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GLOSSARY OF TERMS

AID: Agency for International Development (entire agency. especially
Washington Headquarters)

Ii Asentamiento/asentado: Land reform settlement/settler

Batey: Housing area for workers on sugar plantations.
CEA: Consejo Estatal de Azucar - State Sugar Council

CSM: Corn-soya milk

Cibao: North-central region of the Dominican Republic

Convite: Traditional system of voluntary shared farm labor in return for food

FFW: Food for Work

lAD: Instituto "grario Dominicano - Dominican Agrarian Institute

IAF: Interamerican Foundation

INAPA: Instituto Nacional de Agua Potable - National Potable Water Institute

MCH: Maternal-child health

OCF: Other Child Feeding

OPG: Operational Program Grant

PVO: Private Voluntary Agency

SBS: Servicio BAsico de Salud - Basic Health Service

"SESPAS: Secretaria de Salud P6blica y Asistencia Social - Secretariat of
Public Health and Social Assistance

USAID: Field Offices of AID - in this case. USAID/Dominican Republic

WSB: Wheat-soya blend
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EXECUTIVE SUMMARY

Purpose and Method

The main purpose of this two-phased consultancy was to stimulate self-assess
ment of the Title II program by CARE, Catholic Relief Services and its counterpart
Caritas Dominicana, and Church World Service's counterpart Social Service of
Dominican Churches, and to develop with them a process for improving the major
components, maternal-child health and food for work.

The method in Phase I (June-July, 1982) was to involve representatives of the
PVOs, USAID, and GODR agenci es as eva 1uators. Semi -structured workshops were
held to develop issues and information collection guides. Interagency teams
went to the field and visited 48 projects. Conclusions and plans for action
were developed collectively, and a joint replanning effort was designed. A
draft report on Phase I was delivered in English and Spanish in September.
Phase II (December, 1982) focused on workshops to set standards and objectives
for each agency's three-year plan (1984-1986) and operational plan for FY 1984,
to chart specific PlanningfJctivities and technical assistance required to
produce those plans by Apri 1984, and to discuss with USAID/DR the kind of
support which the Mission ca provide.

The Title II Program

FY 1983 plans called for reaching 229,000 beneficiaries with nine million
kilograms of donated food valued at $2.9 million. CARE operates with government
agencies in maternal-child health, and small programs in pre-school feeding and
institutional feeding. Caritas, with food received through CRS, has extensive
MCH and food for work programs. Social Service of Dominican Churches (SSIO),
through CWS, has a small program by comparison with the others, focused on MCH
and food for work. All three agencies have operated in the Dominican Republic
since 1962, evolving from their original roles as relief agencies to increasing
involvement in development programs, many of which do not use Title II as a
principal resource.

Conclusions and Suggestions

MCH/Nutrition

The expanded evaluation team concluded that the MCH component of the program
would benefit by improved targeting on identified areas and groups experiencing
or at risk of malnutrition. The variety of recuperation/education models, some
of them quite effective, deserve further study in order to identify a combined
model of increased effectiveness. MCH feeding centers, most of them dispensing
dry rations, can be made more effective by a series of steps, including merging
some with health centers, increasing educational activities, and linking them to
local food production. Caritas' Applied Nutrition Education Program, which does
not use Title II food, is a potential alternative model to replace at least some
of the existing PL 480 centers. In all aspects of this component of the program
there is a need to improve selection criteria, surveillance and monitoring, and
information systems to permit program adjustments and impact evaluation. Closer
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collaboration with the Secretariat of Health's nutrition program is considered
essential. There needs to be more sharing of experiences among agencies about
their pilot projects, both those using and those not using Title II, and document
ation of the outcomes when Title II food is phased out, or one approach is changed
for another.

Rural Development/Food for Work

SSID and Caritas have placed major emphasis on the goal of developing self
sustaining, problem-solving organizations, using FFW as a major resource. One
result has been a growing network of farmers' associations, mothers' clubs, and
community development groups. Thi s network provi des the bas is for extendi ng
many kinds of publ ic and private-sector development programs to the community
level. In addition, production of both basic foods and commercial crops has been
increased, rural infrastructure has been created or repai red, and a host of non
formal educational activities have taken place. The food itself has provided
nutritional supplements needed periodically in drought-prone areas or during
certain seasons in the farming cycle.

Here, as in the MCH component, there is potential for improvement. Feeder
roads projects are in need of technical and material inputs. Agricultural pro
duction could be more actively focused on producing basic nutritious foods.
Construction projects (housing, potable water) could be more efficiently carried
out if PVO staff skills were enhanced. Soil conservation, a major need in the
Dominican Republic, could be promoted through basic skills and education with
farmers' groups working hillside plots. Community promotion activities need to
be focused on development rather than relief.

More broadly, we discussed some of the underlying issues in using food as a
resource in rural development. It was agreed that given the increased capacity
of the Dominican government to reach the rural poor with development resources,
and the PVOs' own evo1ut i on toward development work, the PVOs need to reassess
their role. This might involve more cooperation with government in sharing the
results of innovative projects or ways of working with communities, perhaps doing
this under formal but flexible interagency agreements. The PVOs' intent to focus
on marginal groups needs to be more carefully planned, again in collaboration
with government, so as to reduce duplication or conflict. Caritas, in particular,
might strive to give preference to a smaller number of types of projects, devel
oping special capacity in a few widely needed areas, such as water supply or
basic food production. In their targeting of FFW, PVOs could identify and classi
fy communities according to a profile or set of indicators. For those groups
which have reached a higher level of economic improvement and organizational
effectiveness, the PVOs would work to reduce such groups' dependence on food as
a supporting resource, and assist them in mObiliZing~redit, materials, and
technical assistance. Poorer communities would receiv a different treatment,
perhaps a simpler food package, and PVO help in doing ess complex projects of
general benefit, with emphasis on training and organization of these groups to
take on more complex tasks.

The issue of equity in providing food and in the distribution of project
benefits was ,highlighted as a means of avoiding divisiveness among and within.
communities. The difference in FFW rations provided by SSID and Caritas needs to
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be adjusted (reduced or eliminated). In agricultural work crews, care must be
taken to assure that many 1and1 ess workers are not provi di ng food-compensated
labor for a few landed farmers. The PVOs should build upon and extend the skills
among some of their staff members in designing and carrying out projects with the
1and-poor.

It was agreed that changes such as the above will have important implications
for the training of PVO staffs in such areas as project/project management, com
munity organization focused on the landless, and technical fields like agricul
ture, soil conservation, road drainage and repai r, and construction management.
Finally, the PVOs concurred with the need to intensify their search for resources
(funds, equipment, technical assistance) to complement Title II food. This in
turn would require public awareness of their activities and accomplishments, as
well as efforts to improve internal management, monitoring, and evaluation, thus
making them more able to attract funds from a variety of sources.

Action for Replanning

At the conclusion of Phase I, each PVO prepared its own general plan of action
for replanning its program in light of the conclusions of the evaluation workshops.
Building on this, the Phase II workshops prepared a joint set of criteria for
change, and an activity plan for the December - April period when 3-year plans
will be developed.

The agreed characteristics of a changed program are:

1. linkage of food for work with nutrition programs;
2. linkage of the "other programs" of the PVOs with their Title II activi-

ties;
3. Focus on increasing family incomes;
4. Reducing the number of projects which don't payoff with ones that do;
5. Directed toward available resources (priorities and programs of govern-

ment, AID, and other sources);
6. Do fewer things and do them better;
7. Focus on projects that can be terminated successfully; and
8. Innovative, being laboratories of development.

The major objectives of the planning exercise are:

1. Establish criteria for nutrition sub-programs (geographic areas, communi
ties, and beneficiaries) to improve the focus on needs and avoid or
eliminate duplication.

2. Clarify the situation with nutrition recuperation/education models in
order to adjust or reprogram them, and plan changes in the distribution
centers to achieve preventive objectives.

3. Unify the agencies' criteria for the use of Title II food in rural
development/FFW.

4. Plan to focus activities in crop/livestock production on the improvement
of the fami 1y food basket, applying basic soil conservation techniques
wherev~r necessary.

5. Formulate a plan for feeder roads and animal trails.
6. Formulate a plan for construction projects.
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Withi n th i s common framework, the essence of the agency-by-agency action
plans is as follows:

o CARE plans to (a) implement a program of improved superV1Slon and report
~for all of its Title II programs; (b) reorganize and expand the pre
school feeding program; (b) continue planning and action to phase 75% of
its Agrarian Reform and Sugar Council feeding centers over to SESPAS health
posts; (d) launch a pilot alternative feeding center model with a kitchen,
a garden, and a fishpond; (e) continue work-ing with the Sugar Council on
food production on selected plantations; and (f) collaborate more closely
with the other PVOs in Title II program matters.

o Caritas intends to (a) improve the educational and nutrition impact of its
MCH centers; (b) improve targeting of its program on the most needy; (c)
improve the internal communications and coordination of Caritas among its
different departments and with the dioceses; (d) provide additional tech
nical support and training to its field staff; (e) improve coordination
and cooperation with USAID, other PVOs, and government agencies, (f) work
to reduce dependency of community groups on Title II food; and (g) improve
internal reporting formats and systems to make them more useful.

o SSID's special interests are to (a) improve the quality of feeder road pro
jects through cooperation with USAID and Public Works; (b) take an active
role in soil conservation work, upgrading the skills of field staff in this
area; (c) tie into the SESPAS nutrition surveillance system, expanding the
number of SSID nutrition centers in accordance with SESPAS' guidance and
data (while phasing out of MCH dry distribution); and (d) work closely with
the other PVOs in establishing priority areas for using Title II resources.

Collaboration and the USAID Role

This report assesses the current state of interagency collaboration. It was
found that USAID, the PVOs, and the GODR (as well as the Peace Corps and a number
of private Dominican development associations) share many goals, though methods
of achieving them may differ. In the search for complementary activities, the
terms II coll aboration ll and 1I1inkage ll are preferable to lIintegration ll

• Integration
suggests more control than the PVOs find comfortable, whereas collaboration
suggests a more equal partnership. Linkage refers to internal complementarity
between the PVOs' Title II activities and their other programs.

The USAID Mission has an opportunity to work more closely with PVOs, support
ing their replanning efforts and new program directions in a number of areas where
they coincide with the Mission's strategy. This ranges from using influence and
leverage with the Dominican government, to more directly funding or technically
assisting specific PVO programs in nutrition and rural development, training and
education, natural resource and energy conservation, and the like.

At the conclusion of Phase II, the Mission had taken some initial steps to
follow up on the evaluation, largely through the Program Office (which handles
Title II), and the engineering office, which has a special interest in animal
trails and larger feeder roads. Mission executives agreed that the senior staff
team should study the outcomes of the evaluation and action plan for reshaping
the Title II program, and decide how they can support the planning and the longer
range program itself.
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I. I NTRODUCTI ON

A. Purpose of the Evaluation

From the outset, the approach to this evaluation was different from others
which have been conducted of Title II programs. Responding to initiatives of
USAID/DR and the PVOs in Santo Domingo, it was not intended to be an assessment
of the impact of programs using Title II food. Rather, the main purpose was to
stimul ate acti on to improve the program by the PVOs who manage the resource.
During Phase I (June-July, 1982), our three-man consulting team sought to induce
self-evaluation, rather than do an evaluation for the agencies. In Phase II
(December, 1982), following delivery of our team's report, a specific set of
activities was jointly identified, which would lead to a three-year plans to re
direct both the nutrition (MCH) and rural development (food for work) components
of the program. The three year pl ans are to be prepared duri ng the December,
1982 - April 1983 period.

B. Organization of the Report

This final report incorporates the outcomes of both the evaluation and·
prel i minary pl anni ng phases of the consultancy. Foll owi ng the i ntroducti on,
Section II discusses the two major components of the program, beginning with the
MCH/Nutrition portion. This and the rural development/FFW portion are described
and analyzed based on the workshop discussions held in Santo Domingo. The consul
ting team·s additional reflections are included as suggestions to guide the re
planning effort. This is followed in each subsection by a presentation of the
followup activities which the PVOs, with USAID support, intend to pursue during
the coming months.

Section III is an analysis of the potential for increased interagency
collaboration among the PVOs, USAID, the GODR, the Peace Corps, and private
Dominican development associations and foundations. The main focus is on the
continuing evolution of the PVOs from being relief agencies to being development
organizations, and on USAID's role and approach to increased integration (or
collaboration, as we prefer to call it) of its strategy with PL 480 Title II.

Section IV treats the consulting process which was used to achieve the
purposes of this effort. It briefly reviews how the work was carried out, offers ,d_.
a critique of the method, and summarizes recommendations for such evaluations in~
future which were offered in September to the evaluation office of the Bureau for~~\
Peace and Voluntary Assistance. ~

The extensive number of Annexes serve di fferent purposes. They show the
extent to whi ch contri but ions were made to thi s study by all of the concerned
agenci es who partici pated. Our i nformati on co11 ecti on and workshop gui des are
included for those with more than a passing interest in the methodology. Special
analyses by members of the consulting team are provided as they may benefit both
the replanning work in the Dominican Republic, and ongoing work of the Food for
Peace evaluation staff. The PVOs· and USAID's program descriptions are offered
for those desiring more detail about the program as it was operating at the time.
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C. Program Overview

1. The Implementing Agencies

The US PVOs responsible for carrying out the Title II program in the
Dominican Republic are CARE, Catholic Relief Services, and Church World
Service. CARE works directly with agencies of the Government of the
Dominican Republic, including the Secretariats of Health and Education,
the Dominican Agrarian Institute, and the State Sugar Council. CRS works
through Caritas Dominicana, the social action arm of the Dominican Catholic
Bishops. CWS's program is operated by the Social Service of Dominican
Churches (SSID). All three US PVOs have additional development activities
in addition to their Title II programs. Caritas and ssm also operate
projects with resources from multilateral donor agencies and funds from
Canada and European countries.

2. Title II Program Components

There are four components to the Title II effort in the Dominican
Republic: Maternal and Child Health (MCH), Food for Work (FFW), Pre-School
Feeding (PSF) and Other Child Feeding (OCF).

All the of the PVOs participate in the MCH component, which reaches
about 54 percent of the Title II beneficiaries for FY 1983. The MCH effort
seeks to combat malnutrition by providing supplemental food to young child
ren and pregnant or lactating mothers. This is done by a variety of means,
including nutrition education/recuperation centers aimed at treating the
identifiably malnourished, and distribution of dry or cooked rations to
mothers of families regarded as being at risk, in such areas as urban fringe
communities, land reform settlements, state-run sugar plantations, and iso
lated· rural communities subject to drought or other agricultural problems.

Caritas' and SSID's FFW activities account for 37 percent of the FY 1983
beneficiaries. CARE is not presently involved in FFW. The agencies use
FFW as stimulus to organize and train community groups, including farmers'
associations, mothers' clubs, and literacy groups. The groups engage in a
wide range of rural development activities, including crop production,
water supply, feeder road construction and maintenance, soil conservation,
self-help housing, and construction of community facilities.

The PSF and OCF components are operated by CARE, and account for 9 per
cent of the Title II beneficiaries. The pre-school feeding is provided in
pre-school centers for disadvantaged children. Other Child Feeding is car
ried out in pediatric and obstetrical wards of public hospitals, orphanages,
and special education centers. CARE is planning to divert a portion of its
PSF resources to support a new radio education project aimed at out-of-school
youth in the southwest.

3. Scope of the Program

CARE and CRS/Caritas operate their nutrition and rural development
programs nationwide. CWS/SSID has, since the late 1970s, concentrated its
program in the depressed southwest region and the northwest border area.
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FY 1983 plans called for reaching a total of 229,000 beneficiaries with 9
million kilograms of food valued at $2.9 million. At projected levels,
and based on prevailing estimates of the incidence of malnutrition in the
country, the MCH program can affect about 25% of the at-ri sk popul ati on.

4. Coverage of the Evaluation

During Phase I, two teams were sent to rural areas, one to the south
west, the other to the northwest. Smaller teams also visited sites in the
general area of Santo Domingo (central-south and east). A total of 48
project sites (see Tabl e 1 on the next page) were visited, as well as a
number of nutrition and rural development projects of special interest
which do not rely on Title II food.
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TABLE 1

TITLE II EVALUATION - DOMINICAN REPUBLIC

Project Sites Visited

11

Total

5

CARE

2

CARlTAs
Agency

4

SSID
Project Type

Feeding/Nutrition

Nutrition Ed. &
Recuperation Center

Me a1sat CostIl
Subtotal nutrition....................................................... 24

Others visited not using Title II Food: Plan Sierra, Women's Promotion, Fresh
milk distribution center (Sec. of Health), CARITAS nutrition education centers,
sugar plantation production unit.

*CEA - Consejo Estatal del Azucar (State Sugar Council)
lAD - Instituto Agrario Dominicano (Dominican Agrarian Institute)

5

8

3

1

10

2

48

2

2

1

1

1
24

5 CEA*
2 lAD

2

14

Not

Appl icable

3

1

5

2

1

2

2

1

20

4

3

1

1

1

14

.................................................

Pre-School

Water Supply

Irrigation

Ag. Production

Feeder Roads

Housing

Community promotion

Integrated Development

food Distribution
(d ry & cooked)

Soil Conservation

Community Development/Food for Work

School construction
Subtotal community level

Agency totals

Total Sites
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II. DESCRIPTION AND ANALYSIS OF PROGRAM COMPONENTS

A. Study of MCH/Nutrition

1. Organizing the Study - Defining the Issues

The principal outcome of the initial meetings with the PVOs was the
establishment of a working relationship which became a major strength in
the evaluation process of the following weeks. In addition, these initial
sessions provided baseline impressions on how the PVOs view their programs
-- the objectives, operations, strengths and weaknesses. The three agencies
were candid in their acknowledgement of past shortcomings and demonstrated
that they were already taking steps toward developing more effective pro
grams.

The objectives of the MCH programs as described by each of the agencies
emphasized different aspects of the same basic theme represented in the
following set of relationships: (a) achieve efficient distribution of the
Title II foods, which leads to (b) increased consumption of nutrients by
preschool children and pregnant and lactating mothers, which leads to (c)
reduced incidence and severity of malnutrition in that part of the population
resulting in (d) improved physical and mental development of preschool age
children. CARE seemed to give more emphasis to the food distribution (a)
while CWS/SSID and CRS/Caritas spoke more often of the developmental aspects
(d). This difference in emphasis results in operational variations among
the agencies· programs.

The discussion of strengths and weaknesses of the programs of each agency
revolved primarily around issues of targeting, monitoring and integration
with other services. CARE noted that in the past its selection of communi
ties and beneficiaries has not assured targeting the most needy populations.
They plan to improve this situation through close coordination of their
program with SESPAS· (Secretariat of Health) rural basic health service
program which includes nutritional surveillance. CRS/Caritas commented
that their more successful projects were those which integrated Title II
food distribution with other services or activities such as their applied
nutriti on educati on program and thei r efforts at community organi zati on.
They acknowledged that this type of integration does not occur as frequently
as it might. CWS/SSID also mentioned as a principal strength their inte
gration of Title II food distribution with other project services. They
commented that they needed a more adequate strategy for following up on the
recuperation of malnourished children. Both SSID and Caritas cited the
need for more equipment for monitoring nutritional status.

In terms of the MCH-nutrition programs, all three PVOs considered SESPAS
as the main government agency with which to collaborate. However, as with
the other issues, the degree and form of collaboration contemplated by each
of the agencies was different. Where CARE anticipates a fairly close inte
gration of activities, Caritas and SSID look toward exchange of information
and complementary activities. The role of the PVOs and their relationship
to government development efforts became a major topic for discussion
during the evaluation and is considered in Subsection 3(d) below.



-6-

During the initial meetings, all three PVOs expressed considerable
concern over the reductions in quantity and quality of Title II resources
available. The nutritional implications of switching to nonfortified foods
was discussed. The concerns expressed during the first meetings were fairly
general, but by the final week the agencies were able to state more specifi
cally the implications that these reductions or changes would have on their
programs.

2. Field Visits to Various Project Types

The second and third weeks of the evaluation were spent visiting various
Title II project sites. The field visit teams were well represented by the
USAID Mission, the voluntary agencies, and various government agencies
involved in the projects. One of the primary benefits of these field visits
was the opportunity for members of organizations with diverse philosophies
and responsibilities to observe and discuss a variety of projects with very
different characteristics. This cross-fertilization of ideas should be
valuable to all of the agencies in designing and modifying programs to be
more effective and efficient.

Ouri ng the second week separate teams vi sited remote project sites in
the northwest and southwest. Day trips in the south central areas (near
Santo Domingo) were made during the third week. In addition to the various
types of Title II MCH/nutrition projects, an attempt was made to include
several non-Title II projects which might serve as alternative or complemen
tary models for meeting the nutrition objective. The information gathered
for each project (particularly Title II projects) followed the open ended
questions found in Annex 10. .

a) Feeding/Nutrition Projects, with and Without Title II

CARE dry food distribution centers: Under the present system CARE
has three mechanisms by which it distributes PL480 food rations. In
the sugar plantation communities (bateyes) the distribution is adminis
tered locally by the State Sugar Council (CEA). In the agrarian land
reform settlements it is administered locally by the Dominican Agrarian
Institute (lAD). In the other communities a locally selected committee
and director administer the program.

Although it varies somewhat from community to community, the princi
pal selection criterion is to include all "needy" families with pre
school children and/or pregnant or lactating women. The definition of
needy is not clear and varies depending on availability of food. There
is no selection based on, nor monitoring of nutritional status. A
systematic method for selecting communities was not apparent.

The proposed new mechanism for distribution should achieve a more
effective targeting of beneficiaries. Although final details are
pending installation of the newly-elected government, CARE and SESPAS
discussions have begun which would seek to assure that in the future
all communities will be selected based on their malnourishment rates
and individuals will be selected based on their nutritional status.
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This is to be achieved through close coordination with the SESPAS basic
heal th services (SBS) program which provi des for nutrit ion monitori ng
by local health promotors attached to rural health clinics. This also
has the potential benefit of providing some nutrition education which
is not a part of the current distribution activity.

CARE nutritional education and recuperation centers: In this acti
vity CARE provides PL480 food to nutrition education and recuperation
centers which are run by SESPAS in some larger towns and cities. These
centers provide feeding (PL480 plus local foods), medical treatment,
physical stimulation, and education for the mothers. These services
are available to infants (up to two years old) who are severely mal
nourished (second or third degree). The malnourished children are
referred by a health center, brought di rectly by thei r mothers or
identified in door to door surveys.

Because the recuperation centers operate on an outpatient basis,
the services are only available to families who live within a distance
of about a half hour walk of the center. The centers operate in the
morning and up to midafternoon. Feeding includes two meals and probably
covers about 60-70% of the chil dIs requi rements. Thi s recuperation
program appears to be fairly effective, but is only able to reach a
small portion of the population.

CARE preschool feeding program: CARE provides PL 480 food to a Sec
retariat of Education pilot program in the southwest. This activity
supports preschool centers in rural communities which are designed to
develop skills and attitudes which will better prepare rural children
to enter primary school. The children receive a warm meal of PL 480
food prepared with other local food. The costs of food, firewood and
preparation are met by contributions from the families.

The food is seen as an incentive for mothers to enroll their child
ren, knowing that they will receive a warm meal while they are away
from home. All children three to six years old in the community are
eligible, and in fact, encouraged to participate in the program.
Specific data on program coverage (in terms of numbers and kinds of
communities with preschool centers) was not obtained but it does appear
to be reaching a significant number of small disadvantaged communities.
While this is not specifically a nutrition program and nutritional
status is not monitored, the Secretariat of Education has carried out
an evaluation which includes nutrition parameters.

Another potential program which can be included in this classifica
tion is the AID funded radio education project (RADECO). The RADECO
project plans to solicit Title II food from CARE to provide a prepared
meal for the students in their program. The objective of this food,
however, is not to act as an attendance incentive but rather as a
vehicle for teaching nutrition education. It is not yet clear what the
role of essentially non-indigenous foods would be in this nutrition
education and hopefUlly RADECO will give more consideration to other
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approaches and resources for meeti ng thi s object i vee RADECO and CARE
have agreed to collaborate on the design of a feeding activity. In
terms of coverage, RADECO will initially be working in a relatively
few communities. But RADECO's planning surveys in the southwest indi
cate that they are communities with critical needs where few services
are presently available.

CRS/Caritas distribution of PL 480 of foods: Most of the CRS/Cari
tas distribution of Pl 480 foods is in dry form, but there are a few
centers where the food is prepared each morni ng and the mothers take
the cooked food back to thei r homes for consumption. As with other
MCH supplementary feeding programs, the food is designated for children
under six years of age and pregnant and lactating women. Selection of
recipients is made by a lay parochial committee. The principal cri
teri on used is "need" or poverty and not necessari ly mal nouri shment.
Nutrition monitoring is generally not included but in some communities
there is close collaboration with SESPAS rural health promoters.

The decisions on the national coverage of this as well as other
Caritas programs are made at a meeting of directors from each diocese.
The actual programatic decision process is fairly decentralized, result
ing in a diversity of projects based on personalities and situations
found at the parochial level.

CRS/Caritas "Comedores" (feeding centers): Caritas runs a few come
dores where meals are prepared and served at a nominal price. These
are located in poorer communities or neighborhoods, but there is no
further selection in that anyone can go into the center for a meal. One
of the comedores visited uses PL 480 foods in the preparation of the
meals, but another one works strictly with locally available foods.

The one that uses only local foods (the Women1s Promotion program
run by Maria Colemont in Barahona) has developed many locally acceptable
nutritious recipes. Maria Colemont abandoned the use of PL 480 foods
and increased nutrition education activities in the late 1970s because
she felt that the mothers did not supplement the child1s diet with
enough other foods due to a tendency to overestimate the value of the
PL 480 foods. She has carried out studies which document children being
more malnourished when they are given Title II foods, and improving their
nutritional status when the foods are withheld in favor of local foods.

CRS/Caritas nutrition recuperation centers: This activity is simi
lar to the nutrition recuperation centers run by SESPAS. However, in
addition to the two daily meals served in the center, a third meal is
prepared and sent home with the child. In this way they attempt to
assure that each child receives 100% of its nutritional requirements.
Only second and third degree malnourished children under two years of
age are included in the program. The malnourished children are referred
to the centers by the hospitals or are i dent ifi ed inhouse to house
surveys conducted by staff at the centers. The program includes medical
attention and physical stimulation for the children, and health and
nutrition education for the mothers who take turns assisting at the
centers.



L
L

-9-

CRS/Caritas applied nutrition education program: For more than five
years, CRS/Caritas has carried out a comprehensive nutrition education
program which trains and supports community level promoters who work on
a broad range of nutrition related problems. The selection and training
process for the promoters is quite extensive and takes about two years
to complete. The training includes nutrition, health, sanitation,
small scale agricultural production, analytic techniques, educational
methodologies, and community organization. Each promoter works in from
1 to 5 communities (depending on size and proximity) through various
community organizations, such as mothers' clubs.

The two communities which were visited both had developed projects
for local production of basic foods including rice, beans and vege
tables. One of the communities had identified a serious health problem
resulting from fertilizer and insecticide contamination in the irriga
tion and drainage canals used for the water supply. They were meeting
to lobby with the National Institute of Potable Water (INAPA) to drill
a well and install a hand pump.

There are some communities which have both Caritas food distribution
centers and the nutrition education program. In these cases some local
level collaboration occurs. In general, however, the PL 480 program
and the nutrition education program have been run separately. CRS and
Caritas are now beginning to look at ways to integrate these two
programs, and at the costs which this would involve.

CWS/SSID nutrition centers (PL 480 foods): Most of the CWS/SSID
activity in the MCH/Nutrition area is based on what they call nutrition
centers. These are similar to the CARE/SESPAS and CRS/Caritas nutrition
recuperation centers but on a slightly lesser scale. The children are
brought in for one meal a day of prepared PL 480 food. The mothers
receive instruction in a variety of materials, including nutrition and
hygiene. The program is for children 0-5 years old and selection is
based on nutritional status, although some normal children are included.
An SSID promoter takes anthropometric measures at three-month intervals.
Communities are included in the program when a serious nutritional
problem is apparent and when they have demonstrated the necessary
interest and organization.

CWS/SSID nutrition centers (local food): Slightly over half of the
SSID nutrition centers are not operated with PL 480 foods. These are
operated in much the same way as the PL 480 centers, but the meals are
prepared using foods purchased locally. This is done with funds donated
from Holland. COlllnunities are designated for this program when they
have not had previous exposure to PL 480 foods, and when there exists
some potential (land) for family or community food production.

SSID plans to try weaning a few of the communities which have had
thi s support for a number of years, in order to take on new ones. It
is hoped that the communities will continue to operate the centers
with 1oca 1 resou rces de ri ved from economi c act i vi ties or inc reased
1oca 1 food producti on. Thi s transfer to local resources is pl anned
for PL 480 as well as local foods nutrition centers.
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Both types of centers (PL 480 and local foods) are closely coordi
nated with SESPAS clinics and promoters when these are present in the
community. This collaboration includes reliance on SESPAS promoters
for nutrition surveillance and educational talks for the mothers.

b) Other Activities

Several other nutrition related activities or projects were visited
which might be useful when considering new models for program design.
For example, the health center in Oviedo, Pedernales has a fresh milk
distribution program which provides a 24 oz. ration of fresh milk to
children under two years old who are the most needy based on weight for
age. SESPAS contracts with the local milk producers' association to
provide the mi"'k to the health center for distribution. This helps
create a demand (increase production) for the milk which would not
otherwi se exi st due to the extreme poverty of most of the popul at ion.
Thi s SESPAS program apparently functi ons in some other areas as well.

At the Ingenio Santa Fe (state owned sugar plantation) in San Pedro
de Macoris, an experimental project is producing local foods (sweet
potatoes, beans, cowpeas, okra, cassava, yucca, and plantain) on land
set aside from sugar production. The food is then sol din the poor
bateyes at a quarter to a fi fth of the regul ar market pri ce (whi ch is
hi gh because the food must be brought in from other regi ons). The
project is in its fi rst year so that it is not cl ear whether these
lower prices will cover the production costs. Nevertheless, the res
ponse from from the recipients has been overwhelming. This pilot
project is the result of the personal interest and creativity of the
plantation administrator, coupled with the encouragement and advice
from CARE staff working in the area. But as experience and knowledge
are developed, it may become a valuable model for other state-owned
sugar plantations. (This project is described further in the CARE/CEA
proposal in Annex 8.)

3. Wrapup Sessions and Conclusions

During the final week of the evaluation process, work groups were con
vened to encourage the volags to draw their own conclusions from the previous
weeks' experience. The Tuesday inter-agency work group was presented with
a tentative discussion outline together with some simplified data and infor
mation to stimulate a dialogue (see Annex 11).

a) Size of Need - Size of Title II Resources

The group first made a rough estimation of the size of the problem
by agreeing that at least sixty percent of the 0-6 year old population
(800,000 children) were either presently malnourished or at serious risk
of becoming malnourished. When this was compared to past, present, and
projected numbers of beneficiaries it became clear that the Title II
resource was only able to reach about 20-25% of the problem. This led
to two basic observations:
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o To simply reach the malnourished or at risl< children does not
necessari ly assure the most effective use of the food resource.
There is a need for better methods to target the resource toward
the more serious cases of malnourishment.

In order to reach a larger portion of the malnourished population,
it is necessary to find other food resources and integrate other
activities, such as local food production, into the program.

The need for additional kinds of activities and resources was fur
ther emphasized when the size of the food ration was considered. Only
in the case of the recuperation centers does the quantity of food make
up a significant portion of the beneficiary's nutritional requirements.
It was assumed that in the other programs (particularly dry food distri
bution) there was a tendency to distribute benefits among other family
members. Whi 1e thi sis not necessari ly a "bad II use of the resource, it
does mean that the PVOs need more information on effects of different
ration size, and they talked about the possibility of collaborating on
a study to learn more about this.

b) Composition of Title II Food Supply

Considerable concern was expressed about the possibility that forti
fied foods would be less available through Title II during 1983. The
CARE staff had calculated that if fortified foods were eliminated, the
result would be in a 63% reduction in protein. Most acknowledged that
the reintroduction of nonfat dry mill< into the PL 480 program will help
alleviate this situation somewhat. However, several problems were noted
concerning the use of nonfat dry mill<. These included: (a) increased
storage problems, (b) increased diarrhea brought on by mixing with con
taminated water or by lactose intolerance, and (c) possible disincentive
effects on local mi "II< production. In general, it was agreed that the
reduction or elimination of fortified foods would mean that the PL 480
rations would in the future provide an even smaller contribution to
meeting the beneficiary's nutritional requirements.

The principal conclusion from the group discussion on the size and
content of the PL 480 ration was that much more emphasis must be placed
on the "supplemental" aspects of supplemental feeding programs. That
is, more work is needed to assure that the families of malnourished
children have available the foods which PL 480 is supposed to supple
ment. This implied a need for more emphasis on projects which increase
local production of beans and vegetables, and projects which improve
the economic buying power of the famil ies. Al so much more emphasis must
be placed on the educational component of the programs. It is crucial
that the families understand what the food is and, more importantly,
what the food is not. As a one PVO staff member put it, "A program
based solely on the distribution of supplemental foods is not a complete
nutrition program".
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c) Changes in Title II Availability

In further discussing the need for more and better nutrition educa
tion, reference was made to the distruptive effect of the lack of sta
bi 1ity in the amount and content of PL 480 foods. Because the foods
available through Title II are not traditional foods of the communities,
a certain amount of energy is required to gain acceptance for the food,
teach new methods of preparing the food, and explain what additional
local foods should be added. Part of this energy is lost and must be
reinvested when the products are changed, or when old beneficiaries are
dropped and new one are added. Likewise, short term interruptions re
sulting from bureaucratic or logistic problems can disrupt consumption
patterns. In general, the i nstabil ity of the PL 480 food requi res
additional educational burdens and create complexities for nutrition
education efforts. (See discussion in Special Analysis Annex 14.)

d) Collaboration with GODR

Another issue which was raised and discussed in the Tuesday meeting
is the role of PL 480 and other PVO programs with respect to the govern
ment's nutrition programs and policies. It was generally agreed that
social problems such as nutrition are the primary responsibil ity of
the government and that the PVOs' activities should be complementary
to the government's programs. Essentially the PVOs see themselves as
temporari ly provi di ng servi ces that the government cannot provi de and
reaching populations that the government is unable to reach. It was
decided that renewed efforts were needed for collaborating with govern
ment programs. For CARE thi s wi 11 probably take the form of actual
integration of Jointly executed programs. In the case of CRS/Caritas
and CWS/SSID, better collaboration probably means increased coordination
among the PVOs and government projects. It was agreed that both models
will require more communication than has taken place in the past.

The geographic distr"ibution of feeding/nutrition activities is a
major topic requiring improved collaboration and increased communica
tion. The realization that the Title II resources could only reach
about 20-25% of the target population indicated that efforts should be
made to assure that communit i es of greatest need were bei ng covered.
When the group compared the overall regional distribution of Title II
beneficiaries to indicators such as infant mortality and their personal
knowledge of the country, they concluded that a different distribution
of Title II resources might be more effective in reaching the neediest
communities. It was decided that each volag would draw up 1ist of all
of their MCH/nutrition projects, broken down to the community or munici
pal level. The lists would then be compared to the data or incidence
of malnutrition being produced by the SESPAS nutrition monitoring pro
gram. (See Annex 14, Nutrition Conditions and Plans.) This information
will then help the volags to plan modifications, when appropriate, in
the location of PL 480, as well as other nutrition related projects.
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The group spoke with a less unified voice when it came to government
collaboration in the actual selection of individual beneficiaries within
a community. The new CARE food distribution system being proposed with
SESPAS will rely heavily on SBS health promoters to make this decision,
based primarily on nutritional status criteria. CRS/Caritas and CWS/
SSID, on the other hand, want to leave this decision responsibility
with their community organizations whom they feel have a better sense
for the needs of the individual families within the communities. These
two volags do, however, see considerable value in extensive use of
SESPAS nutritional status data, and in discussions with SESPAS on some
degree of standardization of selection criteria.

4. Suggestions and Activities for MCH Replanning

At the conclusion of Phase I, and in the earlier draft of this report,
we made a number of suggestions for improving program. Based on this, the
Phase II workshops produced an activity plan for the agencies to follow
while replanning the program. This section presents our original sugges
tions, along with an update on the results of Phase II.

a) All PVOs

(1) At the conclusion of Phase I, we encouraged the PVOs· decision
to meet and work together to improve the overall effectiveness of this
component of the Title II program. In order to be effective, this has
to be a continuing and planned commitment. This would have to begin
with a detailed plan of the issues to be resolved (those below, and
others that may emerge or that we may have overlooked); as well as
definition of the necessary actions to be taken, and of the specific
outcomes expected. The plan for the process would spell out where the
PVOs expect to be by next round of AERs and program plans, and the kinds
of financial or technical support they will need along the way. The
following points were highlighted for inclusion in this process.

(2) Each PVO should develop a profile of the actual criteria and
practices used in the field by their various MCH and recuperation pro
ject models to select and discontinue beneficiaries. We believe that
by sharing and discussing this information in their meetings, the PVOs
can arrive at a more realistic and systematic method of reaching the
most neeQy communities and families within communities.

(3) Each of the three agencies· ability to manage its program would
be enhanced by improving the collection, organization, and use of in
formation such as community surveys and nutrition status checks, and
keeping it in such a way as to be useful for planning and decision
making. This would require developing more explicit models including
(i) objectives, (ii) activities, (iii) assumptions or theories relating
activities to objectives, and (iv) indicators which measure completion
of activities and attainment of objectives.

(4) It seemed essential that the three PVOs join in carrying out
or sponsoring a comparative evaluation of nutrition centers (SSID) and
recuperation centers (CARE/SESPAS and CARITAS). Such an evaluation
might include:
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(i) detailed descriptions of the objectives and operational method
ologies of each 'project model.

(i1) analysis of the nutritional impact data, attendance data, and
other measures of effectiveness; and

(iii) analysis of the coverage of each of the programs in relation
to needs.

Such an analysis could draw conclusions on the effectiveness of the
different models in order to combine the best elements of each. It
could also result in a strategy for coordination and selection of com
munities to maximize coverage of the most needy.

(5) We urged that work continue on the comparison of key indicators
of nutritional need and the present geographic distribution of PVO
supported feeding/nutritional activities. This requires consultation
~with SESPAS officials and data sources such as those available
from the National Planning Office. This will be the first major step
in realigning the overall component to more adequately combat the
severe national nutritional problem.

During the Phase II workshops, two main objectives were set for the
MCH/Nutrition component:

(i) To estab1ish criteri a for nutrit i on sub-programs (geographi c
areas, communities, and beneficiaries) to improve the focus
on needs and avoid or eliminate duplication of effort.

Activities include updating and comparing data on the present
distribution of feeding and nutrition centers, and SESPAS data
on nutritional needs, to have an information base for making
decisions for rechannelling the MCH resources. The work will
also involve a comparative review of the nutrition surveillance
systems of Caritas, SESPAS, and SSID. This information is to
be fed into a workshop on targeting and other proposals for
change. An AID nutrition team is needed to advise on targeting
and surveillance.

(ii) To clarify the situation with the various recuperation/educa
tion models in order to adjust or reprogram them, and to plan
changes in the distribution centers to achieve preventive
objectives.

The work will include a comparative assessment of the agencies'
recuperati on/nutriti on centers (with AID expert assi stance),
and self-analysis by each agency of its MCH distribution
centers and plans for improvement. Participants also decided
to open a dialogue with top levels of the GODR about access to
PL 480 Title I funds to support their efforts, and to develop
an information bank on private as well as publ ic (bilateral
and multilateral) donor agencies supporting nutrition programs.
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b) Suggestions for CARE

(1) CARE was urged to analyze the implications of aligning its MCH
activiti es more closely with the SESPAS nutriti on monitori ng program.
Working with the statistician at the Nutrition Division, and with the
regional offices, CARE can apply knowledge of the present and projected
coverage of the nutrition surveillance system in order to assess its
implications for redirecting the CARE food distribution. This analysis
woul d form the basis for discussions with the new Secretary and his
staff, and with the other agencies (lAD and CEA) involved.

(2) CAREls present levels of Title II food probably will not pro
vide for the coverage which the SESPAS system will require (See nutri
tion sector discussion, Annex 4). We envisioned three possible responses
to this situation:

(i )
(i 1)

(i i 1)

SESPAS may have to adopt less than ideal criteria;
More Title II food will be needed; and/or
CARE will have to shift allocations from its other feeding
programs.

l

In particul ar, CARE may want to eval uate the tradeoffs between thei r
new strategy for more targeted coverage, and their other feeding efforts
(Other Chi ld, Pre-School and the RADECO proposal), to see if they make a
significantly strong contribution to reaching the most nutritionally at
risk population of the country as a whole.

(3) CARE was urged to continue discussions begun with lAD and CEA about
improving the coverage and impact of their activities on the land reform
settlements and sugar plantations. Among the matters for discussion were:

(i) Whether programs will be targeted according to SESPAS criteria, or
others developed by lAD and CEA; and especially

(i i) How to respond to the lAD proposal (see full text in Annex 7),
particularly the first alternative, which would combine a ranking
of settlements by economic need with measures of nutritional
status, and incorporate a food for work/food for production acti
vity; and

(iii) How to build in the Santa Fe plantation experiments in food pro
duction with CEA (see writeup in Annex 8), again using a combina
tion of family feeding and FFW.

A scheme might emerge in which Title II food is provided where planta
tion land is set aside for food production, say for two years. After that
period, only plantations continuing to show high malnutrition (under SESPAS'
monitoring) would have Title II distribution (MCH and/or FFW).

During the time of Phase II, CARE was focusing on improvements in its
food delivery and accounting systems and strengthening its field supervi
sion. They are working to bring the actual number of Pre-School benefici
aries in line with projected levels, and to improve management of PSF
through consolidation into fewer, larger centers. There is also interest
in conducting an impact evaluation of the Pre-school effort.
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. CARE has advanced in discussions and plans with SESPAS to integrate 75%
of the MCH feeding centers now operating under Agrarian Institute and State
Sugar Council with the rural health network. It appears that CARE and
SESPAS have to more carefully analyze with lAD and CEA the tradeoffs involved
in this changeover (beneficiaries who might be left behind, capacity of
health centers to manage the food, etc.). CARE hopes, over the next two
years, to reach a situation in which all Pre-school and MCH food is provided
directly to targeted beneficiaries in cooked form, in order to reduce its
dilution among family members who are less at-risk. Monitoring of nutri
tional status will be tighter, and beneficiaries will be receiving health
education and basic health services along with their rations at health posts.

CARE is launching a pilot project in one province to upgrade a feeding
center with kitchen facilities, a vegetable plot, and a fishpond. This
might become an alternative model for the present Title II - dependent
feeding centers.

c) Suggestions for CRS/Caritas

(1) Caritas has much to contribute by encouraging such local nutri
tion experiments as the pollen project in Bani, and the feeding/education
experiment in Santo Domingo, and in disseminating the results of those
experiments to the other PVOs, the GODR, and USAID.

(2) Caritas has a special need for the kind of basic program informa
tion recommended in 4-a), because of the variety of project models in
existence. Such descriptive and evaluative information about its diverse
program wi 11 permit Caritas to support and encourage the most successful
ones, and to influence changes in those of less value. As a first step to
building this information base, Caritas was urged to hold a series of work
shops to encourage information exchange among clergy and lay workers in
nutriti on, and to formul ate an i nformati on-shari ng system whi ch can be
institutionalized.

(3) As the current evaluation of the applied nutrition education pro
gram was being completed, we suggested that Caritas develop plans to increase
the number of communities served and the coverage within the communities.
We were expecting that modification of the program would reflect the results
of the evaluation, and include increased connections with Caritas' other
nutrition related activities (particularly Title II MCH). The program would
also benefit from more coordination with other government programs and
services in health/nutrition and agricultural production.

Since Phase I, Caritas, and its USPVO counterpart, CRS, have made some
initial steps in the internal dialogue with the Bishops and Caritas Diocesan
Directors which Caritas decentralized structure requires. Under considera
tion is a proposal to hold a planning retreat of a few days· duration to
bring together the promoters, Diocesan Directors, and key head office staff
of Caritas to talk through the implications of redirecting the program,
especially the rural development component, along the lines suggested by
the evaluation.
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CRS has submitted a grant proposal to USAID to expand and improve
Caritas' Applied Nutrition Education Program (ANEP), which operates without
Title II resources. Part of this expansion may involve phasing over exist
ing Title II MCH distribution centers to the ANEP model, which uses locally
produced foods and educational messages and activities geared to each com
munity's circumstances.

d) Suggestions for CWS/SSID

(1) As SSID studies their nutrition centers in the joint evalua
tion suggested above in 4-a, they may find that the effectiveness of
that model can be increased significantly by increasing the feeding
from one to two meals a day, and using the period between the two meals
to provide more training for mothers of children being fed.

(2) SSID operates equal numbers of similar nutrition centers, some
using Title II foods and others using only local foods. This offers an
excellent opportunity for a comparative monitoring of nutritional
impact, acceptability, changes in the diet, etc., between the two
approaches. Such information would be of value to all of the private
and public agencies involved.

(3) As SSID was planning to discontinue support for two nutrition
centers (Carbonera using Title II and Higuerito with local food) next
year, we urged them to monitor the effects and document the process
in order to more effect i ve 1y ca rry out such phaseouts in the futu reo
The results of this experiment should be shared with other PVOs, with
SESPAS, and with USAID.

As part of Phase II followup, SSIO will be participating in the
comparative assessment of nutrition recuperation centers and surveil
lance systems. They are also taking a leading role in comparing the
geographic distribution of their present and planned nutrition centers
with SESPAS' information about nutritional needs.

B. Study of Rural Development/Food for Work

The evaluation teams visited Food for Work (FFW) projects between the 22nd
of June and the 3rd of July, 1982. These projects are small-scale development
efforts, fairly accessible by road, undertaken by communities with the partici
pation of Caritas and the Social Service of Dominican Churches (SSIO). In all
but one case, PL480 food rations are being distributed to the participating workers
in exchange for their labor time. The projects in which this labor is employed
are quite varied, including road repairs, schoolhouse construction, well digging,
soil conservation and agricultural work crews.

The FFW projects attempt to achieve one or a number of objectives, includ
ing: (1) the creation of community infrastructures such as roads, canals, schools,
and clinics, which in turn imply certain benefits for most if not all of the resi
dents of the community; (2) the stimulation of agricultural production through the
organization of work crews for agricultural labor or the installation of soil con
servation ditches and terraces on farms; and (3) the direct provision of calories
and proteins directly to those families who are without the economic capacities
to buy needed food.
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For both of the FFW sponsoring agencies in the D.R., however, the underly
ing rationale for the use of food is more than just the stimulation of labor com
mitment to various types of infrastructure and production-related projects or the
provision of food to the poor. Generally, both agencies hope to achieve these
objectives, but more fundamentally they hope to create in each community the
organized local, self-help capabilities to resolve a range of problems which each
community faces. In this sense the Food-for-work projects are misnamed in the
Dominican context and should be called something like Food-for-Organization.
This focus shows the evolution of PVO philosophy and practice -- from welfare and
charity to a stimulation of local people to combine their limited resources into
an organized local, non-governmental development effort. This shift in focus
requires special staff preparation and the development of procedures for working
with communities in a participatory way. The agency must open itself to the poor
people of rural and urban communities and help them to help themselves. In prac
tice, these challenges mean finding ways to instill hope in the hopeless while
minimizing both dependence on the PVOs and Title II food, and destructive confron
tations with the powerful. PL480 food is a resource which can be useful in this
struggle, but it also can produce distortions. This part of our report describes
how the PVOs in the Dominican Republic are handling these challenges, and presents
improvements that might be made.

1. The Organization and Management of FFW

Food for work is present ly sponsored by Caritas and SSIO. Itaccounts
for approximately 70 and 80 percent of their food programs, respectively.
The FY 1983 FFW component is planned to reach about 72,000 recipients
through Caritas, and 7,000 through SSID.

As they operate thei r programs, Caritas and SSIO work with complex or
ganizational structures and procedures based on community groups, extending
in some cases through federations or other second-level associations, to
the PVOs themselves. Along the way there is frequent interaction with
public and private development agencies.

a) The Structure of Community Organizations

(1) Community Groups

The most common form of community organization utilized in the FFW
projects was the farmers· association (associaci6n de agricultures).
These associations are legally recognized entities which have their
own statutes and rules. They range in membership from 20 to 100, at
least in the communities we visited, and are composed of people who
farm 1and, even though the 1ands they farm may be rented or of very
small size. Most of the associations visited were formed in the mid
to late 1970 l s or early 1980·s. Some were formed to get credit as a
group, others to receive and use the PL 480 food, and yet others to get
land through the agrarian reform. These associations typically have a
president, vice-president, secretary and treasurer who are elected
yearly by the membership. When the groups operate as a credit associa
tion they obtain a production credit from the bank or from a private
agency such as Caritas, and distribute the funds among the membership,
or they may request an investment credit for such items as yoke of oxen.
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In addition to their credit functions, the associations have broader
concerns. One of the fundamental problems of most rural communitiesls
the shortage of land, especially for the children of campesinos who
alreaqy have relatively little land. The associations act as a pressure
group in dealing with the lAD and other governmental agencies for the
purpose of acquiring land through the agrarian reform. This issue of
land access for the landless or near landless is growing in importance,
especially since the state is the holder of substantial underutilized
lands and since many acres of privately held land are largely abandoned.
Both of these conditions att ract especi ally younger peasant farmers
to the associations, to search for more land resources to begin farming
or to provide a better life for their families.

These associ at ions act as the most common organi zat i onal channel
for handling the PL 480 food and managing the projects which are imple
mented. Usually a particular individual of the association, who may
be the president or another member, is responsible for the FFW projects.
He maintains the lists of participants, coordinates the work, and is
responsible for getting the food to the village and distributing it.

In some communities a special committee has been formed to handle
the FFW project, which permits the participation of people who may not
have land and are not, therefore, members of the formal farmers' asso
ciation.

Many other community organizations exist in many communities, some
active and others inactive. The most typical are mothers· clubs,
parent-teacher associations, savings and loan associations, and youth
clubs. A couple of communities had created a coordinating organization
formed of representatives of all the community's organizations. Its
function is to coordinate the various development activities which
occur simultaneously in the community.

(2) Second level organizations

As the development of local self-help private organizations at the
community level has grown, pva promoters and community leaders have
recognized that local resources are limited on the one hand, and that
there is a certain power of association on the other. To increase the
access to outside resou rces as we 11 as to help in the representation
of campesinos in the councils of government, some of the associations
of farmers are combining into regional federations. This process of
integrating the community structures into regional ones is a long
and often painful process, but it has begun.

Private development associations and foundations have been created
in certain areas of the country during the past ten years, most notably
in the Cibao and in the San Jos~ de Ocoa regions. These associations
provide some resource options for community level groups as do other
private foundations based in Santo Domingo such as the Dominican
Development Foundation and Fudeco.
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b) Management of FFW at the Community Level

A major function of many community associations is the management
of the FFW projects including the transport of the food to the village,
its storage, the selection of people who receive the food, and the
design and implementation of projects which use the food as a stimulus
and payment for- labor on the projects.

(I) Transportation and storage of the food

The associations work out with the PVOs and other agencies the
transport of the food which typically arrives at some central point,
at times in the community itsel f and at times at a urban center some
distance from the community.

The food is typically not held in the community for any amount of
time. It is usually distributed to the participating families immedi
atelyon its arrival in the community. If the food is to be parcelled
out on work days, it is placed in the house or shed of the local coordi
nator of the FFW project. The association's leadership, which oversees
all activities of the group, provides assurances to the membership that
resources for which the association is responsible are being used
proper ly.

(2) Selection and organization of participants

The selection of participants for the FFW projects is quite varied,
by type of project and community. In the case of the convite work crew
where the farmers organize work for clearing land, planting, weeding
and the like, the participants are usually other land holders in the
community or their family members.

For other kinds of projects, the participants are likely to be a
mi xture of those for whom the project (such as a feeder road) has
di rect benefit, or others, often 1andl ess day 1aborers, for whom the
Titl e II food is a needed support for thei r fami 1i es. Members of a
pre-existing association may participate because they know that later
they will receive labor assistance or other services from the associa
tion, either directly or indirectly. Where a single-purpose "food
committee" has been formed, there may be the expectation that this will
lead to a more permanent mutual benefit society for individuals pre
viously not included in other groups. See the discussion of equitable
participation and benefits on page 39.

(3) Selection and management of projects in the community

The process of problem identification and needs assessment at the
community level is more a result of a continuous dialogue among the
community 1eadershi p, and wi th the community de vel opment staff of the
PVOs (who add their suggestions about available resources and priorities
of funding agencies), than it is one of systematic analysis, planning
and discrete project design.
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The projects selected in a community without an effective organiza
tion may be very simp1e~ involving a limited number of people and
resources. The clearing out of an abandoned house for use as a local
school in the Monte Cristi batey is an example. The repair of a short
piece of dirt road is another example. In the communities of the
north coast where no organization and little agricultural activity
exists, the first step may be experimentation with a few yucca plants
and the demonstration of the feasibility of such production under
those climatic and soil conditions.

In other communities, much more ambi t i ous efforts are undertaken.
Construct i on of a school for a hundred students, rehabi 1itat i on of a
three-kilometer canal, clearing and irrigating 150 hectares of abandoned
state land -- all of these require substantial technical and community
organization capabilities. The nature of the projects, then, derives
from the experiences of the community and its PVO promoters as well as
the commitment of fundi ng agenc i es to provi de at 1east part of the
needed resources which cannot be generated locally. In general, in
most of the FFW projects, the qual ity and dedication of cOlTTTlunity
people to define these needs is impressive as is the dedication of the
PVO promoters to help satisfy these needs with a minimum of financial
or other material support. There are, of course, cases where community
leaders are more self-centered and PVO staff less capable and less
dedicated than others, but these conditions provide the challenges for
future actions to develop community organizations and improve the
PVOs' own capabilities.

c) The Organization of the PVOs for FFW

Both Caritas and SSID use a relatively decentralized method of man
agement at present. Through thi s they seek to be responsi ve to commu
nity desi res and yet provi de the necessary management structure to
coordinate national programs and to respond to other agencies which
provide resources.

(1) Caritas

While Caritas began in 1962 as a charitable organization, and pro
vided essential services on a large scale during times of national
disasters, it has evolved into a different organization following a re
structuring in 1967. Previously its primary purpose was to distribute
food and clothing to needy people. Presently its goal is the develop
ment of the poor and their own capacity for resolving their problems.
The commodities of PL 480 are one of the resources utilized to achieve
this end, not an end in themselves.

The variety and extensiveness of Caritas's program is demonstrated
in Table 2, which also shows the evolution of the organization since
1975. PL 480 food is a major resource, even an overwhelming one, if
we consider only the value of the food handled. However, in terms of
the goals of the organization and the nature of resources which are
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needed in the other programs to help achieve these goals, the food is
just one resource, and at times is of limited usefulness. Steps are
now underway, however, to help assure that the PL 480 food resource is
more useful in achieving the Caritas goals of promocion y desarrollo.

The base organi zat i on of Caritas is the community structure des
cribed above, the associ ation of farmers or the food committee. This
organization is linked to a particular parish, which in turn is linked
to the diocese. There are about 800 parishes in the country organized
into 8 dioceses. There is a Caritas director in each diocese who co
ordinates and supports village level and other promoters. The community
organizations present the project which they would like to undertake
to the diocese through the parish. These projects are then evaluated
for their feasibility by the diocesan director and his staff, at times
calling for the advice of specialists in Santo Domingo and of parish
priests. The diocesan committee and Director decide which projects to
support with the PL 480 food. This decision is made by considering the
general economi c we ll-bei ng of each of the communities, and by tryi ng
food on the most needY. The communities are allocated food on a rotat
ing basis, so that each community gets food at some time or another,
dependi ng on the amount of food avail ab1e. If there are some communi
ties which do not have a viable community organization, or if there is
one that has proved to be an untrustworthy channel for the food, these
communities may not be supported with food until some sort of organiza
tion exists or the past problems have been corrected.

The national committee of diocesan directors allocates the food to
the eight dioceses according to a traditional percentage formula. The
diocesan directors then decide on the uses of the food and evaluate the
programs.

Interlinked with this Caritas structure is the ecclesiastical
structure of local priests, lay workers and bishops. Their interest in
the details of the development efforts of Caritas varies considerably,
although their support is critical for the programs to really function
effectively. See Annex 18 for more of the details of Caritas· manage
ment procedures.

(2) SSID

The FFW projects of SSID are located principally in the Southwest
and Northwest of the country. In each of these regions, there is a
regional coordinator of community projects who works with each commu
nity, usually over a period of years, to define and implement feasible
projects. Like Caritas, SSID maintains a staff in Santo Domingo which
provides technical support to these two regional coordinators, advises
on the design of projects, and helps resolve technical and administra
tive problems which may arise during their implementation.

SSID seeks to support community initiatives with technical and
financial assistance (its own or arranged through other agencies),
especially those which will result in increased agricultural production
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Table 21 Amount and Type of Financing.. . .
Received· by Caritas Dominicana.

(in thousands of dollars)

PROGRAMS 1975 1976 1977 1978 1979 TOTAL

Commun1ty Educat10n and
Promotion

Inte r·
natio-
nal Local

Inte r
natio-

nal Local

Inter
natio-
nal Local

Inte r
natio-
nal Local

Inter
natio
nal Local

Inter
natio

nal Local

38.0 8.0 40.0

Community Promotion Center

10.2 6.0

7.0 78.0

10.2

15.0

6.0

Housing

Agricultural Projects

WorKshops

78.4 20.0

5.0

12.0

2.5

5.0

110.0 30.0

5.0

126.0

6.0

131.0

144.4

12.0

2.5

50.0

10.0

·1
N'
W
I

Parochial and Diocesan
9rgan~zat~on of Caritas

Vehicles

10.0 3.0 10.0 4.0

11.0 4.0

20.0

11.0

7.0

4.0 •
"

Sochl Medic1ne
107.0 500.0 12.0 239.0 0 208.5 37.0 1054.5 49.0

Rotatinq Loan Fund
5.2 1.5 41.6 4.0 240.0 10.0 306.5 15.5

Feeder Roads

Nutrition Education

Food
5000.0

10.0

7000.0

2.4 5.0

50.0

4300.0

27.0

100.0

4500.0

42.0

150.0

20800.0

2.4

5665.4 24.0 7771.2 5486.8 53.0 5456.5 58.0 24333.4 309.4

Clothing, shoes, etc.

TOTAL 10.0 3.0

470.0 239.0 148.0

171.4

693.0 178.0 1580.0 148.0

..
Source, Lie. Raeael CalderOn Hartinezi Sondeo General sobre Ayuda Internacional y Grado de

Inciuoncin ue Is Cnritls UO Cr.ntro Amorica, M6xico, panam~, y el Caribe en la PromociOn
y DOlarrollo do 1a Comunidodoa. Himoo, Santo Domingo, 1981 •
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and income. The regional coordinators receive requests for help, in
cluding Title II food, visit the communities, and then discuss the most
likely proposals with a regional committee made up of representatives
of community groups. Projects are approved at the regional level,
taking into consideration the kind of project, the effectiveness of the
organization, the needs of the people for food, and the expected food
allocation for the coming quarter. The project writeups are sent into
Santo Domingo as information to the community development department of
SSID. They are ranked in priority order, so that in the event that food
deliveries are smaller than expected, or delayed, the central office
can send food to those havi ng the hi ghest ranki ng. The promoters and
regional coordinators foll ow the progress of the projects, and SSID
sends its own inspector to the communities to check on the projects and
the handling and distribution of Title II food. See Annex 19 for addi
tional details of SSID's management procedures.

2. Description and Commentary on Rural Development FFW Projects

As shown in Table 1 on page 5, 24 rural development projects using food
for work were visited during Phase I. An interview schedule was prepared
with the PVOs before going to the field (see Annex 12). It was not used as
a formal questionnaire, but rather as a guide for noting certain character
istics of each project and community. Based on this, a set of profiles for
each site was prepared. Those interested in the details will find these
profiles in Annex 16, organized by broad project category. The profiles
include information on community projects since 1979, to give an idea of the
level of organizational development in each place, and a summary writeup
about the context of each specific FFW project.

As the profiles in Annex 16 show, the circumstances of each FFW project
are widely variable. For some communities, FFW is a frequently-used re
source, for others it was a first experience. Some of the community organi
zations tap into a variety of public and private resources of which food
through a PVO is one, while others rely on Title II as a major stimulus to
getting things done on a communal level. Some of the projects appear to
benefit a few peoples' individual agricultural plots, while others result
in improved community infrastructure accessible to all.

For the purposes of this analysis, we have grouped the projects into
five categories: (a) feeder roads, (b) agricultural production, (c) con
struction, (d) natural resource conservation, and (e) community promotion.
The discussion below includes a brief overview of the kinds of projects
observed in each category, and issues or conclusions reached about projects
of that type. This is followed by an overall analysis of the benefits of
this use of Title II, a discussion of some of the cross-cutting issues to
be faced by Ti t 1e I I planners in the futu re, and a report on the outcomes
of the Phase II replanning workshop on rural development/FFW. An analysis
of the role and value of Title II food in FFW is provided in Annex 15.

a) Feeder Roads

Five projects were visited, two of which were animal trails, the
others intended for use by light trucks. The sections being repaired
or extended ranged from three to nine km. in length. In the project
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at Calet6n, near Barahona, the workers were all tenant farmers organized
for only this project, while at Vaca Gorda, the project was run by a
ten-year association which had carried out a number of projects apart
from road work. Some participants were landless farm workers, motivated
primarily by the food ration, which could amount to one-third of the
family's normal supplies for a month. Others had their own small farms,
woul d benefit di rectly from the road, and saw the food as a means of
assuri ng workers' regul ar attendance and thereby speedi ng up the pace
of the work.

Most of these trails or roads had been in existence for many years.
The repair work was to maintain the width of the road where rains or
heavy traffic had reduced its usefulness.

Notable in all cases was the lack of sufficient and appropriate
tools for deal ing Wl.·~t.~?..s;k~roots, a~r~scl.es, em ~oving
quantities of earth ~'h"'iCal advice IAl:en~~ improve
drainage, and to mi'nimize erosion and . Med to e continually re-
building or repairing the road or trail~

In 1981, feeder roads accounted for 48% of the beneficiaries and 46%
of the FFW projects supported by Caritas and SSID combi ned. In spite
of the 1arge proportion of these types of projects, we found mi xed en
thusiasm for. this activity among PVO field staff. One diocesan director
for Caritas expressed a strong bias against road projects because of the
repetitive nature of the effort, the need for complementary resources
(equipment, technical advice) to make the road last through heavy rains
and use, and the length of time needed to do the work. In some communi
ties, we noted that road repair work crews were made up of a few laborers
who work for the benefit of a large number of farming families. The
benefits of improved roads -- easier market access and regular arrivals
of vehicles or pack trains -- are significant, especially during peak
cropping periods. They also provide more rapid access to towns and
health facilities in times of emergencies.

To upgrade the quality of the roads and trails, reducing the need
to rebuild them each year, complementary resources are needed. One
idea for providing cash needed for tools and engineering advice, and
perhaps for paying laborers and hiring equipment for grading, stump or
rock removal, is to arrange for OPGs or Title I funds. Another possi
bility is to allow community groups to charge a minimal fee for cargo
loads passing during peak marketing periods (two or three months a
year), thereby establishing a road maintenance fund.

Title II food in this situation is cooked on site during work days.
Rations are also sent home with the workers. Organizers of the work
teams said that food allowed people to forego a day of paid labor with
out being concerned with that day's family meals, as well as encourag
ing the members to take part in other activities of the association,
including educational sessions.
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Another concern explored in connection wi th feeder roads, as well
as other FFW activities,' was whether groups who have a1 ready demons
trated problem-solving and work completion abilities should continue to
receive Title II foods, or whether other kinds of support (credit, tech
nical assistance, material inputs) shouldn't be mobilized to support
them. This would allow the food resource to be focused on situations
where basic local organization is just getting under way, and where it
can be a more important tool in gaining access for the promoter, put
ting the group through a problem-solving experience, and teaching them
how manage and account for a resource. Having a second-stage strategy,
and resources to move to this stage, would be critical in order to
phase out the food without destroying the organizations' initiative
and commitment.

b) Agricultural Production

Eight project sites were visited. This broad category includes
groups producing a mixture of basic crops largely for family consump
tion and community sale (Arroyo Dulce) as well as production under
contract to a processor of commercial crops such as peanuts or tomatoes
for canning (Co1onias de Juancho, Cristobal). The work is performed by
teams working four to six days a month on members' individual holdings,
continuing the tradition of the convite (see below). In hillside areas,
forested slopes were being cleared (the wood converted to charcoal) for
traditi ona1 short-term crops. In 1owl and areas, the work i nc1 uded
repair or extension of irrigation systems to permit rice and sorghum
production once the commercial crops had been sold. In all cases
observed, the farmers' group was well-organized, and had carried out a
number of community projects, with and without Title II food. Food is
regarded as one of several resources needed by the community (credit,
seeds, technical knowledge, and of course land being others). Title II
food helps to widen and make more regular the community members' parti
cipation in projects, as they might otherwise be looking for day labor
jobs to assure their family's diet. This is especially true for those
without land, and for those who have land during periods of little or
no production due to drought or cropping cycles.

The positive aspects of this activity were apparent to all of us,
as it makes a di rect impact on the root cause of rural poverty. It
produces basic foodstuffs for both local consumption and to send to
larger markets. Potentially, such FFW projects can be linked directly
to feeding activities providing some commodities for pre-school feeding
and MCH projects. It provides opportunities for farmers grouped in an
association to produce for cOl1lTlercia1 markets 1-ike processing plants,
which they could not do as individuals, each with a small volume of
production. It potentially exposes them to new farming techniques and
inputs, and to other kinds of technical knowledge and skills. It builds
on the Dominican tradition of the convite. This custom historically
involved a group of farmers working on another's land in exchange for
a meal, and moving around to each member's plot to help clear land, do
weeding, planting or harvesting, put up a fence, work on irrigation
ditches, and the like. Farmers' plots are now smaller, however, and
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there are fewer animals available for slaughter. The Title II food
permits the custom and the service to be maintained, without requiring
that the marginal tenant or small landholder to share his scarce food.

A number of concerns about this activity were al so brought up on
the field trips and in the seminar sessions. One was the divisiveness
that this acti vity can create in a community if the food and the work
are not allocated in ways which are seen as equitable. Members of the
convite groups tend to be those with land, or access to land, thereby
leaving families who may be more needy, but landless, out of the picture.
Landless people may work in convite groups, receiving only the immediate
benefit of the food du ri ng the schedul ed peri od, but not the benefits
of increased production or newly cleared land. As mentioned in the
Tendler report, this is collective work for private, rather than public,
benefit.

Work on agricul tural projects are al so 1ikely to be open-ended in
terms of duration, rather than discretely scheduled, like schools, or
water systems. Once the i rri gat i on system is in, the group needs to
level the land, then plant it, then weed it, then harvest it, then start
another crop, and so on. The participating communities may make claims
for continuing Title II support over a year or more for such projects.

As in the case of the feeder roads, groups that are already active
in a number of community activities tend to get involved in agricultural
production. A recurring question is whether these are the groups that
most need Ti t 1e II food, or whether other kinds of support mi ght be
more important, once they've reached a certain stage of organizational
sophistication.

The agricultural production projects also tend to bring the farmers
into conflict with forestry officials who are protecting wood resources,
and with absentee landholders. Sometimes these problems are worked
out to mutual satisfaction, but in others they are not, and an ongoing
struggle develops with the farmers on one side, the landholder or
government on the other, and the PVO in the middle.

In the Carbonera case, SSIO made a formal agreement to carry out
rural development over four years on an lAD settlement. This case is
highlighted (see Annex 1) as it demonstrates both the opportunities and
the problems of creating a highly developed community organizational
structure while evolving a relationship with a government rural develop
ment agency. The project was explicitly designed to be innovative, to
use the experiences and resources of SSIO to experiment with new forms
of community organization. The results were to be used by lAD to modify
and apply in other communities with conditions similar to those found
in Carbonera.

While much has been accomplished in Carbonera in terms of both
measurable development and community organization, weaknesses have
occurred in the interagency collaboration. lAD has assigned four dif
ferent settlement administrators and five different regional directors
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to the area during the four years. Budgetary and other problems have
plagued lAD, like other GODR agencies, and it has not been able to
fulfill its commitments. SSIDls technical directors, based in the
capital, perhaps did not maintain the kinds of close relationships
with the project and with lAD which were needed.

This suggests the need for clarity about roles when agreements are
drawn up between PVOs and GODR agencies, but perhaps more importantly,
the need for a regular system of review, replanning, and revision of the
agreement as changes occur over the life of the project in conditions,
laws or regulations, and personnel. As the community organization
develops, it should be included as a party to the agreement, and invol
ved invo1~ed in drawing up plans, budgets, and operational manuals for
the project. Such annual or semi annua 1 revi ew and rep1 anni ng .events
could be the occasion for joint training of PVO field staff, government
agency staff, and community leaders.

Finally, we were concerned about the longer-term effects of the land
clearing and planting on the scarce soil cover on sloping lands. The
farmers are planting lowland short-term or annual crops on slopes, ap
plying methods appropriate to level ground. As they move higher into
the hills, forced by circumstance and encouraged to produce, they find
that heavy rains carry off the very soil they need, that moisture is
not held on the slope, and that the number and yield of crops is less
than what they want and expect. So the immediate result may be new
land in production and increased income for the farmer, but in a few
years the result may be permanent damage to both the farmed area and
the lower reaches of the watershed.

One of the keys to limiting these effects is the provision of skil
led intervention by the PVO promoters in both organizational and tech
nical aspects of the activity. Because of the tradition of the convite
and responding to economic pressures and limited access to land, Domini
can farmers will continue to practice slash and burn agriculture, and
to push into lands claimed or protected by others. They will do this
whether the PVOs provide Title II food or not. The challenge here is
to make the pva intervention, whether by SSIO or Caritas, as positive
as possible, both in organizational and economic terms.

c) Construction

In this category five projects were visited, two involving housing,
one a school building, and two water projects (one for potable water,
the other for irrigation). The rural housing projects were replacing
dwellings destroyed by Hurricane David in 1981. Private organizations
were supporting the community groups with construction skills training,
credit, and technical oversight. The project in La Cienaga involved
not only housing, but food and small animal production, a clinic and a
school. The pipe and taps for the potable water system in Arroyo Dulce,
as well as engineering oversight, are provided by INAPA. Food is an
incentive for the donated labor component of these projects. In the
housing projects, the donated labor is a1so counted toward the down
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payment on the houses. Well-digging for irrigation is part of an SSID
integrated project ina dry northern border community. Title II food
facilitates the participation of people who would not be able to sacri
fice four or six work days per month as an investment in better housing
or to learn a new skill, such as block-laying or electrical wiring.

Therefore, aside from the general community benefits from construc
tion of infrastructure 1ike a school buil di ng or a water system, and
the family benefits of improved housing, these projects often leave the
participants with new or improved skills which may be marketable and
thus allows them to improve their income levels. The La Cienaga project
is purposefully designed to offer benefits (health center, demonstration
of new agricultural technology, etc.) not only to the 83 who will receive
new or improved houses, but also to the hundreds of families in the
town. We also saw community centers built with some community labor
(but not Title II) which enabled the community to have a site for a
pre-school feeding activity, a place for the farmers' associations and
mothers clubs to meet, and generally acted as multipurpose facilities.

On the other hand, it was cl ear that the 1abor input, even when
given continuity and critical mass by the food incentive, is only a
small portion of what is needed to have a successful, lasting construc
tion project. Materials, expert advice, training of the workers -- all
of these constitute a high proportion of the total cost of a school or
piped water system, and must be provided in quality, quantity, and time
liness when the labor force is available. This requires that the PVO
promoter, or the community group itself, have good skills in estimating,
planning, organizing, and resource mobilization, or be able to turn to
government or other technicians who have those skills. It appears that
the construction projects are often the result of community initiatives,
pressures placed by local groups on politicians or agencies, demanding
that services and materials be provided. Given the variety of this
activity, and its ad hoc nature, it seems clear that the PVOs cannot
expect their fieldstaffs or volunteers to master the technical skills
needed, but that they might be able to upgrade the more generic manage
ment techniques of those who work directly with communities.

d) Natural Resource Conservation

At the two sites visited, teams of farmers and farm laborers were
digging retention ditches and drains, planting hillside crops like
coffee bushes and fruit trees, and installing plant barriers to conserve
the soil cover. At one site, a small group of owner-farmers was assist
ing one of the members who worked along with the others. At the other
site, a much larger group appeared to be provided benefits to one owner
who was absent on the work day.

The two sites are in the San Jose de Ocoa watershed, where Father
Louis Quinn identified the dramatic erosion problems, and began recruit
ing technical help through private channels in 1973. Now the local
development association, which Quinn advises, the Soil Conservation
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Service of the Agriculture Secretariat, farmers' associations, Caritas,
and USAID are participating in this activity. Caritas provides food
for the farmers' associations, and field technicians of the SCS visit
the work sites and provide technical supervision.

. At the first site, the farmers were committed to conservation, and
knowledgeable about why they were doing it, and how to do it. One
farmer responded eagerly to the idea of travell ing to other threatened
areas as an educator/spokesman for the effort. Accordi ng to studi es
conducted with USAID support, and observation by the untrained eye,
this erosion of mountain slopes is one of the most serious problems
facing the D.R. At the same time, it is a problem of which general
consciousness is still low, and the institutional, technical, and
financial capacity to deal with it is also extremely limited.

The GODR is not presently able to mount a major attack on this
problem in the near future, though initial steps are being taken with
USAID support. The PVOs were struck by the contradiction inherent in
their support for agricultural production activities in hilly areas
which contribute to soil loss, and their effort, presently through
Caritas, to support methods of combating the problem. The PVOs may be
able to take help launch the needed national effort. They can spread
consciousness of the problem through educational efforts, and begin to
introduce and experiment with simple, labor intensive changes in hill
side farming and drainage. This would help create the climate for the
major effort needed, and contribute to developing the state of the art
of knowledge and methods which will have to be disseminated through pri
vate and public channels to thousands of small-scale hillside farmers.

Again, this implies new or expanded knowledge on the part of Caritas
and SSID field personnel, so that they can identify problems, and work
with fanners in this vital area, using the entree they already have in
other FFW activities.

e) Community Promotion

One situation of this type was visited at Monte Cristi, and became
the subject of one of the special case studies (see Annex 2). Rather
than a project, this is a series of activities carried out on an aband
oned banana plantation by fluctuating numbers of families, where there
is no formal organization or plan. The food is used to help sustain
the families, and involves particularly the women in construction of
community buildings and short courses in handicrafts and vegetable
gardening.

This situation exemplifies a set of difficulties which FFW projects
may encounter when the PVOs seek to serve popul ati ons and areas whi ch
are beyond the reach of most public sector agencies. In this parti
cular case, an energetic priest, Padre Ramoncito, with little patience
for bureaucracy and paperwork, provided optimism and a sense of accom
pl i shment to a group of famil i es for whom the PL 480 food meant su rvi val
as well as a point of organization. The priest could not anticipate
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how many families would be on site from month to month, nor the kinds
of activities that would be needed and possible. If he had limited
food distribution only to those families originally approved as benefi
ciaries, he would have had severe problems with the others (as many as
100 families at different times), given that the settlers had not
arrived as a group from one place, but came from several poor communi
ties, and had no concept of themselves as a community, or experience
of sharing limited resources.

In some respects, community promotion efforts such as Padre Ramon
cito is carrying out are the real essence of community development,
creating a community where none existed before, giving some of the most
needy people an experience of working together to accomplish something
of general benefit, and responding agilely to the shifting size and
need of the community.

In the D.R., as in the rest of Latin America, this is a response to
situations found in both urban and rural spontaneous settlement areas,
both of which are growing as populations grow and shift. As the case
illustrates, in these situations development workers do not have stable,
rooted families and an established social structure on which to base
an organization. The people are continually on the edge of survival,
getting by on a handful of coins, buying things in small amounts every
day as their day labor permits, and suffering all the symptoms of their
status at the bottom of the economic ladder. Title II food can be an
appropri ate resource to meet those immedi ate needs, to begi n to form
nucleus communities, to organize people for educational activities, and
creatively to respond to a range of longer range requirements. Voluntary
agencies' goals and methods are particularly well suited to this work.
The challenge is to develop methods of working with such groups and then
move them beyond immediate relief, and toward some form of planned com
munity building, income-earning capacity, and decent living conditions.

3. Overall Benefits of the FFW Component

L
L

While our field work planning had expressed bias in favor of activities
considered by the PVOs to be particularly successful or innovative, we
believe that we saw a good selection of situations, including ones where
a great deal of improvement is possible, where lessons have or can be
learned from failures as well as successes.

As the preceeding descriptions and commentary reveal, the FFW component
of the Title II program is producing benefits in four broad areas of interest
to the PVOs and to USAID: (a) improved economic and family well-being, (b)
social/nutritional benefits, and (c) organizational benefits, and (d)
improved rural infrastructure.

The economic/benefits and family well-being accrue both to individuals
(in new crops for family use and sale, improved yields from soil conserva
tion, and new housing) and to communities (reliable water supplies, improved
road network s).
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The social and nutritional benefits occur because the PVOs are reaching
out to people in isolated areas, to those experiencing extreme economic
hardship, and giving them an opportunity to begin to solve some of their
most urgent problems through a modified version of the traditional convite
system. The food represents a significant part of many of the families· diets
or food buclgets,(as much as one-third for many families, based on our
informal questioning), particularly during preharvest or drought periods.

The organizational benefits take the form of an extensive and growing
network of well-established community groups which have been formed or
strengthened, as indicated by their

- ability to manage food
- ability to identify problems and manage work to solve them;
- mobilization of other resources (technical and material)
- shared leadership within the groups; and
- commitment to non-formal education as a component of FFW activity.

These groups offer a resource for development programs seeking to
improve conditions in the rural areas through local action, such as the
soil conservation project. Many of us on the evaluation team, particularly
some of the CARE staff who had been away from community development for a
number of years after starting their careers in that field, were impressed
by the farmer leaders whom we met, compared to the posture and attitudes
of such people only a decade ago. The farmer leading a community group or
project speaks directly, answers questions candidly, analyzes his and his
community·s circumstances succinctly, and often has a clear sense of where
he and his people are heading. His wife may be a community health promoter,
trained for a few weeks by SESPAS, his son involved in a youth group, and
signing up to be trained as a paratechnician in soil conservation. The
timidity, close-in isolation, and feigned ignorance which served as the
protection of the campesino under the Trujillo regime, seems finally to be
fadi ng away. The farmers· groups stand up for what they need, know where
to get it, and work out their leadership and management problems among
themselves and with their local promoters.

Based on our bri ef experi ence, it woul d be overstating it to say that
the PVOs· FFW work with community groups is a major factor in this network
of self-confident local leadership and groups, but we think they·ve played
a notable role in helping this happen.

The infrastructure, such as the potable water systems, conmunity cen
ters, or drainage or irrigation canals, were all the product of local
initiative, and we think that this accounts for our observation that most
were maintained by the community groups as part of their ongoing activities.
Much of what we saw, of course, was relatively new, having been constructed
or reconstructed following the devastation of Hurricane David in 1979.

We have been asked to assess the extent to which this work would have
been accompl i shed had there been no Titl e II food for work program. How
essential is Title II? It·s a very mixed picture, and made more difficult
due to the history of repeated disasters in the country, which have brought
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in large amounts of food as relief, which was often used to stimulate re
building. In most instances; pva promoters and community leaders described
the food as an lI a id ll

, a IIstimulus ll
, and lIimpulse ll which allowed workers to

give up paid work days for community efforts. The donated food gave commu
nity 1eaders experi ence in managi ng resou rces on beha If of the community, and
helped assure that the needed number of workes would come to the work site
on a regular basis. Many rural Dominicans live literally from day to day,
their wages barely covering the cost of that day·s family food and shelter.
Much might have been accomplished without Title II, but it would have been
on a smaller scale, by smaller groups of relatively more affluent, dedicated
farmers, or by groups making more strident demands on government agencies
to deliver materials and services or cash wages. Groups in more isolated
areas of the country, who are reached by pya promoters, might not have been
encouraged to focus on their needs and to take the joint action that the
food incentive provided.

4. Suggestions and Activities for FFW Replanning

a) Project Categories

Summing up the analysis of the different categories of projects,
the following suggestions were offered at the end of Phase I:

o Construction projects (housing, irrigation, potable water, com
munity centers, etc.) require careful coordination of design
skills, construction skills, and materials. While food for
laborers may represent a small proportion of total project in
puts, the management skills required of pya promoters are consi
derabl e, and may requi re upgrading to assure that projects are
well-done within a limited time period.

L
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Steps need to be taken to upgrade the quality of the technical
work done on feeder roads through the provision of technical
advice, better tools and equipment, and cooperation with govern
ment in project selection and alignment.

Agricultural production projects should be focused as much as
possible on producing food for nutrition, improving the family
food basket in the community, producing for nutrition centers,
and improving the lot of people working on sugar plantations and
land reform settlements.

Caritas and SSID can playa more active role in soil conserva
tion, both by introducing basic practices in their agricultural
production activities, and extending environmental education as
the D.R. gears up its natural resource conservation program.

Community promotion activities with fluctuating or transient
groups require special organizing skills, and need to be geared
as soon as possible away from relief toward development, while
maintaining accountability for Title II food.
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In the Phase II workshop on rural deve10pment/FFW, the agencies
agreed to develop plans to focus community groups' agricultural produc
tion activities on the improvement of the family food basket, applying
basic soil conservation techniques. Agency representatives will gather
information from and hold conversations with the Secretariat of Agricul
ture about food producti on pl ans, programs and reqlJi rements, and about
soil conservation training and community education. They intend to
discuss potential technical assistance needs with the Peace Corps, and
visit some pilot projects involving basic foods and swine production.
The group will also investigate family nutrition education, food pre
servation, and food marketing programs to complement the effort. Train
i ng programs for promoters wi 11 be based on the plans whi ch emerge.
Technical assistance from USAID and AID/W will be requested as part of
the planning activity between January and April. The areas of need are
food producti on, soil conservati on, and nutriti on educati on messages.

A plan will also be developed to improve the feeder road activity.
A working group will be formed, consisting of PVO representatives, the
USAID engineer, and the feeder roads unit of the Secretariat of Publ ic
Works. They wi 11 work on refi ni ng a recent proposal s for a new USAID
supported GODR program in animal trails, intended to complement and
support the FFW wrok in this area. This committee will also discuss
the issues involved in repairing or extending motorab1e feeder roads.

Though it was less through1y defined due to time limitations, the
agencies expressed interest in setting up another working group to
discuss and set directions for construction projects. They intend to
examine the current range of projects and re1 ated resource needs, and
develop training for promoters in the management of such projects.

b) The PVO Role in Rural Development Strategy and Operations

Apart from steps that can be taken to improve the development impact
of specific types of projects, there are across-the-board concerns about
the PVOs' role in rural development through food for work which were
discussed during Phase I and carried over into Phase II. While these
matters seem especially important in the context of the relatively
unstructured FFW component, they are also relevant to other areas of
PVO programming as discussed in Section III. Here the focus is on the
following points:

- Overall FFW program strategies of SSID and Caritas in relation to
government programs;

- Alternative ways of working with community organizations;
- Equitable treatment of community participants;
- Organization Development/Training implications for PVOs of changes

in strategy and operations; and
- Use and sources of comp1 ementary resources to accompany food.

(1) Program Strategy Alternatives - Roles in Relationship to Government

As stated in Section III, the PVOs are acted on as well as actors in
the process of change in the D.R. This requires periodic reassessments
of their roles in relationship to national development needs and govern-
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ment programs, to resources available through foreign and national
institutions, and to pressures within their own organizations and their
const i tuency of community organi zat ions. Here are some ideas whi ch
were raised during our Phase I meetings in the D.R., augmented by sub
sequent reflection and discussion within the consulting team.

(a) Development Laboratory

The PVOs have, in recent years, provided services to communities
not reached by government programs, and have gotten involved in inno
vative activities which government was not equipped or willing to
carry out. Examples of using FFW in this way include the Carbonera
integrated development intervention, and introducing the production
of animal protein sources (fish, rabbits, poultry). These activities
are all of potential importance to broader-scale development programs
in the D.R. In carrying out these activities, the PVOs have relied on
local materials, community volunteers, private donations (both national
and international), and technical advice which they have mobilized in
in a number of ways. These projects are by necessity low-cost, shoe
string efforts, and while there have been failures, there have also
been successes. Working under formal agreements with government agen
cies to test new approaches is complicated and difficult, as SSID
learned, but this should not rule out experiments like this, or others,
by both SSID and Caritas.

The PVOs have the opportunity to assess thei r i nnovat i ve rural
development projects, understand why some failed and others didn't, and
make these findings known to government agencies concerned with rual
development. If SSID and Caritas choose to make more of their role as
"l aboratories for development" at the corrrnunity level, this may give
them more clarity of purpose, a framework for attracting additional
funds and technical assistance, and a new rationale for selecting
and training their field staffs.

(b) Preferences in Project Selection

Both agencies, but especially Caritas, have considered the idea
already adopted to some degree by SSID, of giving preference to certain
kinds of community projects when allocating Title II food and comple
mentary resources. Thi s has the effect of movi ng the pri vate agency
away from the pure responsive mode in which community wishes, however
diverse, are the single determinant of which projects receive Title II
food. As expressed by Caritas, this might mean that their promoters and
diocesan committees would respond selectively to communities in certain
areas where communities face similar problems, such as lack of drinking
water, soil erosion, or a need for storage centers for cash crops. They
would give preference in food allocation to those communities willing to
meet the area's priority needs for basic foods or infrastructure. This
need not el imi nate a wi der range of responses to speci fi c community
needs which fall outside the list of preferred projects.
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Thi s "pl anned" response, as Caritas expressed it, or system of
preferences, would connect logically to the "l aboratory of development"
approach mentioned above. It would have a similar effect of giving a
rationale for building certain specific kinds of development skoi11s,
both technical and organizational, in the field personnel, whether
paid promoters or volunteer workers. It would likewise be an aid to
mobilizing other kinds of resources, whether public or private, and
allow the PVO to show the impact of its work in more discrete develop
mental as well as organizational terms.

For Caritas to move in this di recti on, it wi 11 have to acti vely
conduct the program of dialogue and education which it has sketched out
in its action plan. It will mean surveys, workshops, and special ses
sions within the Catholic Church-Caritas structures to explore needs,
options, and alternative ways of doing business differently. For SSID,
it would mean further fine-tuning, perhaps in the form of technical
and management training for its regional and local promoters.

(c) Food for Nutrition

One way to combi ne the 1aboratory and preference concepts is to
seek more actively to link FFW-supported food production with the
feeding/nutrition components of the PVOs' Title II and non-Title II
programs.

This can be managed as an operational problem, leaving it to field
staff to see the potential and make the linkage in situations where a
farmers' association has produced a surplus, or is producing nutritious
by-products (like yucca or squash leaves) which could be used in a
nearby nutrition center.

We suggested that whil e thi s approach wi 11 be of some benefit,
there are more purposeful ways to connect FFW food production to nutri
tion activities, building on ideas and actions of the PVOs. As de
scribed in the nutrition section, CARE could work with CEA to expand
on the Santa Fe plantation experiment with food production. During the
second visit, we learned that CEA is considering a new policy to produce
food on the sugar plantations. Similarly, CARE could develop a program
with lAD, focusing on the newest and poorest land reform settlements,
and combining FFW with MCH.

On a broader scale, CARE, SSID and Caritas could collaborate more
closely with government plans to resolve some of the country·s basic
food problems. According to the preliminary scheme described in Annex
6 on food, land, and nutrition policy, the government is considering a
campaign to increase production of a "mini-basket" of basic nutrition
foods like rice, beans, oil seeds, sorghum, and chicken. To the extent
that the PVOs' staffs have influence with community groups and with
agencies like lAD and CEA, and technical knowledge (or access to that
knowledge), they can give preference to FFW projects which promote the
production of the national mini-basket.



.L

L
11

L

l

L
L
L
L

l
L

-37-

Short of that kind of strategic decision, the PVOs can consult
regionally with agriculture officials to learn more about appropriate
crops or small animals for each area, marketing potential for different
crops or products, and about current agricultural practices being deve
loped or promoted. They can use this information in advising farmers'
associations engaged in crop or small animal production.

(2) Working with Community Groups: Entry, Support, Evolution

The staffs of all three of the PVOs have extensive experience in
working with community groups through both public and private agencies.
As we found during our meetings and conversations, this is a rich mine
of wisdom and of historical perspective. It is possible that a more
systematic use could be made of this experience by both the PVOs and
USAID.

The selection of communities and families for participation in FFW
projects, and for their continued participation in the program can be
more systematically based on two kinds of community analysis, organiza
tional and economic. Organizational analysis refers to the capability
of local groups to solve problems by effectively mobilizing and utili
zing resources. Economic analysis refers to the needs of the group
for food, for income, for basic services, and supports the PVOs' attempt
to reach those groups whose needs are greatest.

(i) Organizational Analysis

The existing organizational criteria for guiding the use of
Pl 480 food are at times intangible, and sometimes contradictory.
Some promoters prefer to work with groups that already have a track
record. They know that the food wi 11 get to the intended people,
that it will be stored and accounted for, and that the physical
work will be completed. "I like to work with groups that won't
cause me any problems, where I know we'll get results," one says.
Another prefers to work with groups that are just struggl ing to
get started, focussed on one simple physical accomplishment. ",I
like to teach them about leadership, about administering food,
about filling in forms to get resources. I get satisfaction from
seei ng the group grow, stand up, and move from one accompl i shment
to the next," says another. Some of the promoters are spending
significant periods of time moving their groups to the next stage
of development as organizations, where they can contract with food
processors, form federati ons to infl uence government programs at
the regional level, and diversify their activities in other ways.

It was generally acknowledged that community development is more
an art than a sci ence, and that under the decentral i zed mode of
ope rat i on of the PVOs, it does not 1end itself to systems and
standard procedures. Yet it may be possible to tap the body of
experience of community development in the D.R. represented by the
PVOs' field staffs, and bring a bit more science into the art. The
purpose for doing this is so that the PVOs can assure themselves
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that they are really reaching those that most need help, that their
project work with FFW is producing both the tangible and organiza
tional effects they aspire to, and perhaps to be able to document
the knowledge which now rests inside the heads of the promoters
and regional coordinators.

As descri bed inSect i on II B-1 many factors, from promoters I

personal styles to a desire to spread the food around to many groups,
enter into decisions about which groups and what kinds of projects
recei ve Ti t 1e II resou rces (or other forms of PVO ass i stance).
Perhaps some key indicators could be gathered and agreed to by the
field staffs, in a structured discussion forum, which would define
(a) when a community should begin to receive support (b) what the
organizational and economic stage is where support could be changed
from food to other needed items like credit, materials, or technical
education, and (c) when the food stops being a support or a means
of achieving unity, but rather is producing either dependence or
divisiveness in the community or group.

Like other social groups, there may be generally observable
stages that community groups go through, and that can be observed
and tracked, as they proceed from dependence, to interdependence,
and finally to independence, and reach the point at which they are
ready and able to affiliate with some higher purpose or larger body.
During the field trips that it was possible to look at such indica
tors as shared and rotated leadership, abil ity to administer re
sources effectively, to manage people and draw on their skills for
the benefit of the group, and of course to identify, prioritize and
solve problems.

(ii) Economic Analysis

Indicators of the level of community economic well-being might
also be derived, which would permit better decisions about intro
ducing and phasing out (perhaps replacing) food as a supporting
resource. PL 480 food priority would be assigned to the poorest
communities for a fixed period. When the members of a community
group have achieved a certain level of increased family income, or
have family food reserves pl anted or stored which wi 11 1ast them
for at least six months, then food would no longer be the appro
priate form of support.

(iii) Differentiating Communities and Treatments

SSID and Caritas could combine these organizational and
economic indicators to identify and group poorer and relatively
less-organized communities for one kind of treatment with FFW,
while the relatively more productive and organized communities
would be supported in a different manner.

The poorer, less-organized communities would be assisted with
a simple activity requiring little more than the members· labor,
such as community cleanup. A single-function organization would



This issue has various parts to it, all of them having the poten
tial for divisiveness rather than the desired unity among community
members. One is the differing ration levels being provided for FFW by
SSID and Caritas. SSIDls ration, intended in part for greater nutri
tional impact, and for much small numbers of comnunities and partici
pants, is roughly three times that of Caritas· (see details in Annex
15). Caritas seeks organizational results through FFW, rather than
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be formed for the purpose, glvlng the members the experience of
forming a group, to plan and complete work, and manage a resource
(food). As they showed ability to complete these tasks, they would
be assisted to move on to another activity, with an immediate reward
in the form of continued food supply. In addition, the foods from
the Title II package in such communities might be limited to those
which are similar to local ones (only oil or corn flour, perhaps).
This would result in less loss if the groups failed, and reduce
the time spent by promoters in acquai nt i ng peop1 e with unfamil i ar
items like bu1gur or CSM (See discussion in Annex 15).

In the relatively more developed and organized communities, the
strategy would be to mobilize other kinds of resources, perhaps
under a regional OPG, whi ch wou1 d provide for producti on-re1 ated
activities such as land reclamation, soil conservation, or agro
industries. Relatively more attention might be given to educational
events, and to working out innovative projects in association with
government-run programs. PVOs mi ght consider providi ng new ser
vices, such as legal assistance in securing clear title to lands
the community members already occupy and use.

We do not propose that this subject be approached as an academic
exercise, but as a practical one, working with the practitioners of
community development to see how decision-making can be more founded
on agreed criteria. Pilot projects might be set up, or one diocese
might offer to be a laboratory for varied approaches. We think that
with the D.R.'s extensive history in community development using
food, some valuable knowledge can be distilled which will improve
program management, training of staff, and help reach the goals of
community self-reliance which the PVOs profess.

During Phase II discussions, the PVOs and USAID decided to set
as an objective for future planning to unify the agencies· criteria
for the use of Title II food in rural deve10pmentjFFW. A team of
agency representatives, including field promoters, will review the
socioeconomic and organizational criteria now being used to pick
communities and projects. They intend to classify communities
according to key indicators, and develop a strategy for working
with groups or communiti es at different 1eve1 s of development.
This strategy wi 11 be discussed within each agency before it is
adopted for the Title II program as a whole. Assistance from an
AID expert in rural community profiles will be requested.

Equitable Treatment of Community Participants
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emphasizing nutritional impact on families. These differing organiza
tional strategies have the effect in some communities of creating com
petition between groups and between the PVO promoters themselves. We
would urge that the agencies find a way to offer a more similar ration,
whether wi thi n the context of the lid ifferent 1eve1s of development II

plan, where more needy communities would get a larger, standardized
ration of fewer items, or under some other logic.

Second is the matter of equitable benefits and participation from
agricultural work crews. The work is generally organi zed so that the
same number of person days are worked on each farm, thereby controlling
for the differences in farm size. However, in some communities we found
instances where convite teams are made up of landless laborers who
appear to be provi di ng servi ces to farmers with 1and, and were provi d
ing a major part of the heavy labor on those farms.

In projects such as soil conservation, which require a substantial
time spent in the digging of drainage and diversion ditches and the
construction of terraces, the organization of work teams to work on a
limited number of larger farms in the community may be highly inequit
able. This can contribute to the conflicts in the community regarding
the use of the PL 480 food.

Such conflicts are not inevitable, however, and in most of the com
munities visited the work crews were organized in such a way to given
equal benefits to all members of the association regardless of the
amount of 1and each member has. The mechani sms and means for assuri ng
this equity in such cases where the food is being used to help private
production processes should be carefully studied. Controls to assure
equity could be introduced into the design of the projects by the PVOs
and communities.

This raises a third point about the PVOs· professed aim of reaching
the most needy. In the rural areas of the Dominican Republic, these are
often people with little or no land. The challenge of the PVO is to
involve those people whose only asset may be their labor, to help them
obtain access to land or water or other means of improving their income,
without coming into conflict with landed elites, who may also be inte
rested in the resources of the PVOs (food, credit, or agricultrua1
inputs). Some of the PVOs· field staffs have experience in these pro
blems and how to deal with them without falling into either league or
battle with the local elites. This wealth of experience needs to be
tapped and passed onto the younger, the less experienced, or the less
effective field staff mertlbers in a continuing effort to maintain SSID
and Caritas' integrity.

(4) Organizational Development/Training Implications for the PVOs

Organizational development is most often defined as a process of
planned change. It begins with awareness of a need for change, based
on either external changes affecting the organization, and or on dis
satisfaction expressed within the organization. A change in one part
of the system will almost always require change in all or most of the
subsystems.
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For the pyas in the Dominican Republic right now, this little bit
of theory is very real. External changes are significant. There is ex
pressed internal dissatisfaction from the level of top managers down
to the promoters in the field. New purposes are being explored. New
ways of doing business are under consideration. Tentative steps have
been taken to establish new alliances or collaborative arrangements,
breaking some of the distance and isolation of the past.

As these changes begin to take more concrete form, they will have
di rect impact on personnel at all level s of the pvas, and on many of
the people in the organizations with which they work. Much of what
has been discussed during this evaluation/replanning period will re
quire that managers, technicians, administrators, and promoters re
fresh old skills or acquire new ones, and begin to acquire new know
ledge. The training implications of program change will require
frequent attention in order to retain and motivate staff, and transfer
skills within and between the agencies.

Below are mentioned some of the topics which the pva training
agenda might cover.

(i) Program/Project Management

Senior as well as mid-level staffs of the PVOs might benefit
from refresher courses in the functions of working in teams, setting
goals, programming and planning, and monitoring and evaluation.

The state of the art in these functions in the context of
rural development, and how they interrelate, has been evolving of
recent years. This might assist the pva managers in responding to
new demands associated with becoming more effective development
agencies.

(ii) Organization and Consultation with Communities

The older, more experienced Caritas and SSID staff have much
to offer to other agencies in techniques of working with newly
formed as well as more seasoned community groups. Many of the CARE
staff have simil ar skill s, but may not have used them in recent
years. A joint seminar on community development, and perhaps an
opportunity to work for a time in integrated teams in the field,
might make up a good training plan. Some topics to be explored,
in addition to those proposed above above in 2-b(2), might include:

L
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o

o

special problems of working in communities of landless
people;

problems of class differences in communities of landed and
landless agriculturalists; and

L
o worki ng with different situations of concentrated 1eader

ship, conflict within communities or community groups,
communities of transient people or fluctuating populations.
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Participants could bring in real situations they face, and work
with others on alternative ways of coping with such problem situa
tions. The results of seminars and structured field work could
eventually be the basis for a community worker's manual, which would
be valuable for a number of Dominican organizations engaged in rural
development.

(iii) Technical Training

As with community development, at least some of the resources
needed to upgrade the technical skills of PVO staff, especially pro
moters, exist within the PVOs themselves. CARE, in particular, has
staff who have formal training in agriculture. The areas of tech
nical training needed will emerge as the PVOs redirect their pro
grams, and survey the wi shes of thei r staffs. Some of the topi cs
discussed during our work in-country included crop and small animal
product i on, soil conservation, energy conservati on, techni ques of
road drainage and repair, and skills related to monitoring and up
grading nutrition programs. The agricultural institute in Santiago,
ISA, may have appropri ate courses. In some instances the PVOs may
have to make special arrangements. Hopefully the training can fol
low the method suggested under community organization and consulta
tion, which emphasizes training people in immediately needed skills,
with visits and work conducted in village situations, such as the
Ocoa watershed, or on an animal trail that's being reconstructed.

The PVOs can work together where their interests coincide, and
organize joint training sessions, perhaps including village leaders,
church volunteers, and others who will be able to apply the training
in specific projects.

(5) Complementary or Alternative Resources

Food alone won't do it. In many of the construction projects,
labor makes up only 20 to 40 percent of the total project cost, the rest
being equipment and materials. In construction, feeder roads, agricul
ture production, and soil conservation, technical assistance is required
if the project is to be well-executed and long-lasting.

The PVOs, and the projects they sponsor, need access to technical
knowl edge, education and advi ce, and to management and organi zati on
training, to complement the food which encourages the labor. There are
at least the following five ways of obtaining these complementary
resources:

(i) From their own resources, including their local staffs, local
and international collections or donations, by hiring consul
tants;

(ii) From government agencies, or from selected individuals working
in technical agencies;

(i i i) Di rectly from AID, the Interamerican Foundation, Appropri ate
Technology International, The Interamerican Development Bank
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or other agencies which provide funding to PVOs, whether as
grants or loans· of funds or time from technical experts in
volved in related projects;
From private Dominican development associations and founda
tions; and
From local volunteers, business people, or other individuals
interested in promoting development in their areas.

SSID, Caritas and CARE have shown that they are sk"illed at searching
out these sources, preparing project proposals, and responding to the
inevitable monitoring and reporting requirements. They are conscious
that in nearly every instance some degree of freedom of action must be
given up in return for the additional resource.

As the agencies evolve further as development agencies which inter
act with other development organi zat ions, they wi 11 fi nd it benefi ci al
to have thei r own standard procedures for pl anni ng, management and
evaluation, thus minimizing the creation of special systems for each
activity or new funding source.

To the extent that the PVOs can publicize what they are doing,
maintain general relations with sources (even when a specific proposal
is not pending), they can expect to have funding agencies seeking them
out to help design and implement programs to reach rural populations,
tryout new techniques, or otherwise enhance the solution of development
problems. They will also be known in a more general way, so that when
they have a special requirement, familiarity and confidence (which is
often as important in funding decisions as are elegant project designs)
will already have been established with funding or technical agencies.

In connection with pl ans for i mprovi ng the MCH component of the
program, the Phase II workshop participants resolved to pursue two
activities. One is to begin an educational dialogue at the level of
the Technical Secretariat of the President of the Dominican Republic,
providing updated information on the PVO·s programs and accomplishments.
It is hoped that this will lead to more informed government decisions
regarding support for the private efforts, including allocations of PL
480 Title I proceeds. The second activity is a review of sources of
fundi ng, equi pment, and techni cal assi stance for nutriti on programs,
including multilateral agencies (UNICEF, FAD, PAHO, WHO), bilateral
programs (AID, CIDA), and pri vate organi zati ons (Mi seri os of Germany,
OXFAM, CRS, CWS, and CARE/New York). This information will be used
during the planning period to shape some aspects of the nutrition
component so that they qualify for available funds.

As their plans are developed, the agencies have agreed that certain
standards will be met. They will set clear targets for each programming
area, and establish systems for monitoring, program adjustments, evalu
ation, and termination of projects at the community level. They intend
to build into their plans indicators of accomplishment for each activ
ity. Training programs for staff and community leaders will be identi
fied as the plans are developed.
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III. ANALYSIS OF POTENTIAL FOR INCREASED INTERAGENCY COLLABORATION

During our activities in the D.R., we continually explored with the partici
pating agencies a variety of ways of linking their programs and increasing inter
agency collaboration. While the initial impetus for this was the AID expectation
that this topic would be treated, the subject also came up naturally in the course
of our discussions. This was due in part to the way the teams and work were
structured, also to the interest and curiosity of the various agency representa
tives. Many times we heard "Aha! I didn't know you were doing that!"

Collaboration and linkage are carefully chosen words here, preferable to
integration, since integration implies a standardization and control which private
agencies find uncomfortable for reasons discussed below in Sub-section B. Colla
boration implies exchange of information, mutual assistance (access to rural
groups through the voluntary agencies, with technical advice from AID or a GODR
agency, for example), coordination of plans and coverage, and the like -- a
complementary relationship which recognizes both similarities and differences of
interests and ways of conducting programs.

Linkage refers to internal connections within the private agencies' own
programs. In recent years all three agencies have tended to compartmentalize their
suppl ementary feedi ng program from thei r "other programs". Thi s has been both a
conceptual and organizational compartmentalization. Feeding programs were one
thing, development efforts were something else. The evaluation helped the PVOs
focus on this anomaly, which in most instances had a valid origin, but now deserves
and is receiving reexamination. Specific instances of this are discussed below.

A. Areas of Common Interest

In broad terms, the agencies with which we have had contact (inclUding the
GODR, the PVOs, USAID and the Peace Corps) share a number of common goals as they
confront the current development problems of the Dominican Republic. They are all
dedicating the largest part of their resources to the problem of rural poverty
and its causes and symptoms. In a number of areas they are engaged in the same or
complementary activities.

The FY 1984 Annual BUdget Submission (ABS) of USAID/DR tentatively identi
fied the following areas of potential integration of Title II with current or
planned Mission projects.
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Title II Activity

Other Child Feeding

Food for Work

Food for Work and/or
Nutritional Education

Maternal Child Health
and/or Nutritional Education

AID Project

Radio Education

Rural Feeder Roads
Special Development Activities
Fund (Peace Corps)

Health Sector III

Freshwater fisherie~
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As the ABS states."this does not exhaust the list of pOSSibilities.~I/. In
fact. this list does not mention an existing collaboration. namely the involvement
of Food for Work through CARITAS in the soil conservation activity in the San
Jos~ de Ocoa watershed begun by private efforts. now part of USAID's Natural
Resources Management project.

Taking a step back for a broader view and piecing together the various bits
of information we absorbed and talked about along the way, we can see that the
areas of mutual interest are numerous.

1. Basic Food Production. Marketing and Rural Income

This is a major area of emphasis for AID. assisting the GODR in provid
ing services and developing institutions to serve the small farmer. The
GODR, through such institutions as the Secretariat of Agriculture. the
Agrarian Institute, the Feeder Roads unit of Public Works. and other agen
cies. seeks to improve cropping and marketing of basic food crops as well
as commercial crops 1ike coffee. At the same time. the private agencies.
in both their food for work and their "other" programs, are promoting the
production of basic crops as well as commercial arrangements with peanuts
and tomatoes; facilitating marketing through feeder roads projects; assist
ing groups in building or improving irrigation systems; providing credit to
farmers' associations; and promoting the production of fish in ponds. The
Peace Corps also has volunteers working in nearly all of these activities.

2. Nutrition and Basic Health

USAID has supported a series of health programs of the GODR. In the
last several years a network of rural health facilities and health workers
has been put into operation. The National Institute of Potable Water is
reaching many more rural communities with gravity-fed water. wells and
pumps. Regional programs of malnutrition treatment and nutrition education
are operated by the Secretariat of Health and Public Assistance. The PVOs
pu rsue many of the same obj ect i ves. As i de from nut rit i ona1 recuperat ion.
and some medical assistance through Caritas. they focus primarily on pre
ventive health. leaving curative medicine largely to the GODR system. Food
for work is used as an aid to the installation of potable water systems.
Caritas has a program of chlorinization of water and SSID has a wells pro
gram. FFW is also used in latrine construction. and to some extent in
other kinds of environmental sanitation (community cleanups) activities.
The Peace Corps has an active program in primary health care. largely
through GODR channels. A major effort of the PVOs is the feeding/nutrition
program aimed at families with vulnerable mothers and children (MCH).

1. ~/ USAID/DR FY 1984 ABS pp. 63-64

L



L
L

,

L

r

L

L
L
L

-46-

3. Natural Resource Management

This is a new area of activity in the Dominican Republic. The first
significant work on this problem was initiated by the Plan Sierra, a special
integrated program of GDDR now almost 8 years old, which has included soil
conservation and reforestation in the north central cordillera. AID's
Natural Resources Management project is now getting underway, and as it
evolves, will extend soil conservation to additional watersheds, and in
corporate activities in reforestation and range management, as well as
environmental education. CARE is exploring involvement in reforestation,
possibly involving FFW. As mentioned above, Caritas is the channel for the
FFW/soil conservation work in Dcoa. Peace Corps is bringing in a number of
foresters this year.

4. Energy

The Energy Conservati on and Resources Development project of USAID is
starting this year. Peace Corps Volunteers are working in a number of areas
of the country installing wood/charcoal-conserving Lorena stoves, some of
which are being used in CARE and Caritas feeding centers where prepared food
is provided for MCH and FFW recipients. The collaboration here is ad hoc,
rather than planned. At the same time, it is clear that the D.R.'s economic
difficulties are energy-related to a great extent, and that it is a growing
area of common concern to public and private agencies alike, whether moti
vated by their own budgetary limitations, or by concern for the more general
problems of energy suppl ies and costs to rural people and the economy.

5. Educati on

USAID's Education Sector Loan has focused on formal, primary education,
and is scheduled for continuation. Schools in the provinces where the AID
project operates have been bui lt by contractors. In other parts of the
country community groups using FFW have contributed to the improvement,
repair and construction of schools. Caritas and SSID have been more active
in non-formal education for youth and adults, in such areas as nutrition,
basic health, child care, agricultural practices, and sewing and household
ski 11 s. SSID appears to have the most active educational effort, 1inki ng
adult 1iteracy and other forms of education to both feedi ng/nutrition and
FFW projects in nearly every case. Caritas promoters often act as educators,
or bring in health or agricultural extensionists to give talks. Guidance
is provi ded by promoters from SSID and Caritas to community groups in
identifying needs, selecting and planning projects, managing resources
(food and others), and genera lly conducting the bus i ness of a community
organization. As stated elsewhere in this report, these educational efforts
constitute for PVD's one of their highest goals, giving the campesino the
skills and knowledge to pursue problem-solving on his own.

B. Significant Differences in Method

While broad areas of common concern and activity cited above seem to offer
multiple opportunities for collaboration and linkage among some private agencies
and with public ones, we should note some significant differences which act as
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real constraints on joint action. While sharing a number of common aims, the
typi cal methods of work i ng towards them are di fferent between AID and the GODR
entitles on the one hand, and the Private VOluntary Agencies and to some extent
the Peace Corps, on the other. At the ri sk of exaggerating the di fferences,
here is a summary:

1. The scale of operation of AID and the GODR is, perforce, grand, while
the PVOs attack problems on a community-by-community or mi cro-sca 1e,
for the most part.

2. The channel to communities on the part of Caritas and SSID is direct,
while that of AID is through the GODR to official entities and their
regional or local offices, which in turn serve and respond to communi
ties. CARE, in contrast to other PVOs, also operates through these
official channels in nearly all cases.

3. AID and the government agencies start from surveys and other forms of
accumul ated i nformati on, formul ate pl ans and strategi es, and often ap
proach communities to form organizations to carry out programs locally,
such as health clubs, parent-teacher groups, or farmers' associations
to receive agricultural credit. Caritas and SSID tend to build on exist
ing groups (although they often form or restructure groups as well),
and respond to the concerns of those groups, which may be very limited
to one activity (such as road repair), or broader in purpose. The pub
1ic sector agencies generally practice top-down development, as con
trasted with the PVOs' preference for working from the bottom up. On
the whole, the PVOs emphasize process (skills in doing development)
and the public agencies focus more on the outcome (specific program
accomplishments).

4. The PVOs enjoy an autonol1\Y and freedom of activity whi ch managers and
technicians in government agencies do not. Political pressures, changes
in program direction, legal and regulatory restrictions, and limited
personnel and budgets are acknowledged by many government officals as
obstacl es to provi di ng the kinds of servi ces to the rural poor whi ch
they woul d 1ike to offer. Whi 1e the PVOs suffer some of the same ob
stacles, they have relatively more scope to draw on a variety of fund
ing sources, develop their own staffs as they need to, and formulate
their own and management methods in accordance with their institutional
philosophies. They can make realistic commitments to rural people,
in line with their known capacities, whereas a GODR regional office
director may have been handed a set of overly ambitious goals to meet,
without the requisite resources to implement the program.

As noted above, these differences (here we are not ascribing any
value of better or worse to either approach) are often perceived as
constrai nts by GODR, USAI D and pri vate agency personnel. They can al so,
however, be viewed as complementary strengths, especially where there is
a shared development objective. The PVO interest in strengthening com
munity groups offers an outreach network for government programs. The
PVOs are also concerned, as mentioned below, with the development
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impact of their work, and need resources available through USAID, the
government and their private sources. Scientific, technical and com
munity development personnel exist in the PVOs, and their skills need
to be effectively utilized and transferred to others.

C. Private Voluntary Agency Directions and Concerns

CARE, Caritas, and 551 Dare ina genui ne state of reexami nat i on of thei r
programs. This process was under way before our arrival but some new aspects
emerged from the evaluation. Caritas and SSID are looking for ways of internally
linking what they're doing with food in nutrition and community action with the
activities of their other programs. CARE, Caritas, and SSID are seeking to carry
out nutrition and other projects that have more demonstrable impacts on family
well-being, food supplies, income and infrastructure. All three agencies see a
need to complement the food resources with material, financial, and technical
assistance resources. The agencies are also continually conscious of the instabi
1ity of the Title II food resource and wi sh over time to gradually seek ways to
complement the food so as to be less dependent on it.

In the D.R., the PVOs handling the PL 480 food began after the death of
Trujillo as charitable organizations which simply distributed food and clothing to
the needy of the country. Periodically after that, the agencies became immersed
in relief and reconstruction efforts following disastrous hurricanes. However,
in recent years the organizations have sought to evolve from being charitable
organizations to being effective "development agencies." By describing themselves
in that way, the agencies mean that they are attempting to resolve some of the
underlying problems which produce the symptoms of poverty which their charitable
activities had previously been treating.

During this same 20 year period, the GODR has been developing and improving
public institutions for combating that poverty and underdevelopment. A number of
national private agencies have grown up as well, but the primary responsibility
for treating the conditions of development and solving some of the problems of
the poorest of society has fallen to the national government. These programs have
been impressive in improving health care delivery systems, education and internal
transportation and electrical networks, agricultural credit and extension, etc.

This transformation of national governments into more effective welfare and
development organizations has occurred at the same time as the private agencies'
goals and capabilities are changing. This mutual simultaneous transformation
often leads to conflicts between public and private agencies concerning appro
priate areas of action, and to difficulties in coordinating their efforts, both
of which are critical to resolving at least some of the problems of the poor of
the country.!J

~/ See Judith Tendler's observations on this point in Turning Private Voluntary
Agencies Into Development Agencies: Questions for Evaluation. U.S. Agency
for International Development, Washington, D.C. April, 1982.
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This situation has been developing in the D.R. for some time and probably
will continue into the near future. It is critical, therefore for the PVOs and
the government to begin directly to analyze their roles, and to agree on what
the special contributions of the private agencies are as they pursue including
their Title II rural development and nutrition programs, as well as their other
development activities.

It appears that in the D.R., these special contributions might include the
following:

1. The private agencies can devote their resources and energies especially
to areas of the country and parts of the population which are presently
not being reached by governmental welfare or development efforts. To a
certain extent this is occurring in the D.R., the best examples being
(a) the concentration of SSID projects in the poorest areas of the
country, and (b) the Catholic Church and Caritas·s more active priests
and promoters to di recting thei r work towards the truly marginal and
poor peop 1e. There seems to be a great interest on the part of the
PVOs to further focus their efforts into the truly marginal areas and
populations, and this focus should be encouraged, and more consciously
planned in coordination with government agencies and local private
development association.

2. The PVOs can also develop innovative programs and techniques which can
be tested under Dominican conditions and later adopted by governmental
agencies. The example presented in Section II of the report of the
Carbonera self management model for the land reform settlements is a
type of effort whi ch coul d be expanded and emphasized. In such cases
the private agency is particularly suited to experimentation since it
can more carefully limit the promises made to campesinos and at the same
time can more easily assure the delivery of promised resources, because
of its relatively small size and non-political nature. In the feeding/
nutrition component, both SSID and Caritas have active nutrition units
conducting pilot projects and comparative studies which have potential
value for government policy and operations, and which deserve support
from foreign as well as national organizations.

3. The third way that PVOs can complement governmental agencies is to sti
mulate private, economic and social organization through technical and
financial resources and assistance. Such non-political institution
building, particularly at the community level, can be managed over
several years and can mobilize local resources. Such efforts therefore
can also develop independently of the particular political regime and
assure that the campesino voice is heard in any governmental environ
ment. Of course, this option is feasible only where public policy
encourages a strong private sector. This is certainly the case in the
D.R. where government policy has encouraged organization and participa
tion of community groups in agriculture, health, and education.

These three areas of complementary PVO and governmental development efforts
provide a clearer reference point for judging how well the PVOs are doing their
development business, and for seeing how well they are integrating PL 480 food
into their own as well as nationally based development program.
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As we have seen, the agencies are reassessing their relations with USAID
and GODR programs, and are attempting to better focus their resources. SSID made
a major step in this direction during 1976-77, when it limited its operations to
the northwest and southwest regions, placed special preference for FFW on agricul
tural production, and developed skills in well-digging, inland fish culture,
nutrition/health and basic education. They looked at needs systematically and
adopted a development strategy. Caritas is larger, and more a cumbersome agency
to change, given its interlocking structure with the Catholic Church, but it is
now sketching out a process to look at needs, formulate the different kinds of
programming directions, and perhaps work selectively in collaboration with
pub1i c sector programs as well as with other PVOs. CARE is look i ng both to
upgrade the quality of its feeding and nutrition programs, mainly through govern
ment channels, and to diversify its program in areas such as shrimp and fish
culture, reforestation, and production of local foods.

D. USAID Directions with Title II

The AID Mission has made a firm public commitment to support improvements
and possible expansion of the Title II program, as stated in FY 1984 Country
Development Strategy Statement and Annual Budget Submission. The Mission's main
argument for this was based on the food and nutrition difficulties which are
widespread and evident in rural areas of the D.R. The inclination of the Mission
was that feeding/nutrition activities could be expanded, and that FFW might be
reduced, with both programs being refocused and integrated more closely with
AID/GODR projects.

This level of overall interest and commitment on the part of the Mission,
together with the PVOs' mood of reassessment, augurs well for positi ve changes
in the Title II effort, and perhaps in a broader sense, in the relationsh-ips
between the Mission, the private agencies, and the government, in their approaches
to development problems in the D.R.

After listening carefully to all parties for three and a half weeks, we
think it likely that the kinds of changes, and pace of change, may differ somewhat
from those conceived by the Mission in its FY 1984 documents.

Within the various offices of the Mission, we found active interest in what
the private agencies were doing, and a willingness to explore new kinds of part
nershi ps. We counsel that the approach be one of 1earni ng from each other,
rather than trying to move rapidly to "i ntegrate Title II projects into AID
activities".

The Mission and the PVOs now have a framework which has identified the pro
gram areas and issues that will be looked at first, and time frames for reaching
closure on them. This framework has specified initial technical assistance
needed. This process needs to be actively pursued, to avoid frustration, and to
be sure that the momentum of the recent months isn't lost. Some things Mission
staff can do:

1. Share programming expertise and data with the PVOs when they request it,
by commenting on proposed program changes or project proposals;

2. Share information the Mission may have about the GODR's new plans, pro
grams, or potential budget changes;
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3. Share information among the Mission staff about potential areas of
program collaboration with the PVOs, whether involving Title T"" or
other resources;

4. Bring the PVOs into discussions of new projects, where their grassroots
knowledge and experience can be valuable in targeting programs and run
ni ng them through a network of pri vate community groups to reach the
most needy;

5. Listen carefully to and support PVO initiatives (financially and techni
cally) where they complement or extend broad areas of Mission interest,
even if not directly "integrated" with major projects and;

6. Be helpful to the PVO's in presenting issues of Title II policy, com
position of corrunodities, ration levels, etc. to AID/W, and taking an
advocacy position on those matters, as well as concerning PVO access
to some of the Title I resources. What we are arguing here is a stance
of helpful support.

Here are some more specific areas of support for consideration by
USAID/DR, should the PVOs request it.

a) Planning, Organizational Change, and Training

The Mission may be able to provide specific information on organiza
tions, individuals, and materials available either in the D.R., or
through AID/W·s human resources office, which would be of help to the
PVOs as they work individually or collectively on modifying their pro
grams. The Mission could inform the PVOs of local programs being sup
ported under its management training projects, as well as the services
of USDA·s Development Project Management Center and international agri
culture/rural development management training courses. The USDA courses
are regularly conducted in the U.S., but they can also be delivered in
country. The Mission might also explore other ways of directly funding
on-site assistance by management consultants or contributing to the
costs of workshops or conferences. We woul d expect that CRS/Caritas
would be a primary client for this kind of information and support,
given the broad nature of their plan for change.

b) Studies of Feeding/Nutrition Models

Our consul tancy was not intended to conduct impact assessments of
the various nutrition models being sponsored by the PVOs, but together
with them, we did identify a need for the PVOs to reach a better under
standing of the relative effectiveness of the different MCH activities.
The Mission now has an initial request for help by experts capable of
assisting the PVOs in these studies. It is expected that USAID/DR and
AID/W will provide funds, whether under the health program, or other
grant categories, to make a contribution to building the PVOs· capacity
to carry out such studies, and to set up systems to permit self-adminis
tered monitoring and evaluation in the future.
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c) Project or Program Funding

As reported to us, CARE is farthest along in identifying new rural
development projects which are candidates for OPGs, a portion of Title
I funds, or grants from the Embassy's Special Development Activities
Fund. Their agroindustrial project ideas, such as the shrimp and
fisheries project, are in accord with the GODR's interest in creating
rural employment. The reforestation idea which is in its exploratory
stages certainly falls in line with both natural resources and energy
pri orit i es of the government and the Mi ssi on. Whil e these mayor may
not involve Title II food, they help the PVO to build its capacity and
credibility as a development agency, and related to that, to develop
technical and management skills that can be applied to improving the
effectiveness of food programs.

Caritas, through CRS, is requesting OPG funds for the expansion and
improvement of its Applied Nutrition Education Program. With some re
finement, this program can be a replacement for at least some of the
Title II feeding centers, and form part of USAID's nutrition assistance
strategy •

As SSID and Caritas consider linkages within their programs between
their Title IT activities and their other services, such as agricultural
credit, they may require additional funding which USAID could supply or
help arrange through the GODR or private Dominican sources. SSID's
existing fisheries and wells projects are also candidates for expansion
funding.

SSID and Caritas, more than CARE, identified potential needs for
equipment, vehicles, and increased staff in order to improve their
feeding/nutrition components, and expand on their innovative MCH acti
vities. Health Sector funding might be a source for this, either
directly designated for the PVOs, or channelled through SESPAS in some
way. In addition, Mission technicians can refer the PVOs to other
donor agencies whose resources are available in areas where AID's are
insufficient or already programmed.

d) Technical Assistance by Mission Personnel

While we recognize that the staffs of the technical offices of the
Mission are more than fully occupied with their existing project
portfolios, there are a number of areas where occasional consultation
and information-sharing with the PVOs would be of benefit. They could
share their libraries of technical training materials, assist with
setting up field demonstrations on road repair or soil conservation,
review project proposals, and perhaps arrange jointly-scheduled field
trips which would be of educational value for PVO managers and staff,
and for the USAID staff as well. If they are bringing consultants to
the D.R. whose talents would be helpful to the PVOs, some days might
be allocated for exchanges of ideas with the private agencies.
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Construction engineering of,the most basic kind, agricultural tech
ni ques, resource conservati on (soi 1, water, forests, energy), current
knowledge of nutrition -- all of these are important to both USAID and
the PVOs, and while the Mission certainly has no monopoly of wisdom on
these subjects as they apply in the D.R., there are many opportunities
for more formal and informal dialogue in the future.

e) Review of Title II Regulations and Community Development

During our sessions with the PVOs, a topic arose which we believe
deserves further attention on the part of the agencies and the Mission.
The parties involved in administering and monitoring FFW projects should
explore the extent to which the practices used in allocating food,
whether these are based on regulations or on routines that have been
built upon over the years, are supporting community development or
regulating it.

The normal practice is to identify a project within a community,
assign it a period of time and set number of recipients to receive food
(50 famil ies for four months, for instance), and hold the community
accountable for giving food only to those families for that period, and
to complete the project within the assigned time. SSID and Caritas may,
on consultation with the community, extend the time period if problems
delayed completion of the project. While this system has its merits
for both AID and the PVO, in terms of managing and accounting for food,
it may in certain instances work against the overall FFW aims of commu
nity organizing, and in other cases be overly rigid.

I n the Monte Cri st i case, the food mana gement system seems to be
interfering with treatment of a situation where discrete, pre-planned
projects are difficult to define, and where the number of beneficiaries
may be fluctuating. USAID and the PVOs may want to set aside a certain
amount of food, with different ration levels, perhaps only one or two
commodities (oil and corn flour), to respond to such conditions.

As one of the PVO staff members put it, "One successful experience
of completing a community project does not mean that a community group
;s really organized, stabilized, and able to take on additional pro
jects." In some communities it may require two or three such experiences,
of increasing complexity, extending over several months, before the
group is strong enough to function without the catalytic input of food
(see the discussion about "Working with ComrTllnity Groups", on page 37.

As the PVOs examine the community development methods they use,
and explore the potential of treating different types of communities
in different ways, they should study whether the food administration
rules and practices, either their own or AlDis, are consistent with
their objectives and ways of working with or comrunities, or whether
they need to be modified.
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(f) USAID Followup

Following Phase I, the USAID Mission's Program Office participated
actively in PVO planning sessions focusing on the draft report. The
three-year plan idea was proposed, and Phase II assistance was defined
to help the agencies move forward. In addition, the Mission·s engineer
ing office developed a proposal, in consultation with Caritas, to
include a component for 500 km. of hand-built animal trails in the
extension of the USAID-GODR feeder roads project. This would work in
collaboration with the PVOs' community organization/FFW system and a
special unit to be established within the Secretariat of Public Works·
feeder roads division.

In the health sector, prospects appear to have dimmed for a major
nutrition component in the Health III loan. This is due to a number
of factors, but critical among them is the severe financial crisis of
the GO DR which is causing a number of cutbacks in the new loan package.
In addition, at the top levels of SESPAS it is believed that a signi
ficant nutrition effort requires that Health and Agriculture work under
a common program strategy, rather than having Health carry the main
burden. At present, the Mi ss i on sees 1i mited scope for the integrated
kind of public sector program that most observers feel is needed. The
Mission now has the option of assessing the potential for funding
additional nutrition activities through the PVOs, while continuing
to encourage a largerscale, long-range intersectoral commitment by
the GOOR.

The agriculture/rural development office had not fully reviewed the
evaluation report in terms of its implications for the existing and
upcoming project portfolio, technical assistance activities, and the
like. The natural resources program manager participated in the Phase
II planning workshop session on soil conservation.

In our closing conservations with Mission executives, it was agreed
that the USAID senior staff should hold discussions focusing on this
report and the action plans for Title II. The purpose would be to
decide as a team how the Mission·s resources, influence, and talents
can best be mobil i zed to (a) support the PVOs as they defi ne changes
to improve the quality of the Title II program, and (b) collaborate
over the longer run with the PVOs in ways which advance the USAID
strategy and the Dominican Republic·s development agenda.

E. Overall Program Size and Balance

Although this issue was not included in our original scope nor mentioned
in briefings, we have been asked to give our opinion on how big the D.R. Title
II program should be, and what the relative balance should be between MCH and
FFW. As mentioned previously, the Mission·s 1984 ABS requests about a one mil
lion dollar increase in the value of food, and suggests that the FFW portion
might be reduced in favor of increased attention to MCH.
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We don't believe that the data are yet in place which would allow either
us or the USAID/PVO planning group to make firm judgements at this time as to an
appropriate overall size. The nutrition surveillance and income/expenditure
survey data discussed in Annex 14, sections Band C, offer opportunities yet
untapped for documenting the degree of need at the national level, as well as
the geographic location of severe poverty and malnutrition. Our brief review
of these data, along with our observations in rural and urban fringe communities,
support the Mission's contention that the Dominican Republic's national per capita
income ranking is not a reliable indicator for decision-making about food/nutri
tion assistance. We have witnessed serious poverty in much of the population,
and critical poverty in a significant portion. In many of the communities it
was common to find children with clinical signs of malnourishment. It is our
judgement that current levels of Title II support could be doubled and the
projects still would not be able to reach all of those in need.

The issue which ran through all of our work with the PVOs and the Mission,
and which is the main theme of this report, is the one of effectiveness. This
means deciding which MCH models are most worth continuing support, how and where
they will be focused geographically, how the various agencies will collaborate,
and fitting all of this into a long-range national program linked to food policies.
We estimate that the planning process which has been initiated should be able to
produce clearer answers to these questions by early in 1983. In the meantime,
we have counselled that the Mission provide or otherwise make available support
for the planning effort, assist in mobilizing the needed complementary resources,
and that AID/W try to assure at least stabil ity of both quantity and qual ity of
Title II food for the next couple of years. As plans are improved, and resource
needs of the PVOs and the GODR become clearer, program levels can be related to
desired objectives.

Regardi ng the bal ance between the two mai n components of the program, we
have described much of value in both FFW and MCH. We found areas where the two
activities can be mutually supporting, with FFW providing food for nutrition, and
supplementary feeding activities opening the way for community organization. For
CRS/Caritas and CSW/SSID, community promotion work, developing self-reliant
problem-solving in communities, is a major goal, with FFW as the primary means.
MCH is 30 and 20 percent, respectively, of their Title II programs. We hesitate
at this point to recommend that they make major changes in their program mix,
before the analysis and planning work has advanced. Within the diverse Caritas
Catholic Church structure there is a wide range of views about the value of Title
II-supported MCH, as we found and have reported. It will take time, and an active
series of internal discussions, for Caritas to reach consensus and adopt new direc
tions. These could affect Caritas' emphasis between MCH and FFW, and decisions
about increased or decreased use of Title II. SSIDls position is that failing
the addition of complementary resources and training, they prefer to improve and
possibly expand in a small scale their limited activities in MCH. This of course,
may change as they work with the other PVOs and with SESPAS.

CARE is firmly committed to its feeding/nutrition programs, and to rechan
nelling them along with their various counterpart agencies. They have a general
belief that their program could be expanded, but this will be dependent on some
policy and operational changes in the GODR.
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In summary, while there is an understandable interest now in clear judge
ments about overall program size and mix, our counsel is to protect the program
agai nst dramatic changes in the supply of PL 480 food, and from changes in the
balance between MCH and food for work. The Mission should support the process
of detailed assessments, consultation and planning which is underway, looking
for more clarity around these decisions in March-April, 1983.
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IV. FACILITATING SELF-EVALUATION: SUMMARY ASSESSMENT OF THE METHOD

A. Background

This brief analysis summarizes a document submitted in September to Judith
Gilmore, Food for Peace Evaluation Officer. The purpose of both is to describe
and assess concisely the program evaluation method used by our three-man team who
worked in the Dominican Republic from June 15 - July 10, 1982. We believe that
the consultancy was successful and that the method is valuable under a number of
circumstances when the desired outcome is significant commitment by the program's
managers to make concrete program improvements.

This section is offered for those interested in replication of this approach
as one more among AlDis set of evaluation tools.

B. Description

The objective of the evaluation in the Dominican Republic was to stimu
late action to improve the PL 480 Title II program. The consulting team sought
to induce self-evaluation by the private voluntary agencies who manage the food
resource, and to a 1esser extent, by the USAID Mi ss i on and certai n agenci es of
the Government of the Dominican Republic (GODR). The evaluation focus was on
the overall program content, management, and results of the food for work and
nutrition/maternal-child health components. Minimal attention was paid to the
actual movement, storage, and accounting for commodities, nor was this intended
to be, at this stage, a rigorous impact analysis.

Our approach was to seek the activities and projects considered by the
agencies to be most successful, to work with them to identify success factors,
and to see how they mi ght be repeated and further improved. We tri ed to avoid
drawing our own jUdgements and announcing them. Rather, by raising questions
and creating supportive s ituat'i ons, we encouraged the PVO personnel to ana lyze
their work against their own as well as AlDis standards.

We used a variety of techniques. Strategy and operational issues were
raised and explored. We provided initial drafts of data collection guides based
on the PVOs' and AlDis criteria. Situations were created to encourage interagency
dialogues and exploration of each others' activities and methods. The team
sought out people and organizations with different approaches to solving Dominican
probl~ms and brought those people or their ideas into formal and informal sessions.
We used semi -structured workshop methods, havi ng expanded the lleval uati on team ll
to include a total of 20 people, and having some sessions with about 30 participa
tions. The participants were consulted regularly about the content and activities
for the sessions. All work was conducted in Spanish, mostly in the PVOs' offices
or in field locations.

During the three weeks our team (a) organized workshops; (b) participated
in trips to the field for information collection; (c) conducted individual
interviews with GODR officials, USAID staff, and others; (d) carried out specific
data collection/analysis work; and (e) led closing seminars to agree on conclu
sions and followup action. In the startup sessions we established the goals and
tone of the consultancy, defi ned with the part i ci pants the standards of the
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evaluation, and planned the information-gathering work. During the field trips,
which combined PVO, GODR, and USAID members, mini-seminars were held to review
methods, information, and findings. Following the field work we held in-depth
interviews of PVO top staff against the background of field experience, and
separately gathered data on nutrition problems, rural development programs,
and other topics. The goals of the closing seminar were to draw conclusions
about strengths and areas for improvement in the program, and to draw up agency
by-agency action plans.

C. Critique and Lessons Learned

The following points are a summary of the positive aspects as well as
difficulties encountered, and lessons for the future.

Elements which favored the positive outcome of this consultancy were:

o We found an actively supportive climate in the form of a demonstrated
interest and initiative from the USAID Mission and the PVOs.

o We were given well prepared background information and an initial
plan of work assembled by USAID and the PVOs.

o We saw among the involved parties the development of improved com
munications, and a growing awareness of shared problems, mutual
respect, and potential for collaboration.

o General plans for change and followup were produced, and commitment
to working together was demonstrated by commitment to holding regular
planning and technical meetings among the PVOs and AID. These fac
tors resulted in an unusual degree of expressed satisfaction on
the part of the PVOs in Santo Domingo and New York, as well as by
USAID/DR and AID/W offices.

The problems or difficulties arose primarily because of the experimental
nature of this consultancy:

o The consulting team, newly-acquainted for this job, would have bene
fited from additional intra-team preparation time, to discuss roles,
work plans, individual skills, etc.

o

o

There was continual underlying tension within the team and with the
clients between our roles as evaluators and as consultant/facilita
tors.

Invol vement of GODR agencies was not pre-pl anned, and had to be
arranged during the in-country startup.

L
L

o The action plans resulting from the closing seminars could have been
more speci fi c had those sessions been structured for tighter focus
on major, identified program problems and opportunities.

o This kind of intervention can be made into more of a learning event
by purposefully transferri ng evaluation ski 11 s to the PVO/USAID/GODR
program managers by the inclusion of brief instructional events.
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lessons from this experience, from the consultants' viewpoint, are:

o The scope of work provided to the Mission/PVO group, and related pre
arrival communications should clearly define the self-assessment
approach, and the roles, responsibilities, and expectations which
this implies for all parties.

o The consultants must constantly monitor their mixed role as facili
tators and investigators, in order to aim for the clearest focus,
consensus, and specificity of program managers' action plans during
the final sessions.

o The action planning phase should include sessions aimed specifically
at key decision-makers, others for technical or other mid-level
staff, and draw in outside technical resource people.

o Some kind and degree of followup activity should be pre-planned, to
assure that the intense interactions and good intentions do not fade
away, but in fact produce change. Thi s coul d take a number of forms,
not to create dependency, but to assure that the most important
items are attended to.

~
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o Report i ng requi rements shoul d be great ly reduced to focus on what
happened and major outcomes and fo 11 owup, all owi ng the consul tants
to provide client service on key issues, rather than preparing
extensive descriptive or analytical reports.

o The team1s supportive role was symbolized by our choice of working
language, work sites, and emphasis on seeking "success" projects to
visit in the field. These actions contributed to the trust which
developed and thus to our productivity •

Replication

Recoll1Tlendations for improving the conduct of future such "process evalua
tions" have been provided to FVA/PPE in the form of a revised scope of work.
Key points drawn from the experience in the Dominican Republic and included in
the scope are:

a) emphasis on the joint, collaborative nature of the evaluation;

b) specific steps to organize the consultants and other partici
pants relative to shared goals for the evaluation;

c) suggested rather than required topics for coverage by the eva
luators, (unless the agency is seeking certain standard inform
ation from all evaluations as part of a specific study ongoing
monitoring, or decision-making process);

d) members of the client group (USAID, PVO, host government) are
to participate in identifying key issues, preparing case ex
amples of programming activities, and otherwise help to get
readY for the action planning phase of the consultancy;
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e) reporting requirements are reduced to focus on major findings
and followup steps;

f) team members' skills to include evaluation, group process/con
sultation, and substantive experience or knowledge of nutrition,
community/rural development, as appropriate; and

g) USAID Mission role is defined as (i) to be actively involved as
part of the evaluator group, and (ii) to support the workshop
activities of the consultants.


