarily congesnsd with the promotion
of gehool and coumunity gardena for tho purpore of lmproving the
nutritional intake of Poxuvian childzen. A mubstantial part of thig
affort involves the digsemimatiom of nutyition edusation. The con-
binirng of the activities of this Progrem with thosa of the PAR will
repult in the increased avallability of locally produced £roesh focdn
fox thoe School Lunch Program, thug comtyibuting to an impzoved diet
for eghool children.

(£) Ton mutritionipts who used to upend most of thelr time
in othexr faseding pxograns i.8., ‘comedores popnlares” ror athilt food-
ing and in the Applied Nutrition Program have recently been incor-
porated into the new PAE 'Divieldén de Apoyo Aiimontario.* “hey will
now spend the greater part of thedr tims cetively participating in
the School leediny Program, including nutrition traindng ond ovor-
all program supervision.

{g) The ¥OH rocantly hss informed the USALL that » “ull-
time agronowligt will Le hired to agsist the TAE in its exploratlion
and devolopranmt of looslly nrodused fooda fox sohool lunch [eedie.

(h) The Mational Food Policy Committer (CONALL) which had
been dormant tor years will bo reaotivated ghortly. This Commlttes
canpoged of high lavel mombexs of the Minimtxries of Healtdl, Food,
and Agriculturo lo chaxged with od aing on matters of national
Schoo). Lanch Prograrm policy amd roviewing  coordinating and makiny
recommendations with regpoet to resourwe inputg fooo tha warioue
@OP sectors,

VII. HAJOR CONSTRALNGS

1ha major problens constraining a more rapld ackieveront of
the project purpose havae boon

1. Inecdequate QOP {inencisnl recowxces. Thin has hinderod
propéy projest supervision, espmelially in outlying yuxal arees, Adue
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to financial inadequacies for payment of per diems. As moted in
Seotion VI, howevexr, dempite recent acrogg~the-bosrd GOP budgatary
sustarities, fupds are being made available to oorrect this
problem.

2., Lack of comntimiity of wall-qualificd project adminis-
trators and supexvisors at all lewels, but espocinlly at the
higher level, For example,two Mational Supervisor positions havae
been vecant foxr the past year. Astion by the GOP toward addrego~
ing major pooblems hag beon spegadic and taken gonerclly only
vhen the nsed 19 called to tholx attentiom by USBARID. Few of the
recommardations nade by CARE wuze acted upon during the life of
the contrzect. It wag only aftar thoe contxactor had submlitted his
Final Report (repesting many reccopendations that were made over
the two-yesr contrazot poriod) that high lovel COP pogrom adminio-
tratoxas began to take moze positive sctions.

3. Dpiffieulties and often confugsion emcountexed &as a regult
of a multitudo of GOP sgemciesn, minigtzics and porconnel involved
in the FAE. For avample, commodities aro reosoived at the poxts
and digpatched inland by the Hinistxy of Food, program planning and
nuparvigion ig done by the Minigtry of Dealth and actual progrem
operations at thoe loeal echool level is corrried ocut by personnal of
the Miniptry of Bducation. Project coord:.ation ig further hindered
because of the inability of top lovel FAE administration to cormand
and dircct tho resources of other GOP ministries. FPox oxample, the
1976 program is being delayed in soms arnas of the country because
tha PAE could not themsoelves arrangs to hove cormoditien delivered
on time,

VIII. COICLUBION

Ag A result of thie gramt pruject, a congiderable amount of
training wvas conducted, often lemding to adminigtrative suporvisory
improvemants in PAER opexatiomm, Wavertheolesa, the PAE ig still
not without foymidable problamy, the woast critical of which ls a
genoral leak of sugtained, woll—qualified, high laval adrinistra-
tion and supoxrvision. Howevex, contimuity of good program lender-
ghip is a probler which plagupe nany, Lf not rogt, GOP immtitutions.
Faxr the time belng at langst activities aiped at other levels aan
produco ovarall pesitive program results,

In varying degrees the mojor progrom congtraimtg outlinod in
Section VII gtill persist. It io tho opinion of the UBAID/FYT
officoxrp that tho GOP relied on CARE offorxrts undex tho contxact as
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somewhat of a oxutoh. This was morae convenient and less “painful®
than the GOP taking full responsibility for organizing seminars,
txaining, deoveloping nutrition aducation materials, eto. Since
the termination of the contract and departure of CARE technicians,
thaxe hag been an acoelerated GOP interest in and role in resolving
administrative/supaxvisory problems of thae S8chool Lunch Progran.

In geneoxal, while magy of the recommendationsg made by CARE
have nt as yet beon adopted, thexe appoars to have been sufficient
interest genaxated that several of the recommendationa hava been
put into effest and othexs axe uder active consideration. At any
rate, GOP intexrest and initiatives, copeocially singe the submisalon
of the CARE contragt resocmmendations, havo been such that there
is a basis for optimiom.

vhile there 1 reagon foy optimism, it is nevertholess
tempaxed by tho reelities of present prxacticen with reapect to
appointments of high and medium level administrators @nd supex-
visors within the GOP buresugracy. Tenure within the GOP at these
lavels is often relativaly short and interest subsequontly ofter
pporadic. The somevhat sudden GOP resurgance of interest which
hag led to recent ‘positive actions directed at improving PAE
administration/managemant coincides alogely with the appointrmant
of & new PAY dirsotor. Thess 4re still three years remaining
before the GOP assumes full responoibility' for - sxation of the
School Lunch Frogram with its own resources. It remalng to be
sean whaother the revised interest of the papt sevoral months i1}
endure.

The USAIDR has infoxmed thoe MOH of ite willingneus to assis.
in undortaking a cemprehensive evaluation of the PAR. Jn the 1 enn-
tima, the GOP? urderstands that USAID's continued olose ronitoring
of PAE program direotion will prosida the baamis for decisions
relating to continuation of PL 480 Title IX inputs. ior the present,
indications are supporting of continued asaistance.





