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1. The G0vcrnnl,~nt of L.~ sotho ha~ informally supported
thc addition of a fourth and fifth y~ar to the technical
assistance 0ffort being proyided by Planning Assistance,,!
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DcYclopmcnt of a project proposal describing the
work to be acc0mplished during that added period has
begun lmt carmot bc completed \.-ithout further govern­
Jll('nt lnt'ut.
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tual jT0gnuH needs an,i additional office s and a confer- \
ence l','0m/library arc needed. (SoTo !\N'tQ!l

AID/lkS01:ho

August; 197.f

I __, ....
~:"'.J

/-
A.' I

'!_... -<tl1

s. i-~;!

....._,
:":. I I
I I.--..-j

....~
1··1 ::'''1''( ,'~-,:r,,-:.;~v)
L.":.J
QP.V_SCC'J'il_ii.W. __

lrr,ol';'~-~'!Il t:(l'" "\11'-;
fI,,~ •• ';i"l, , 41t\""or.

",CI,I

CJ'

~IC'/~

~--I

: I "'n';"C"'\ "'f(e r
L-_~_.J

t-·--'

~ :\. i ~t,,):,H:t ,... O' ... ' ........ T:~
L.-I

- ._...._ •.,_0- _ -__ .. - ',' _ .. ~ _.~_._.._.•. ,__._. ••.__,_~_~ . .. . ...__--.-.--- ._••.__~_.__ , ._A_' •. .•_._ ...._

u. 1"'.. "l.".;10;'''''' ()," :J()\..:~·,~~"·:~~f) 1~' l~;t: h'-~;~I"O a;\lf~ A .... CI.!!: :",t.C'IJ,O~"S !'c-. ~,~"Tt;'''''".",,'' ,,1 c.c(.",,!)I ")".. :; -;'" ;'-IJ~_'"

I C' ;i~'.)";i":"r

.-- ._--_._.~.~~----_._--,.-._."_.~---~~-"---'-~'-.~ ...; ~~: : ~ ...\



•

13. SUWIAHY

The starting date for the Lcsoth\.) NutritL'11 and Planning Prvject
.....as Octobl..~r 1, 1976, although the c\.'llntry-hasl..~d program be~an in }larch,
1<)77 '.,i tll the arrival 1..,1' a program advi~l)r tl~ assist the G('vernn:ent of
I.csvtho in setting:, up a coordinating office f0r f('od and nutrition
projects. For the next yea.r, until Harch 1\178, \,'ork 01' the project
"'as entirely ta.ken up \d th the establishment of the Food and Nutrition
C0vrdinating ()ffice (FNCO), \..hich is the secrctariate for the Lesotho
Food and Nutrition Council (Il~NC). Pr\.~gress to\,ard the estab.lishm,~nt

of the FNCO \",lS cl'nsidl~rably s10wcr th an had been anticipaU'·d.
Because of delays by the Go~crnmcnt of iKsoth0 in approving: t;hc establish­
mcnt of the FNCO and other start-up delays, the project: ,,'as about tcn
months behind schedule' by the end of the first year vf in-c ountry ,,'ork.
By April 1978, however, the FNCO was staffed .....ith a Director, Deputy
Director and Executive Officer.

There have been two major activit.ies since th~ establishment of the
FNOO as a permanent unit of the government. They are as 1',.,llo'... s:

1) CoordinCl,tive meetings of government agencies and donor
repre sentatives, and

2) Planning and conducting the Second Lesotho Kational Food
and Nutrition Planning Conference.

1) C00rdinative }ketings

Thl~ FNCt.1 has conducted 72 coordinative mC.:ltings durin~ rhe year
(April 1978 to ~Iarch 1979) with repres~ntativ\~s attending from 51
organi:.ati .:,ns. Nineteen separate project~ vere inyol';ed. These
projects all inv,'lve more than OJle ministry or organizativn, and are
either nutrition projects or are nutrition related.

2) Th\~ Sl..~c,~nd lesotho National F,,\.)d and Nutrition Plannin£': CC'nference

The planning conference ",'as lwlct in three phases. Phase I, held
in ~I<'..f('teng in ~,'bembcr 1975, \lias to establish national goals and
strat\'gics in f\~od and nlltri.tion. Phase II and III \.;ere 1J0th held in
}Iaseru in }jarch 1979. Phase II \,as t\., further d<.wclop rhe strategics
L\1"lllLlla tc d i.1l Phase I illt,' pr\.'j cc t s vd. th s;'cc ifj c, mea 5ur:tble ,~b jc ct i ve s
and plans \'f \,ork. l'h.as~ III \,''''.5 held ju~,t following Phas~ II a.nd. "'as
h,~ld f01' th~ purpose of d~veh'pin~ J. c,,,'r'dination plcln 1'('1' the r.roj,·cts
that \,.,~re d,'v,~10pcd dud ng tn~ Pha ~e II ~:cssj0n.

~w ,:::' ••

'. -: ':.

I,' .

~..

'.:..



In the PlhlS(' II c0nf~'rence s~ssion, Ilill,-'tcen separate mrtrit:ion
r~~Ll ted projcc t s wen~ plallllcd dllrin~ "'urkshop session s • The Sl~ \{ork--
shops here all collab~lrative planning; sessivl1s wi.th particir,ation in
each ,,'orkshop compris~'d ~lf all the units of g,wcrllment ano private
organizations that \.,rill be required to support th\.~ projects.

14. EVALUATIO~ HETHODOLOI.:;Y
Becau sc ~lf tIle relatively recent and intt~nsive cvalud.tior: done by

James Pines, this evaluation essentLi.lly dre\, upon the work of Hr. Pines,
espccially in terms of problems, courses of action and rec0nunendatio!ls.
In so far as input from FNCO is concerned, consideration has been given
to \,hat might be seen as an update of the Pines evaluation and accoI;\pli,;I~­

menU, and devc10pments after that c·....aluation. The approach has tended to
be rather gencral, as .the Pines report m,lre than adequately expresses th\~

state of the PAI/FNCO project in relationship to developmental goals.
(see Attachm~'nt A, Nutrithm C0~)rdjnati0n and Plannine: in L...'soth0 by
Jallles H. Pines, March 1979.)

IS. EXTER.'\AL FACTORS

Govenmental support and assistance to the project ha~ been subst-
antial. Ho\o;cver, the GOL is b('cc'ming increasingly constrained :in its
ability to supp0rt its ongoing projects due to the c0ntinuing and.
sizeable requirements from other d0n0r projects ',,'hieh in thel11sclycs
r~,quirc considerable government attention and assistance.

Be that as it may, the GOL is making the n~cessary pff0rt. The
placement of the I'NCO under the Cabinet is seen by all as the most
positive move that could have been made. This, coupled \"Lt~h the
establishment of a National Food }!anagement Unit, also UIh.kl' the Cabinc·i.,
offers almost unlimited opportunities for FNCO to function as a nati0:1al
nutrition coordinating body. It re:!1ains to be seen \~hat effect the
recent 40"/0 increase in the price of petrol will have upon FSCO's cap­
ability as a \\'h01e and, of course the GOL's (individual ministries')
ability to respond effectively to fNCO's nutritional orchestrations.

16. I;\PlITS
Historically, there have b('Cll considerable delays in the provi sian

of staff and thl? aC'1uisition 0f (~ff:ice srac<~ for the FNCO. The
Direct0I' and nl?puty Dir'~ctor llf th_~ F?>:CO \"t~re not assi 2"ncd p,~rmar:entl.v

until januc'ry and February of lS17:-, rcsp;ctively. The major rCc'cson
f ,'1' the delay \,'as tlw lHlexpectcd diffi('ulty in establishing an office
......hich ..,'as t" h,'c0mc a 11" ~al \lni t (1' 1.:hc Lesetho G0vcl-nr::(~nt. Appropriate
clearance s thn~ugh the g.,'vcTn;;\Cnt h;~d to be acquired before the nwo
could be established.



I

T~~mporary office space was initially givI:'n to the F:iC0 within the
Central Pla1ming and Developmcllt Off icc • Permanent office space was
allocated in April of 1975, altlh)ugh the space is not adequate.
Currently, additional offices are under construction ,dth funds being
provided by the government:. However, the offices bel.ng ccnstructed
,...ill not completely fulfill the project demands.

The staff of th(~ FNCO has grown from three profe ssionaJ s (:in
addition to the PAl Advisor) to fjw during the current year.
Staffing, through the Lesotho Civil Service, has proceeded smoothly
and has resulted in an excellently qualified staff.

Support from the Government of ~sotho has been very good. Not
only has the staffing ~d equipping of the office been accomplished
efficiently and smoothly, but the government has been very responsive
in other areas as.well. For example, in organizing the planning
conferences conducted by the FNCO, the government showed interest and
support from the outset. The government has also indicated that
further training in overseas nutrition programs will be available
during the year.

17. olIT PUT S
Progress toward the accomplishment of goals and objectives is

discussed in some detail in the Report on thc.Sccond Year, Food and
Nutrition Co,1rdinatin Offic.,£., .....hich reported on th~ pY'ogr,~:,s aChieved
by the PAl grant sec Attachment B). In summary, the FKCO staff dev­
eloped goals, objectives and tasks in April 1978 to guide tbc "ark done
by the FNCO over the year. The progress toward the completion of those
goals and objectives has been on schedule. The summarized goals and
objectives for the program year ending Harch1079 were as follows:

GUALS Fon 1978

1. To fina1ize with all due speed, all structural matters relat--
ing to the establishment of the IF~C. These include final selection of
staff, identification of permanent office quarters, appointment of
pL'rmallcnt Advi s('ry Group and mini st,~rial rCS0urce people as ,,,ell as
refinemcnt of directive and response processes wi-thin the U'NC (betv;cen
Cabinl:~t, FSCD ,uld Advisory Group).

2. T~) \>'ork closely \.;ith the Office Director and staff in
establishing (I}'cl'ati ~'nal proecdure s and. to conduc t f onTial and/or
on-the-job tTdlning .....ith all p,~rs~'nn,~l to a I,'vel of sr.lf sufficiency
in the techni'1lll:~s of policy devcl1:'~'m,~nt (preparation of j:'01.icy packa'~(~s

f~'r rcyic\>' by Cabinet), l'r~'graJ1l planning and mcU1agement, including
adlllinistrati,1!l _'1' second g(~nerd.tion research, programmonit(jring and

: ;.
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evaluation, pl'ogram coordinati0n and technical assistance (Le.,
planning/management assistance, conferences, and informati-.m
services).

Recruit FNCO staff

Develop FNCO work plan for 1979
Oricnt and train staff

Determine FNCO office equipment requirements

Plan for orderly GDL budget take-over

Finalize Lesotho Food and Nutrition Council (IFNC)

organi:.ational structure

Appoint Advisory Group members and identify resource

persons

Hold regularly scheduled progress briefings for the

Cabinet subconunittee

Monitor all research/surveillance projects on feod

and nutrition in Lesotho

Assess all Hinistry/agency reports apd program information

on food and nutrition related issues

Conduct the Second National Food and Nutrition Plamling

Conference with thc whole r.ENC

Deyelop position papers on the importance of planning and

coordination

Promote food and nutrition issues among dccision- makers

Hold intcragency/intcrministrycoordination meetings

18. PURPOSE;
The project purpose, taken frC'm the Year II and III project

d-.'CLllllcnt is 11 ••• to assist the G{)L in establishing an inst.itutionali:::.ed
nJl..'chanis:n for policy guidance and coordination of all developmental
activities relati.ng to food a.nd nutrition in Lesotho. TL~ structure
and scope of op~rati0n cf th-.~ coordinative mccha..'1ism is to be determined
by the GOL, \~ith advice a.nd support of the Project, and assistance is
to be carri~d OJt in such a \,'tty as to ('nsure g,ovl~rrunental status and

... :. '."", . -.- . , ~
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support for these activith~s by Project I..'nd."

Current Cxpl'ctati,ms arc that the purp"sc statcd in the Year II
and III project document \'.ill be acco!llplishl'd by the end ,,1' th(~ project
period. H,',.;evcr, it shl'uld be not.ed that the initial delays in start­
ing may have an i.mpact on 110\, thoI'oup;hly intl'grated the pla.nning proced-
ures used by the FNCO will be at pr ..,ject end. The use of the planning,
process, specifically collaborative planning, is one of t}1l' essential
techniques for developing; the eoordinati ,)n ...~f food and nutriti,m programs.
It is difficult to predict, \·;i th almost a full ycar until the ..~nd of the
project, the extent to \-;hich the employment 0f the planning, process vrill
be fully institutionalized ....·i thin the management of the FNCO.

19. GOAL/SUI3C"oAL
The goal of the project is " a nutritious diet for all citizens

of Lesotho by 1930. II

As an overly ambitious goal, the attainment of such ,dll not
occur by 1930 altlh'ugh, tlu'ol1~h this prl'ject, the establisblicnt of
an organi::ation. to assist in achieving this very desirable goal is
being a.ccomplished through this project.

20. BENEFICIARIES
The iilUllediate beneficiaries of the project arc the merabers of

the Lesotho Food and Nutrition Coun~il ,·.-ho are trained in the techniq-
ues of food and nutrition. H..y",'vcr, the ultimate aim of t:hc project
is to increase the nutritional status of the Basotho tlll',1u<:;h better
targctt~d and planned proj\~cts.

The prospc,,;ts are that t.hc members of the IJ<'~C, ,,'hich include~,

the Cabinet subconunittec, the FNCa staff, the F:-iCO Advisory Grcup and
the subcorrunittees in the Hinistries, "ill, in fact, be much betteJ'
equiP-red to plan nutrition and nutrition related projects as a result
of the project. It is also probable that. ever. in the shC'rt term,
SOll1l~ increase in the nutritional status of some groups of pcop1e has
been acc()mplished through bl~ttcr f00Ciand nutriti011 prograf,l plarJ.11ing.
Direct impact, ho,>,cvcr, w:ill be vcry difficult t ..) measure and will,in
any evcnt, take years to accomplish.

21. U;-;PI..A\'NED EFFECTS
Tlwrc hav(' lWl'll no unplanned cffcl~ts which had an impa.ct on the

rrojcct.

IESSOX-S H:.-\R\lED
Si.nce th,~ scheduled Pl1d (If th,~ project

«\·,'ay, the majol'i ty l'1' 1I1"s;,;~'ns lcarn('d" arl~

] s still all~h.'st

likewise alJil,'5t
a year
a year
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away. It has bl~en \)bvious that in \.1r!!,alHZlng a coordinativc mechanism,
such as the FNCO, its positioning within the government is very important.
The FNCO is a Cabinet office and it is flot v;ithin a ministry. This is
particularly important to ensure that rcconunendations made by the FNCO,
and coordinative efforts as well, are accepted by the mini~tries. The
FNCO, since it is a Cabinet office, carri\~s the implied bureaucratic
support of the Prime Hinister.

23. SPECIAL Cml"\fENTS 0R RD1ARKS
Attachments A and B should bl~ referred to for elaboration on any

points made within this evaluation.

Attachment A: Nutrition C0ordinati011 and Plannin£ in lesotho (27 pages)

Attachment B: Report on the Second Year, F00J a.'1d Nutrition C,)ordinat­
ing Office (03 pages)
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}-(~. ~:G,A.O criticis~ of P.",.! perform8.nce w~s

p"!rfor'mance hRS im,'rovt>d and AID 3hauld not"
the ~roject by penalizing the Grantee.

-i-

Chapter 1-

1. USAJD should view the PAl ?roject Pro;;osal as a guide to action)
not as a bluear~nt of specific activitj~s ani ~xact results to he att~in8d.

2 .U~;'.ID should e~couragc Pi'.I use of current expatriate cO~l>ultar.t~:;,

des01t(-' similarities to :--ermanent staff.

Chanter II-

3. USAID should encoura[;e ~:;() r.utritional review of AID-supported
aGri~llture, h8alth, and other activities with nutrition consequences.

4. USAID should, with PAl guidance, encourage GOL expansion of the
FNCO staff. ~ fOS /1 \" \f\ 50,

5. PAr should seek opport1mities, with FNCO, to coordir..ate ffi'ulti­
sectoral projects, such 3S the ~r?PA and World Bank activities now bein~

planned, but should not expcute any of the activtties directly, working
only throm;h other a-::encies.

6. If AID is ser'1Clls about nut.rit ~ on in Lesotho,. it f1ho'lld 'C:,c')::lre
foro continued support of FNCO and other nutrition-related activities for
many years to come.

7. AD/.~, lISA TOIL,~ and ::';\1 should try to .for:~et p~st h1 sto:.c'Y
and concentrate on 8stahlishir.g ne,l patterns of relationsh-Ip consist(mt
~\ith AID re<,:uireIl'lents c.nd PAl autono:ny.

R. ~AI should :"r.crABse p~rsonal contact with AID staff, clear tr~w'?l

a:ld. u7:l:.sual cx!'end1 tures or activities v1ell in Rdvance, and submit a "hoI""
!"'ionthly re~ort, with copies of ar.y docllments goin~ to USA Io./L, the RJrDO,
and Am,r..J •

9. AID!..;, USAID/L, and the RlIDO 5hould clarify their res?e~t::i.ve
relation~hips and res~onsibilities with respect to the Nutrition Project
and the G~·3ntee.

~enerally accura te, b'~ t-
at this late dat~, jeopardize

. l;J \t \1. v-- <:. 0- f' '1. t,) '-'1'•. (~s l C )"\.

n. ~AI ~hould immediat.ely ~:m'oir;it to A::D/~ detailed oreakdcvnl of p.'lst
rlnd P'c~)u;ed expenditures, ~;ith ,justifi:::ations, to :mpport request for
(~xt..ri1 ftmJs need~d to r1,lfll1 the Grant.

12. ~l::t':re ;undi~lrT Sh~~'111d 1~'1 C~': ,frc~ P:.I~)/\·r, but P':~ I shou~d r8co0n1.ze
that t~l::1 ,,~:oes r:ot di;1irlis~-t :;(;1,1 f'1o:-yj_tGr~.:~ l~pspo::(~jbjl:it1-es.

I
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Chqpter IV-

13. PAl should ~ay special ~ttp.ntto~ to early detection and
resolution of grio,va~cp.s wi.thin FNeO, before thc~r escalate and become
8 threat to the technical as~i~tance relationship.

lL. PAT should ~ake a special effort to prepare and supoort the
F~!CO Executive Director for the forthcoming major conference, g1.nce she
does not feel fully prepClred, her perfornar.ce is cri tica.l for the Office's
future, and many participants are skeptical ahout v!'llnp of' the meeting.

15. FNr:O should focus on bein'?, of service to nutr-i Hon-related a~encies,

erTJphasizin~ practical help and mirrirr}tzing special requests, to further
credibility, reduce defensiveness, and prep<'lre the way for eventual
joi:1t rlanning addressed to specific nutrition ~oal~.

16. FNCO should ~ear requests for information to the syste~s and
capacities of participatine a~encies, feeding back evidence to show that
the information has been llsFld, and orfering to help the agencies with
an~r ,roblems r8.ised by ":.he requests.

17. USAID and :PAT should begin discussions of Project extension
'Hith each other and, to~ethrr, 'o1Hh "'NCO lind the GQvernrnpnt of' Lesotho
offices involved :l.n approval.

Ghapter V-

18. ~:CO should analyze the National Nutrit1 r)D St::lbl'5 Survey rasults
together wi th avail8.ble studies Rna infor:nation on causal fae ~,ors, to
develo~ a better substantive framework within which to make projpct
intervention choices.

19. DSE/!i1 sh~'llrl. send the latest draft R~port of the Survey, all
tapes, runs and available raH' nata from it to FNCO il"lmentately.

Ghanter VI-

20. PAT and FNCO should arran~e more training sessions for key
staff of those ministries involved in nutrition plannin~ and coordjnation,
to imnrove prodt1ctivit:r of r01~ti:18 "'~ork together, reduce defensiveness,
and institutiona.lize the common lan~ua(~e and aporoach of the Office.

21. USAm should seek nutritjon 1')lannin~ traininf?, opnort1lnit:ies
for key -;,,,"ople outside ~~~CO, with fjUioance from the Coordinatin~ Office.

22. F?ICO should improve s1.lb!'tantive aspects of the natiC'n:ll nutriti on
plnnnin~ process by ~renha5t~in~ Soal-oriented linkin~ of projects in
re~ions a~d co~nities•

... . ~~,,, ' ..
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Chanter VII-
) --

23. FNCO should im!"lrove imoact of nutrition coordin~tion flnr.. ?lanning
by urr~i:'1g collaborative focus on '7,eogranhi cal centers of malnutritilJn
Rnd by ~ivin~ priority to tar1ettin~ of feedinG programs on Malnourished
children.

21~. FNCO should work closely with F!'!tJ I'lnd non-govArnmental a~encies
involved in food distribution to develop patterns and methods of
distribution more directly related to patterns of malnutrition.

25. FNCO should begin to move into systematic review of nutrition
con~equences in "non-nutrition" activities, after adoptinp, a methodolofSY
based on recent sources.

..
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NutriUon Plannin!' Rnd r:0crdinRt,ion in Lesotbo

This Re!lort revie'ws Planninp; Assistance, Inc. (PAT) ,erformance and

pro~ress under Operational Pro~ram Jrant AFR-G-1270, also known as the

AID Lesotho E~trition Project (632-0066). Thp. three-year Grant, signed

"in June, 1976 ~as extended to Fe~ruary, 1980 3nd givo.n more flL~ds by a

modification in February, 1972, hrinrl'in~ total fundin~ to /3 LoS,OOO.

PAT is belpin~ the Government of Lesotho develop a structure for national

nutrition planning and coordination. It also provides techni~al assistance

in management of the plannin~.

The present Review mp.pts the 3rant requirement for an annual evalu-

etion, is intended to assist AID in assessin~ a PAl request for /3 50,000

more before ?ebruary, 1980 and in considering extension of the activity,

cmd responds to s?ecial recommendations for an evaluation made in GA.O

Audit No. 3-690-79-02, dated October 27, 1978. Althou~h the Grant was

made by the AIDfN Office of Private and Voluntary Cooperation (~8/pvC),

USAID/Lesotho and the Africa Bure~u also have monitoring responsibilities.

The evaluation responds to concerns of all interested AID offices.

Method

The evaluatj on l}lethodology distinp;',i shes c~refully among a )PA I

pxeClltion of activities, b) PAT rnBn3;;f!ment pnd relat.ionshil)s with Am

And the Lesotho Goverl"'.r1'~nt., c)The institutional' results of PAl activi.ties,

and d) The substantive nutrition planninr:: and related outcomes of the

activities. Chapt~rs follow th~ Scone of ':lo:-k ~iven in State Cab!.E.'. No~

oLo612 from A!'rica Bureau to the His~don, dated February 19, 1979.

;,.,,'
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Readinr;, field work in 'tlashi n~,ton, NeH' York Headquarters of PA I, and in

Lp-sotho, concentratp.d on assembling the often-conflicting percentions of

participants and observers regarding the chapter to~ics, followed by an attempt

to distill, ~ith reasonable objectivity, a balanced vi~d of this unusually

controversial Project.

The Evaluation does not assign ~uilt or assess blame. It Reeks, rather,

to provide guidance for imoroving management and i!!lC)act of what is, despite

the problems, one of AID's outstanding nutrition 'Olannil"'.g supnort activities.

Connie Collins, theUSAID Regional Health Development Off"iccr (RHDO) and

PAr resident Project Director Bob Learmonth provided imnortant help and

~uidance during the work. Ms. Celestina Phafane, Director of the Le~otho

Food and Nutrition Coordinat:ton Office (FNCO), also cC'operfl ted in every way

and shared useful insights.

, ,,
t
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I. Execution of Protect AcUvities,

The PAI Project Proposal, submitted in January, 197(, and in rp.v1.sed

form the following May, outlines an impressive framework of goals and

related tasks intended to institutionalize nutrition coordination and

planning in Lesotho. To the first question of project evaluation, IIDid

they do what they said they ~'1Ould do ?, II the answer is a qualified IIIes. 1I

Despite early delays beyond PAI control, that eliminated 1976 projected

summer actin ties, and st~ffil1g problems that produced three project

directors and a five-month hiatus in less than three years, the activities

have occurred with reasonahle congruence to the proposal.

GaL delays in staffin~ the FNCO have limited scope and delayed some

act.ivities, especially trainine, but the consistency bP.twetm PAT's unusually

detailed proposal and what has actually harmened comares favorably with

similar projects elsewhere. A letter from former PAT Project Director Chris

Thorne to the Government, though contrary to PAl ?olicy and threatening in

tone, got thir.js movin!; finally. Reasonable people can differ about the

wisdom of such a letter, but it hardly merited the vigorous negative reaction

of PAI Headquarters that. contrib":lted to Thorne I s departure.

The Project Proposal and relClt.ed Lo~ical framework must be vieHcd as

r;uides to action, not accurate predi.ctions, under the best circu.'TIstances.

In a highly political in~titution-~uiljingproject, flexible response

Rnd sensitive unanticipated initiatives are critical to achieving goals.

I}ood evaluation reouires more than counting "verifia.ble indicators ll cf the

Lo~ical Fr.Rmework. PAl falls far short on the indicators aloT>e. The eva.luator

!r-ust 10,')k at changing circumstances, c:e-rJ,ractor response, and experience

c'l:':cw~ere in assessing the ouantit:( and qual:it:v of activities. On Uris b:J.5i3,

\ .
j
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the cont.ractor has, fl1nce the last evaluR.tion in A.11"~llst, 1977, oroduced

a Project Director who is assisting the FN~O effectively Clnd as contem­

plated in the Project Proposal.

Little purpose would be served by rehash1n~ the checkered history

preceding his arrival, which presents an unpleasant record of little credtt

to PAT and not a lot more to AID. Unless AID/WasMngton, the Mission, and

PAl in both New York and Lesotho can rise above it, that history threatens

progress of the Nutrition Project which is, for the moment, on track.

The PAl approach, less clear in the Pro~osalthan in discussion, also

militates ngainst relying too heav~ly on the verifiable indjcators. It

emphasizes lIadvising" rather than directing, ~ivjng maximum initiative 'to

nationals, and res1stiru:, the natural uree to tal<e over in order to meet

the numbers. Though often frustrating and sometimes vioLAted, the approach

permeates the Nutri.tion Project. Learrnonth works th1 s way and, though

the approach may contribute to delays and small numbers, it 1s \o1idp.ly

accepted as more useful for institution-buildinr; than hio;hly dtrectiYe

techniques. His constant re'f~rences to 1I\{e," meanin~~ F.NCO, and rare r<':l.isin~

of separate PAl identity, illustrate a style and relationship demonstrablv

more effective, in the lon~ run, than the outsi.de "expert." Tn Lesotho,

at least in FNCO, any other style would soon render the ad.,iser un~.;elcome.

The foreGoing should not be understood asa Reneral endorsement of FAT.

It is, rather, a reassurance that, despite what has gone br~fore, the Gri'l;'1tee

is presently delivering the competent professi.0nal services pro:r'::i~;ed. An

infomat'ion center exists and studies are ?rocAedin~, the n2,xt plann:i.D?;

conference is irm~inent, training occurs in all contacts b"'C'i...>.en ex!v:1.tr:iates

and nattcnals, !TIeetin~s ',.nth other a~encies hElPpen often, and the sr:'tll

:'AI-rNCO ~taff ~enerate activitjr reVJarkabl~ for its si1,e. Thcll!3h bel-Jind

'.

,l:
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schednle, "pro~re~ls in rela tion to specific trtsks (Gable 040612)" is

noW satisfactory.

ToNO expatriate consultants, paid hiGh local ~alaries (or low US) under

the Grant, are an outstanding bargain. Their continuous involvement makes

them seem ljke staff, but their assignments and work arrangeMents meet the

customary indicia of consultant s~tus. They work with nationals, fit in

unusually well, and hel~ stretch the very liMited stC\ff resourc~s available

in Lesotho.

PAr over-reacted during the Thorne departure nnd recovered slowly

during the Pollard visit and assignment of Learmonth, but has r~mained

faithful to the Project concept. If t~ings get no worse than th~y are

now, future results wtll involve fewer PAl headaches for AID and will be

well worth the management time required.

" .' ~: -:. .:. -: ~ :,...".
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Nutrition coordin~tion and planninp: rr..."iy eventually contribute to

improved nutrition in IR.sot.ho, as sUp'~ested in the Logical Framework

:;oal, bllt not much by February, 1980, as also implied there. The two-

person FNCO nRtional professional staff will continlle to make a m::>dest

contribution to (?f'fective olanning and operat.ion of some nutrition-related

activities, but the impact of these act~.vities on nutrition stRtUS TP-mains

undeTr.onstrated. Effective integration of AID su~ort of agriculture and

health with n:co, throllr';h nutr]t~onal review of nroposed projects, would

strengthen the Office and improve likelihood of sip,nificant i!'ipact. 'l'he

coordinatin~ office alone still lacks the political influence needed for

affecti.ng T".:tjor nutri t1 on issues.

This harsh-sounding assessm~nt se~~s only to brine perspective to

AID consideration of thE'! Project's future. ~olith respect to "Institlltional-

ization of sound planning and mana~ement•••••••• ," the Project Purpose,

the outlook is more favorahl~. There is an Office, the Advisory Committee

r,mctions and attends trainine sessions, and the Food and Nut.ri ti on Conl1cil

meets occasiODe'llly. 'tlhile the Office's bureaucrat,ic situa.tion j'tli~ht be

improved, as fluC"c;estlO'd in the 1977 Parlato evaluation, FNCO's location

in the Pri~e Minister's Office seems to SP.t it a hearing almost p-veryvrhere.

It is not ahlays 11stened to, a far mare difficult step, but the inst:i tu-

tional renuisi tes for that no',J' exist..

The AnmlRl Plannin~ Mc('tin~s, re'"':ular meetinr;s with ministry repre-

sentatives, and tl:e continued buildin~ of an inforrnal neblork ~2n, with

.s~r\,,)priatc pclj tical snpport, prodnce i m~ortant imn:3c t 01') n1:trition-

rela ted. dec 1siuns. Nutri t.; on is movin'; into the Li'>sotho dev,:=;lopment

,.
' ..
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picture ahout as effectively a~ :1.t is anvwhere in the Horldl F~CO has

~ot done this alon8, ;:;~ t.he historical record illustrate:'!, but it has

certainly infl'lcmced current

decision-makers ."

?rogress in the classical step of "sensitizing

~ .

GaL financial support, totallinp; about fi 1;,000 for Harch,' 1978 through

February, 1979, is modest, but bureaucratic int,l~rest. remains hi.sh. 'FNCO

has renuested funding for five more national staff durin~ the fiscal year

beginning in March, 1979, ~nd favorable GaL response to this would be a

strong indication of sunpo:z:ot. If staff do~s not increase but Government

continues good Dolitical support of FNCO, this would still be an acceptable

sign to be considered by USAID.

The literature on institution-buildine emphasizes ~inkage3 with other

groups and insti tuticns of the social s:rstem. FNCO has established many

such connections, likely to be durable, favorable for sunrival. Press

covera;;e and universi ty relations are good, World Bank ano. m'l~TA have

'-nvHed FNCO to coordinate projects, various ministries and a~~el1cies

accept assist.ance, and nutriUon l-:ill receive more attention in the n~xt

five-year plan. FNCO stuciies and &13::embled information are shared. with

donors and others. FNCO makes and follows orderly work plans, incorporat.in~

linka~es throughout private and governMental sectors.

Coordjnating a~encies are tenpt8d inevitably to execute act.ivities

themselves and F~~CO is no exception. It 1~ often easier to do it yourself

than to p"rsuade and monitor others. The FileO coordinating role j.m"1] ies

that the Office may ?arel!l ou t m()nE'~t tC' c+.hpr a!Se"c ies In acccrdance wi ttl

a col13,b')r?,tivp. Dla~1 " orchcstratedll b;,r it. The ro18 t;honld not be construed

to encouraGe FNCO.'im?lementation, since a main purpo~c of co')rdiEation is

.:

to :'1 trorl:;theI! ot~.er a~c!'lei~s., Horldwide 0xperiencfl su~ryests that min~stries
;, > '

I
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and a~encies expected to carry out natbnCl.l pro~rilms later resent bein~

handed monel "pilot projectc,11 no matter hO"T imnressive, done by others •.

It will be harder for FNGO to do the InWPA Better Family Livin~ Project

and the World Bank urban nnt.rit.ion ~()!'Iponent throll~h others, but better than

doing the work independently. Both of these projects Rre outstanding chances

for effective coordination and the donor offers to FNCO i11ustrat? the

Office's stAtus and progress.

Institutionalization of nutrition p1ann~nb will be far from finished

by Feb~uary, 1980. The national stafr, vulnerable to transfer within the

hard-pressed civil service system, has much to learn if they are .allowed

to stay. Any new staff will be novices at the work. PAlts manaeement and

planning approaches, thollo.;h Hell received, are not yet part of FNCO or

participating ministry procedures. Most irn,ortant, a1thou~h a planning

process has been introduced, substantive output is still rudimentary.

If AID is serious about nutrition in Lesotho, it should settle down for

the long pull. Whether PAl or others provide the hp,lp, it wi.11 be useful

for years to come.

Continuation of PAl depends not only on the Grantee's tpchnica1

performance, which thi.s Report aRsesses favorably. It also depends on

A!D judgments about PAT compatibility, gt~r1e, and management, di.~~ussed

in the next chanter. An outside evaluator, ~spccia11y nne from another PVO,

cannot rlecide and. should not recommend for AID. t. buyer may like the product

b11t prefer anothi>r fleller for many reasons, most of which are beyond the sccp~~

of the Evaluation.

,.
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III. Pro:ect Hana~ement, Grc>ntee Relations, and Finances

This modest Project (less than fi 150,000 fundin~ annually) has

consUlllp.d more Hission (including OOARAC), AID/~l, and PAl mana~ement

time than most projects ten times the size. The files are a study in

bickering, pettiness, lost tempers, and poor management on all sides.

The unfortunate coincidences of pre-project friendships of forMer Project

Director Thorne and MiRsion staff, and successor Learmonth with AID/W

Desk Officer Wrin, aegravaten the situation. PAI Executive Director

Patterson's reliance on the subtle differences between contract and grant

to justify near-hostile attitudes to the USAID, for whom these differences

wer~ lar~~ly irrelevant, also contributed to the rancor.

Clearine the air, essential for contiwled Grant progress, requires

forgetting bygones, calming down, and makin~ some efforts to empathize.

The Project is a modest but useful one, the AID requirements are reasonable

and not worth trying to avoid, and the Gover~~ent of Lesotho is occasionally

demanding but eenerally oblj~ing, within severe constraints. The GAO Audit,

though ~erhaps a little alarmist, picked up ~enuine issues and served a

Hseful role. PAT's Headquarters in New York has been LIttle help, but now

seems better prepared and willing to work together.

Differences between contr2ct~ and ~rants are important in relation to

autonOilY of those perrormin~ serv-ices. AID buys soecific products or services

from a contractor. A grantee makes a more !?;eneral commitment. This affects

11 Mi5s:ion'~ role as supervisor or monttor of activities, but in both cases

i:here is ? certain \mavoidable miniml1T'l. 1'he GAO Audit, for exarrl;11e, indicates

a clear c:x?ectatior that field missions are expected to follow oro's closely,

includin~ t.hose c;or.J.~inating in Hashington. Althou~h the Grants ar.c 1.ntend,~ct

to take advantn;:e of PVO flex i_Q1.1ity, grasR roots c,cntacts, and relative

I
>.
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independence of Goverl1Jllent, they are not unrestricted I",'Hts. ATD/.-1, as

PAIls Grantor, and AID/Lesotho, a~ grantor presence in the COlmtry of

work, had monitorinp; resnonsibHities that PAl should have known.

More important than the le~alities and formalities are the ~ive-and-

take of work overseas. 'Ilhether contractor or grantee, U.S. or~e.ni~ations

receiving AID money are 11 in the s~13tem." Hith somp- forebearance and con-

si.deratic:l from both sides, AID can be satisfied without thrp.Ht to the

integrity or autonomy of non..,\ID organizations.

The whole process works better when AID signals are uniform and clear.

Thoueh fAr from faultless, PAl h!l.s been caught i~ a three-Hay cross-fire

amon~ AID/Il, AID/t and OSARAC (the RHDO) that should be eliminated.

Clearer guidance from a h;gher level of AID on monitoring of om's would

also help.

PAl could avoid a lot of tu~oil by co~~unicatine more with AID.

Understandably gun-shy, Learmonth has rrinimizPd contacts with the Mission.

~ one-page monthly report, for exa~~l~, with early clearance of all proposed

travel and unusual activities or expenditures, with an out~oing effort to

inform ATD personally, will take little time and avoid snrprises without

harm to PAT. Copying the Lesotho Desk and the Rh1)O will avoid difficulties

from poor intra-AID coml'l1lnicat.ion.

The PAT Project Director needs to be iiwolved with the ~ission and

vice versa, re~ardless of' funding, if cnly becau::;e the links bet,ween Tlutrition

:tnd other AID-supported B~tivities require it. The Nutrition Project relat.As

to a broader A:r:D strateFn' and, in turn; '"That A11) does impin~es :Jramati~al1y

0:1 n11tri U.on in Lc~~otho.

There will continue to he differences "t)etl"~en AID anr:l PAI, but with

0>.'.;" . - .•,;,~~,,~.:~<
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bett~r t.han aftflr Thorne'~ resi~n::ttion Rnd can easily improve.

Cahle oh0612 reoueAts appraisal of IIProject manR~ement, ~taffin~ and

coordination, including ••••• project staff, relations ••••••••• and nOL." The

record speaks for itself. Thp. Thorne resignation w~s handled poorly, interim

?roject direction was inadequate, and the Government of Lesotho was annoyed.

USAID/Lesotho remains eloquent on the subject. Fortunately, the hiatus in

Project direction waA not critjcal, Learmonth's ~~rforma~cp. is excellent

des;:,ite hjs poor paper qualifications and messy selection, and the 'Jovernment

now seems more content. ?Al and AID have eMerged with far ~ore than either

deserved or informed observers would have prerlicted.

The GAO criticism of PAT performance, thoul:,h partially true, is

outdated. To penalize now, when tA'1e damage has been corrected, '-iCluld only

kill off a proll1isin~ activity. AID has until Fflbruary, I?KO to decide

whether the current improved situation is permanent. Negotiations should

beein immediately for extension of the Project and, unless new problems

develop, PAl Ahould have first opportunity to propose.

PAT states, thow:;h formal request has not vet been detailed to AID,

that it neRds $ 50,000 more to car17 on the Project until FebruAry, 1980.

The differences he~,eencontract ~n1 gr::tnt may be relevant h~re, si::ce a

contrar.tor could more e.<>,sily b~ hr>ld to cOl"),letion. Failure to fllnrl PJ,I

,.;ill end the Project or, at least,c;uarantl"e another rlama~inp. intprval.

;'he Grantee has so!"e strong eX0lainin;:,: ann .1l!stif:rin:; to do.

3r'<:tntees inevi tflbly O'Terp.stirAte thp. P3se of keeninr; staff in the fi e10

:000 PAT ~flll l!!to thp. trap. It 1.S, however, a low-cost r;r;:<ntee and t~le over-rUT'.

L..
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results from undeleslirntion and leanness as much as from the stormy history

with related lonR; cables and dubious trips.

PAT sUC:/jests that future funQ.in~ contjnllp. to be from AID/,'!. Pcttp.rson

and Lear~onth think that rundin~ from AID/Lesotho would appear as excessive

us Government involvement and reduce advantal?:es from using the PVO mechn.nism.

This seems reasonable, provided everybody understands that the Mission

and the RHDO will still be heavily concerned '<lith monitoring.

: ~,;. . -. :..... , . ' ,~.~ ,~ ......-....... ,- ....~
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IV. The Government of Lesotho and the Project.

The Government of Lesotho i~ more ~trict ...lith donors than,

for exa~ple, Latin AmericQn govern~ents. The PAT Project Director is

~xpected to conduct himself as a member of the Civil Service assigned

to ¥NCO. The Director of VNCO, despite her generally favorable attitude

toward Learmcnth, does not hesitate, for examnle, to express her misgivings

about the PAl vehicle not being treated entirely as Government transport,

about a PAl trip to Ne~ York not serving FN~O ends as she sees them, or

about PA! failure to discuss and ex,lainall financial matters clearly.

This is healthy and the way technical assistance should be mana~ed

by receiving countries, but few ~over~ents have the nerve to do it and

few grantees will take it for lon~ without reacting. PAl is, so far,

keepin~ out of sp.rious trol~ble since the Thorne resignation turlr,011.

Constant attention is reouired to keep new problems from destroying

hard-won relationships.

Higher levels of Government, includin~ Permanent and Principal

Secretaries, are not as close to the Project as Ms. Phafane, ~lt take

stmilar stron~ pO!'iitions. Their unwillingness to aHOtf the Survey

Report to be released, for 8xamnle, reflf?cts an independence enconntered

infrequently :!n other countries. 1rlhen they endorse the Nutrition Project,

as the;" have by word and conduct, their attitudes sugc;est tha.t tte;' are

doine more than keepin~ 3. donor haT"PY, t,he common (~xplanation of many

AID disBrnoj ntments.

Wj thin the Governmcnt~atti t'.Hies vary t.O',rard FNCO. Th~~ Food f.~ana~ement

Unit, for l'xar.1:Jle: 1-:Hnts "someth'n.; r:ract1cal" in the for:r. of eV2.1uation

~,cl? and sees ~NCO as still I1nclear in ~ptl'o~is rtnd r:esired O"tCC~f,S. The

..""~:~. -'" ">~'~":;:': :;:::;.: .~:- .~~:. -: ;r:;·· .. : .: " .. :·~:·'·-:;7::;.~::· .~ .
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Ministry of Agricl1lture kppps apnointments and supnljes requRsted information,

with nroddin~, but is not yet a f\lll supporter of FNCO. The Coordination

Office has wise1:,. refrai ned from pu1l5 n~ rank or mobilizjn~ ~olitical power

to press a~encies, so the hostility to nutrition coordinators ~nd lost

battles so corr~on elsewhere are still absent in Lesotho.

FNCO is at the critical point where it must demonstrate that it can

be useful to individual ministries and that it brings to national develop-

ment something previously lacking. The annual planning conferences offer

a good opportunity to show FNCO wares and skills, but also involve major

risk to credibility if not handlen Hell. Partici"Jants int~r,riewed '!C've

mixed marks to previous conferences and seem vaf;ue about what they will

get out o~ the one startinf; on March 26.

Agencies also express qualms about the volume of" information req'lested

by'F'NCO, a cOr.',,"Tlon comDlatnt in most countr:ies sta!'ting nutrition planning.

The FNCO needs to intp~r~te infor~ation needs with existing systems of .

responding c.;encies, helpin~ t.hem to or£;anize data collection so that

FNCO requests do nct invol'/e more work.

Within FNCO, relationships illustrate the best aspects of techn~cal

assistance. The PAT Director, two sRnsitive part-time consultants, and the

two dedicated national ~rofe5sionals form a teanl ;n which frank and

productive i.ntp.rchange is common, feeLin~s and tensions are rnRnaf;ed Hell,

and ~eoole move easily from discussion to ctecision and action. Their

rr.eetinp,s shr-,w how edvi~ers should fit into a n3. tional Group. Tr.ey ,<rill need

all their ~hared skills ~nd mutual r0info~ement to cope with the problems

and f!'ustrat1cn3 of b~co"'';nr a r.erlO1ls part of developMent :In Lp-sctho,

tut t~er are off to a promisinG start •

t
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It 1s not too early for AID and PAl to be~in workinG on nxtcnsion

of the Project and the Grant. f.xperiencr. with th~ fTovprnrr.ent of Le:"iotho

suc.:gests that e.ll.rly introduction of the sllhject ~·ril1 contribute to

more timely decisions. Thi s is also true in Am, where delay~ in

processing have hindered past cor.tinuity of the Grant. A meetin~

of Ms. Phafane, Learmonth, and a~propria te USA ID partic ipants would

serve to establish the context and identify open issues. Dnring the

worst days, the Government did not indicate serious unhappiness with

PAl and it is probably appropriate for PAl Headquarters to participate

in the formalities of sounding out GOL nesire for continued help in

nutrition and, specifically, for help from PAl. These politically

sensitive matters are beyond comnetence of a brief evaluation, but

the need fer attention to them should be notpn.

The PVO mechanism seems partiClllarly appropriate to Lesotho,

where Government is especially sensitive to outside interference

or the appearance of it. USAID may receive little direct credit,

but should he content with the findings of this evaluation that

the Grant has pro'nded welcome ~nd useful support to a GOL initiative

and is contributing to institutional i.7,ation of strnctures and approaches

that will influence national de ITelo!1T'lent favorahly, from the

perspectives of hoth the Unitf'd States and Lesotho •

.:...
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v. The S~vey ~ess

The sad fate of the Lesotho National Nutrition Survey illustrates

once a~ain th"! perils of II outsideil research. UCLA, under auspices of

Am's Nutrition Office (now DSB!N), sllocrvised field work in June, 1976

for the Survey, planned as an imnortant tool for the concurrent AID

Nutrition Project. PAT kr.I'!W of it, saw the value, but had no responsibHity

and little participation in it.

To an outside observer nearly three years later, the Survey history

presents a tragic story of' misunderstRndine;s, emotional reactions, and

developmental ineptness. The Survey results have been used rarely, the

Report has yet to receive Govern.'nent approval, and !TlP.re mention of the

Survey generates sneers in many quarters at this late date.

UCLA did not do a bad tAchnical job. Reading the Report, R list

of objections presented on behalf of GOL, and the responses cabled back

through AID hy UCLA, one is struck by the harsh tonl'> of the cr·i-ticisms

and t,he branding as II condescendingll of UCL.A.'" !7,enerally reasonable reDl ies.,

It is obvious that the exchan~es mask feelings that go far beyond concerr!

for scientific accuracy.

The likely eX'11anation is UCLA's failure to make the Survey trnly

GOL propoerty. The Government never II bO\l~ht i.n" and UCLA C\.~parently failf.~d

to realize tt. Had nationals and oth~r critic:; b~,~n dealt ..lith contj.T~UO\ltllS"

and FoS equahl, the:, would not HOW still be }a.rn",nt~l1g UCLA.' s adi'litt.ed

5ub3tituting of a few accessi.ble si tes for some impossible to reach, its

use of forei~r. re!"erence :>tandards, <11d other rr.;J.e'lant, but not criticaal,

"poInts ..

Even if all the Ba:;o't-ho and expatriat.r.> criti·::s are ):i~ht, the Sl:.rvey

is Btill a useful, quick, lou-cost~ A5Hess~ent of national nutrition status and

", :-"
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the best ~vailable. The critics seek a reliability that, while desirable,

is not indispensable to the kind of decisions that the Survey was intended

to facilitate. Baseline data colle~tion for specific projects would soon

identify lack of represp-ntativity, but the Survey could be a good first

approach.

The IIrecol7lll1endationsll requested by GOL and some critics could not

flow from a survey limited to nutrition status. UCLA should have made

clear that more exploration of causal factors would be needed and that

recommendations could evolve from analysis of Survey results tcgether~

the FNCO studies and other available information.'

Learmonth, whose excellent survey background led him too readily

jnto identifying the Survey's weaknesses, wrote to UCLA in December and

visited DSB/N in early March, seekin~ to salvage the Survey RODort. Ms.

Phafane, who missed a month at. UClA because of illness, is perplexed but

not hostile. Had she bep-n Rble to make the visit, things mir:ht have been

different.

With UCLA staff dispersed or discredited, the OPst solution would be

for DSB/N to collect tapes, forms, and all other raw material of the S,~ey

and ship them to FNCO without co~~ent. Learmonth plans to do validity

tests and otherwise satisfy himself and others enough to make good use of

~ost of the information. He might as well be given the chance, since the

alternative is for the Survey to remain a useless monument to ~ood intentions.

The Survey is the keystone for identification of nutrition goals and for

icpntifyi.ng res~rch priorities. FNr;o coordination of research on causal

fact.ors and deepe~lin~ of knowledge about nutrition status r.i1.n ~tart from

the Survey data.

I·
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VI. Trrtin1.nr: anri thp- Planninr: Conference

The GAO Auctit critici~ed aller,ed PAT t,rainin~ deficiencies in

isolation from interrelated aspects of Grantee p~rformance. As far as it

goes, this part of the Audit is correct. PAT is far short of the ambitious

traininr, tarlY,ets related to "the level of self-sufficiency" that appear in

the Propos~l. TI~CO has two Basotho professional staff to date, not the more

than 20 contemnlated in the Proposal. If PAl eave them much more formal

trainin~, the Office would ~et little work done. Learmonth and thp. consul-

tants link training inextricably with their daily contacts~mon~ nationals,

have done some formaltrainlng of Advisory Group members, and Hill nse the

coming Plannim; Meeting for trainin~ purposes.

The Audit doesn't say how PAl should have obtained counterparts to

train. The trainin~ deficiencies flowed inevitably from GaL delay in

or~anizin~ and staffing FNCO. PAl mi~ht have arran~ed so~e formal training

for representatives of the ministries, while waiting, but the interven;!'I~

tUI~oil and Project Director gap preventeo that.

Patterson and Learmonth underestimate the difficulties of institutiona-

lizll1g their nutrition planning process and substantive appro~ches among

nutrition-related agencies. They seem to think an Annual Planninr:; Keeting

and regular work enco~nters suffice to disse~inate the common language.

Interviews with those in~olved confirm that more is needed. A few formal

training sessions wo~ld ~pc~d and facilitate the introduction process,

red11cir.f'; a~ency rlefensiveness and buildine skills needed to make regular

encounters more productive. ~s. Phafane and her deputy ack~owledge need

for more traininG in the PAl approach, so it is not surprising to find others

equally insect:re"

"

i
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USATI) should make special efforts to get tey ncople from o1ltside. -
!:!l£Q to AID-sponsored Bnd other trainin~ in nutrition planni.ng. FNCO

can identify aporopriate candidates. If IT.ore peonle understand what FNCO

is talking about, natiO~3l nutrition planning will be more effective sooner.

If the PAr Proposal is taken at face value, the Grantee has fallen

far short of goals in training and other aspects of performance$ If it

is viewed as the outline of a process, PAr looks better. '!.'he process

is under....ay flnd, though slower than planned, is now proceeding reasonably

well. If and when GOL furnishes more starf, PAr will train the~ ~ell,

but it does not control the sit~ation.

Much difficulty with the Grant, incbding the trainiN~ critique,

arises from AID acceptance of PAl representations about likely GOL

actions as fact. The Grantee was too optifllistic, not.unusual amcng

dedicated PVO' s with good ideas. AID should, by now, recognize that project

proposals incorporate a lot of h();>e~, dreams, and ·.dshful th5nkinr;. If

they still look ~ood, after arypropriate disc~nt~~, approval -.-;ill bring

less d:tsillusionment. Banks understand th's principle clearly. The PAJ

Grant is nO'\ll about where realistic appraisal of the initial sit.uation

\olould have predicted. AID has not received '.mat it expected, hut it has

not been taken advantage of either.

PAP 5 vision of the coordination and pl anning processes r8mains

intact. The Second Almual Plrlnninc: Conf.-:rence is schp.dulp.d for 1'1a.rch ~~6.

Publicity is r;ood, Flore than 100 i~1V1 tations n.re out and beinG accepted,

and the ngend<l. follows the PAI collaboraUve model, with phased !l!Qver:e.nt.

from global stratf'8ies to detailed pY'oject planning. FNCO net~ds to mi:lke the

meetin~ more practical, by resnocdi~G to 3gency interests, if intervi~w

COJ:'~f'nts are !:eeJed.

I
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PAT and FNCO assistance is still priMarily in nlannln~ nnd nroject

design techn:1.ques, not in substantive plannjn~ for achievement of

specific mltrition ~oals. The i~entification of causal factors

affecting malnutrition (called "problems") led to ministry selections

of priority project areas durin,,; the prev10us Planning Conference, but

it is not clear that the assembly of nrojects, however useful individually,

will reduce malnutrition. It is politically difficult to get the project

modifications and linkages needed to assure nutrition impact, but FNCO

should have a clearer substantive framework for guidance.

It is not enough to identify projects in production, distribution,

consulJmtion, and utilization. Nutrition pa:anning requires soal-centered

choices based on analysis of causes in relation to specific goals and

expected project consequences. There are good 'r~aso~s Why PAl has not

moved more in this direction, constraints of current activities and

defensiveness of agencies for exam'lIe , but if FNCO is to be fl first

among equals" in nutrition plannin~, it needs a more concrete framewor)<

for choosing amon~ projects. Some participants in the planning cOr'.ferences

complain that FNCO is "too much in the air ll or "trying to do everything."

These criticisms will diminish when discussion of projects emphasizes

their relationship to specific r'lUantified nutrition eoa1s.

I,.
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VII. The Future

Nutri ticn i:; not a hi ~h priority in Lc~otho. The country's limited

resources and heavy dependence on South Africa make nutrition problems

only sli~htly susceptible to the incidental interventions the nutrition

planners can forge. Nevertheless, the Counci.l and FNCO can make an

increas1_ng contribution to developJ"Jent in Lesotho, tiltin~ it toward

favorable nutrit-ion consequences, preventirJ'; dama~e from "non-nutrition"

activities, and improvin~ the micro-ap?lication of reso~rces within

the broad nutrition context flowing from the r,eneral develonment pattern.

A logical progI"ession from the current emphasis on "better projects"

is an effort to focus nutrition-related interventions on rnaJnourished

groups and areas. This is still coordination rather than im/Osition or

joint plannin~. The sharper focus increases likelihood that, for example,

efforts to increase food production will actually benefit the malnourished

and water systems will go where they are most likely to reduce malnutrition.

This is the Philipoine model, a useful compromise for the coordinating

aeency that does not yet have the resources, p~~er, and persuasiveness

to induce joj:1t ,lannin~ for shared goals.

A related direction involves closer relc:.tions between ':"NCO and FMU,

the Food Management Unit responsible for-logistics and mana~ement of

donated food. With close to ten per cent of national food sup?ly coming

from thi!'l source, and the hi;;;hcst PL L80 per capita contribution in

Africa, it is orobable that targetten c.istribution of supplementary food

could virtually eliminate child n:alnutrit:ion in Lesotho. If FNCO can

influence FMU pat-terns of d:istribution, rations, and related a.spects of

feeciin'j projects, th~ theoretical possibility could be approached.

Food productin;'j r1nn.ning then b>?cO!:-tes design of the eventual replacen'l':mt

..:.. :~:~~;.~. ~::':-' ··:·~:::~:1~~::::··
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of donated food with local production. ColOMbia and Peru have had some

success with this approach.

FNCO nlso needs to i~?rove go~l-cp.nterert regional ~nd community

nutri.t"i~m plannin~. Instead of talkin~ ahout II food self-sufficiency"

or II rehabilitation ce:J.ters," it should be l)lannim; use of these and

other tools to free specific areas or cClT'.mnnities of particular r..anifes-

tations of malnutriti.on. Nutr:it 4 vn planninr; in Lesotho, thoush far ahead

of many countries, still looks too often like the traditional Ilbu.'1.dle

of interventions" that is assmned to do some ~ood. The excellent planning

process ';-1ould ha·.re more iTT'Pact if accompanied ~y more clarity ab~ut

F,oals and the relation of nrojects to them.

FNGO needs to work more on Il nu tritional review," the assessment of

nutrition conseouences flowing from activities undertaken for ether

purposes. The Office recognizes this need and will t.ry to i.nelude among

new staff the skills to improve capability in review. It should draw on

World Bank, DSB/N of AID, and oth~r sources to take advantage of new

analytical te~hniques developi.nG rapidly in this field.

Nutrition -p1.a.nninc: has a lon~ way to go in Lesotho. If FNCO does

not ~re..' in credi'::Jili.t;'{ ann influence, or drowns participating agency

representa tives in paperwork and 'lncomnrehended directions, the entire

Nutrition Project and PAr GrRnt would fade away. Thp. structure is still

fragile) but it ex:ists a.nd deser':es encO~lra~p.ment. USAID can do as much

by arranginf, FNCO revip.w of oth2r ATD-sup-:lorted activit.ies, pyd ch~nnelling

money .!:r:rou~ FNCO for distribt:tion nr~d coordin'l.tion, as it car, b;:,r dirf;~t.

sut)pert of the Ot1fice. FNCO ;.rill need some modest su-oport and technical

help beyond 1950. If the Drr~ ~8n~. DrC'r:I:i. 81 fi·~ pict'.lr€' contj.nu.e s J fl1t!.Jxe

1nvpst,""C'nt wi.11 :":eld att::"~ct~30·returns. At t.he) very Is?st, ?NCO inf1.uen~e

: ..,:: -::. . ; ,,:: ':.'
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r"jovernJl1~Tlt of Lesotho

Mr. J. Mosholu~u- Deputv Senior Princinal Secretary
Mr. Michael Nalton - Chief Planning Development Officer
Mr. D.J.A. Bri~~s- Executive Director, Food Mana~ement Unit
Mr. Pet~r Khadia- De!Juty, Food Manaeement Unit
Ms. Seipobi - H8alth Planninr, Unit
Ms. Borotho - H~alth ?lanning Unit
t-ls. Jonathan- Home Economics, Dept. of A~ric'Jltll!'e

Xs. Mp~ta - Home Economics
Ms. Jamoholi -Home Econo~ics

~~. ·Hurst -~inistry of Rural Development
Ms. Willin.ns - P.ural Development
r-15. P. Makhaba- Mini.stry of :':ducat.jon
Mr. D. Mosebo - Ministry of Agriculture

Food and Nutrition Coordination Office (FNCO)

Ms. C. Phafane - Executive Director
Mr. C.S. Chobokoane - Deputy

. Agency for International Developnent

Frank Ca~pbell - Mi~~ion Director
John Fi~leira - Officer
ConniA Collins - Rc~ional Health Development Officer
Rob Wrin - LAsOtho Desk
Al HardinG - Project Officer
Arthur Braunstein - Africa ~';utrition Advieer

?lannin~ Assistance, Inc. (oAT)

Charles ?atterson - ~xecutive Pirector
Dcl!'qhan Gedh'l - Associate Manar-er
Bob Lear-month - Project Director
Chris Thorne (by nhone) - ex-?rojp.ct Director
James Anderson - Consultant
Karen 'di It.:in - Consnltant

~r. T-{u3sei n Rahman - ',-[orld Food Program
Hr. Dennis 0 1 Brien - D:lrector, (~.:ltholic Relier Services
Ms. Rhc~da Sarnoff - Catholic Relief Services

The field visit also included interviews with stafr of ~I,inistry of
Health Clinic C~ Airport Road, ~~s~ru.
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