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Chapter I-
I 

1. USAID should view the PAl ?roject Pro~;osal as 8 guide to action) 
not as a bluear~nt of specific activities anj exact results to be attain~d. 

2.UC:;'.ID should encourage Pi',T use of current expatriate CO!'1nultar.ts, 
desf)1t.~ similarities to T,:'ermanent staff. 

Chapter II-

3. U:JAID should encOl1Ta~e ~:O r.utritional review of AID-supported. 
asri~llture, h8slth, and other activities with nutrition consequences. 

4. TJSAID should, with PAl g'J.jdance, encourage GOL- expansion of the 
FNCO stafr. !:;' fJoS ,t \.:> \1\ S. ' 

5. PAT should seek oppertuni ties, with F1~OO, to coerdir..ate multi
sectoral rrejects, such as the tJ}l?PA and vlorld Bank activities now betn~ 
planned, but should not execute any of the activi,ties directly, working 
only throm;h other a-::;en:cies. 

6 .. If AID is Ser:1Cn5 about nutrit~cn in Lesotho,. it f'ho' ... ld -C:'C':'Rre 

f"or continued sllpport of moo and other nutrition-related acti vitles for 
many years to come. 

C!:aDtf'r ITI-

7. AID/v, ll'SAID/L, _ and ?l\.I should tr:'l to forl?ct p.s.st hj~t()!'y 
an;i concentrate on estahlishir.g neve pat.terns of relationshtp consist l"'1lt 
"ith AID rer;uireI'lents and PAl autono:ny. 

A, PAT should :'r.crease pnrsonal contact with AID staff, clear trav<:.'l 
and ur;.t;.sual cx!'endHures or activities 'Hell in advance, and submit a short, 
l"Ionthly re~ort, with copies of ar.y docnrnents goin~ to USA mlL, the RHDO, 
and A m,r . .; • 

9. AID! . ..;, USAID/L, and the RlIDO should clarify their res?cctive 
relat.!onc;hips a!1r1 res'1onsibHities ':lith respect to the Nutr-ition Project 
and the G ~-antee. 

~enerally accurate, tn.l t. 
at this late dat~, jeopardize 

1Q. ':(UO criticis~ of p:~! perform8,nce wns 
p"n"f0T1TlanCe h~s im,1rov\"d and AID should not, 
the .Project by pcnalizi!1g the G~~:ntr;:;e. . W ltV\. v.,- (;, Crr"~ tv "W.,IS~ (c}'l,., 

11. ?Ar "honld imrtlediat.ely ~mbfr;it to A::l)/~ detailed breakdmm of -ptlst 
end P'c~)(f:E'd expenditures, ,;ith .jnstifi~at.ic'ns, to snpport requeBt for 
extrR f1...nJ", needed to f'1!lfll1 the Crant. 

12. ~~~t'!re :unrli~lr.r sh~.:nld ...... ) c~,: fI·G:!l .A1Il,/\ .. ,1, but P.~. I sh-ou::d r~co~nize 
that t'1~0 ,~oes t:ot di:ninis!-I ficlj l"'0:1HcrLg rRspo!:"j':.1ll:ities • 

. " 
-~ I 

,~ .. :;! . 
,''; 

, : .. : 



-il-

Ch~pter IV-

i3. PAr should flily special <;lttenti.o:1 to early detection and 
resolution of gri-nra:1cAs wtthin FNeO, before tho;, escalate and become 
8 threat to the technical assi8tance relati.onship. 

lL. PAT should ~ake a special effort to pre!)Rre and sll!)oort the 
FNCO Executive Director for the forthcoming major cor-ference, since she 
does not feel fully prep8red, her perforTr.a.r.ce is critical for the Office's 
future, and many participants are skeptical ahout V::llUf> of' the meeting. 

15. FNr:O should focus on bein~ of service to nntritlon-related a~encies, 
e1"lphasizin~ practical help and min;.'I"Ij.~ing special requests, to further 
credibility, reduce defensiveness, and pre~Are the way for eventual 
joint planning addressed to specific nutrition ~oal~. 

16. FNCO should eear requests for information to +'he systeJTIs and 
capacities of participatin~ a~encies, feeding back evidence to show that 
the information has been nsed, anc oi'fering to help the agencies with 
an~r ,roble-rns ::-l3.ised by the requests. 

17. USAID and PAT Should be!;in discussions of Project extension 
'Ni th each oth~r and, togethr.r, '-1j t:.h "'NCO ~nd the Governllf>nt of' Lesotho 
offices involved :tn approval. 

Ghapter V-

18. 'F!-:CO should. analyze the National Nutrition St:-ltll"S '3urvey results 
together wi th available studie!'! ~nd 'information on causal fae tors, to 
develop a better substantive frarne~oj'ork within 'f1htch to make projf>ct 
intervention choices. 

19. DSE/N Sh('\111r! !'lend the latest draft R~port of the Survey, all 
tapes, runs and available raH data f'rom it to FNCO i'1'Imed:iately. 

Ghanter VI-

20. PAr and FNCO should arran~e more tralning sessions for key 
staff of tho~e ministries involved in nutrition plannin~ and coordjnation, 
to imnrove productt vi t;! of rontine .mrk to~ether, ::-edllce defensj 'Jen(~ss, 
and institutionalize the common lan~uar~e and aporoach of the Office. 

21. USA TO should seek nutr:i.t:i on !)lannin~ traininf:, opnortllnitles 
for key p.:-;oole outside ?NCO, with GUidance from the Coordinatin~ Office. 

22. F1;CO should improve subfltantive a3pect~ of the naticl"l3.1 nutrition 
plannin,,; process by p.ir.:)ha~i.?:inc; ~oal-or:i..ented linkinr; of' projects in 
re;ion~ and co~nities. 

:,-. 
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Chanter VII-
) -

23. FNCO should imr>rove imnact of nutrition coordinFition flnc: ,lanning 
by urc;i:1g collaboratjve focus on ':1,eogrsnhicnl centers of malnutritilJn 
Rnd by p,ivin~ priority to tar~ettin~ of feeding programs on malnourished 
children. 

2h. FNCO should work closely with FMU ):Ind non-govArnmental a~encies 
involved in food distribution to develop patterns and methods of 
distribution more directly related to patterns of malnutrition. 

25. FNCO should begin to move into systematic review of nutr::ition 
con~equences in "non-nutrition" activities, after adoptinp, s methodolop,;v
based on recent sources. 

. :." .' .. ' 
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Nutrlt.lon Planni W' flnd r:0crdinR t,ion j n Lesotho .' 

This Report reviews Planninp; Assistance, Inc. (P.t!.I) "?erformance and 

pro;:;ress 'Under Operational Pro~ral1l Jrant AFR-G-1270, also kn'lwn as the 

AID Lesotho ~ntrition Project (632-0066). The three-year Grant, signed 

. in June, 1976 ~as p.xtended to Fel:Jruary, 1980 3nd givo.n r.iore fl.mds by a 

modif1.cation in February, 1972, hrinn'in~ total fundinc:: to ~ L.o5,OOO. 

PAl is helpin~ the Government of Lesotho develop a structure for national 

nutrition planning and coordination. It also provides techni~a1 assistance 

in rr~nagement of the plannin~. 

The present RevieW' l1lP.pts the iJrant requirement for an annual -3"alu-

etion, is intended to assist AID in assessing a PAT request for ~ 50,000 

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

<'lnd responds to s~cial recommendations for an evaluation made in GAO 

Audit No. 3-~90-79-O2, dated October 27, 1978. Althou~h the Grant was 

made by the AID/II Office of Private and Voluntary Cooperation (:E'DG/PVC), 

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

The evaluation responds to concerns of all interested AID offices. 

Method 

The evaluatj on 1Jlethodo1ogy distinp;'llshes c~refully among a )PAI 

pxecl1tion of activities, b) PAT mr..na;;p.ment pnd relat.ionshir>s with A UJ 

And the Lesotho GoverrlM~nt., c)The institutional· results of PAl activitl.es s 

and d) The substantive nutrition plannin~ and related outcomes of the 

activities. Chapt:~rs folloW' th~ Scone of ':lork ~iven in State Cab!.e No .. 

oLo612 from A!'ricd Bureau to the Nission, dated F'ebrt..lary 19, 1979. 
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Readin~, field work in ~ashin~ton, New York Headquarters of PAT, and in 

V~sotho, concentrated on assembling the often-conflicting perceutions of 

participants and observers regarding the chapter topics, followe.d. by an attempt 

to distill, with reasonable objectivity, a balanced view of this unusually 

controversial Project. 

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

to provide guidance for il'lluroving lnanagement and ilTlC)act of what is, despite 

the problems,one of AIDrs outstanding nutrition nlannir..g su?uort activities. 

Connie Collins, theUSAID Regional H~alth Development Oft'iccr (RlIDO) and 

PAI resident Project Director Bob Learmonth provided imnortant help and 

~uidance during the work. Ms. C~lestina Phafane, Director of the LeBotho 

Food and Uutrition Coordinat~.on Office (FNCO), also cooperated in every way 

and shared useful insights. 

'--', 
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I. Execution of Pro1ect AcUvitiP3 
" ... -

The PAl Project Proposal, submitted in January, 197fi and in r~w1.sed 

form the following May, outline~ an impressive frarr£work of goals and 

related tasks intendod to institutionalize nutrition coordination and 

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

they do wt.at they said they ,-lould do ?," the answer is a qualified "Yes." 

Despite early delays beyond PAT control, that eliminated 1976 projected 

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

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

have occurred with reasonahle congruence to the proposal. 

GOL delays in staffing the FNCO have limited scope and delayed some 

activities, especially training, but the consistency ootween PAT's unuRually 

detailed proposal and what has actually ha~ened COMnares favorably with 

similar projects elsewhere. A lettpr from former PAI Project Director Chris 

Thorne to t.he Government, though contrary to PA! ')olicy and threatp-ning in 

tone, got thin~s moving finally. Reasonable people can differ about the 

wisdom of such a letter, but it hardly merited the vigorous nega.tive reaction 

of PAT Headquarters that. contrib11ted to Thorne I s departure. 

The Project Proposal and related Lo~1cal framework must be vieHed as 

!;uides to action, not accurate predictions, under the best circumstances. 

In a highly political in~titution-builjing project, flexible response 

and sensitive tmanticipated initiatives are critical to achieving goals. 

Good evaluation reauires l110re than countinS' "verifia.ble indicators ll of the . ~ 

Lo~ical Fr«mework. PAl falls far short on the indicators t:-lo"e. The eva.luator 

!rust lo.")k at chang1.ng ci:rcuml'ltances, c':)r.t,ractor respon:::e, and experience 

c:lgcT..:here In assessing the ouanHty' and quality- of activities. On th·is b~5i5, 

;' 
I 

! ,. 

, 
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the contractor has, ::linee the last evaluation in A,ll';llSt, 1977, uroduced 

a Project Director who is assistinr, the FN80 effectively and as contem

plated in the Project Proposal. 

Little purpose would be served by rehashing the checkered history 

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

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

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

progress of the Nutrition Project which ls, for the momcnt, on track. 

The PAl approach, less clear ln the Pro?osal than in discussion, also 

militates ngainst re.:lying too heav1ly on the verifiable ind1cators. It 

emphasizes "advising" rather than directing, ~iv:ing maximum initiative "Co 

nationals, and resistiru:, the natural urea to take over in order to meet 

the numbers. Though often frustrating and SOMetimes v1o~ted, the approach 

permeates the Nutri.tion Project. Learmonth works thi s way and, though 

the approach may contribute to delays and small numbers, it is "V'jdp.ly 

accepted as more useful for institution-buildin~ than hi'3h1y directive 

techniques. His constant rei.'~rences to 1I~"e," meaninfj FNCO, and rare r<'dsin~ 

of separate PAT identity, illustrate a style and relationship demcnstr?bly 

more effective, in the lon~ run, than the outside II expert." Tn Lesotho, 

at least in FNCO, any other style 'would soon render the ad.,lser un·..relcome. 

The foreGoing should not be understood as a p,eneral enrjorsement of FA I. 

It is, rather, a reassurance that, despite what h8s gone bC)fore, the Grantee 

is pre::;ently delivering t.hc cOl1l?etent professi.('Inal services pror-:ised .. An 

informat.ion center exists and studies are ?rocAeding, the n2:.xt planni.n?; 

conference is im.~inent, training occurs in all contacts b'3ti-l.~en eX!lat.r1at,es 

and n1'lticnals, meetinKS 'with other aa,encies happen often, an::: the sr:'.l1 

:)AI-rNCO staff :.;enerate activity rer.Ki.rkable for its si1,e. 'l'hcurrh belJind 

.. .- .• ,~. ,.l!. -:..: 
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schedule, "pro~re~ls in rela tion to specific trtsks (Gable 040612)11 is 

noW satisfactory. 

T'..ro expatriate consultants, paid hiGh local ~alaries (or low US) under 

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

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

customary indicia of consultant sUltuS. They l-lork l-lith nationals, fit in 

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

in Lesotho. 

PAr over-reacted during the Thorne departure nnd recovered slowly 

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

faithful to the Project concept. If tl-tings get no worse than th~y are 

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

well worth the management time required. 

.. . . : ~ . :.'; ... 4:~·.~::~·:::::~:~:·~7" '. :-.;.-:,;:~:!'::.::;:;::~.; .. ~:~:.;::~:;: ..... . 
<;::. . <~:: .. 
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II. PT:0~ress in Helation to '1oCl1;:; and Ob.J~cti 'ICS 

Nutrition coordin~tion and p1a nntnp: IT'I-'iy eventually contribute to 

improved nutrition in LAsot-ho, as su~~ested in the Logical Framework 

:;0£1.1, bl1t not much by February, 1980, as also implied there. The two-

person FNCO national professional staff will continllE~ to make a m::>dest 

contribution to ed'fective planning and operat.ion of some nutrition-related 

activities, but the impact of these acti.vities on nutrition status remains 

underr.onstrated. Effective integration of AID sUp?ort of agriculture and 

health with FNCO, throll~h nutrjt~onal review of proposed projects, would 

strengthen the Office and improve likelihood of significant ;'l'lipact. The 

coordtrlatine office alone still lacks the political influence needed for 

affecting 1"".A.jor nntrit10n issues. 

This harsh-sounding assessment s~e~s only to brine perspective to 

AID consideration of thA Project's future. ':lith respect to "Institntional-

ization of sound planning and manap;ement •••••••• ,u the Project Purpose, 

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

functions and attends training sessions, and the Food and Nut.rition emmctl 

meets occasiOJ"lc'1l1y. '/lhile the Office's bureaucrat,ic situation J'l1i~ht be 

improved, as ~u:"'t;est"'d in the 1977 Parlato evaluation, FNCO's location 

in the Prime Minister's Office seems to sPt it a hearin~ alnost everyvrhere. 

It is not always l-l.stened to, a far more difficult step, but the inst:i.tu-

tional renuisi tea for that no",ol exist .. 

The AnnuRl Plannin~ Meetin~s, rc"":ular meetinf';s with m.inistry repre-

sentative3, and tl:e continued b1.lildin;; of an inforJl"..al net'ttork ca.n, with 

B7'l'W0priatc pclj t.ical snpport, produce important imnact Ol') n1,trit:l.on-

related deci.sions. Nutrit'on is fIlovinc~ into the Li'>sotho devi.'llopment 
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picture about as effp.c ti'lely ag i.t is anVW'her~ i.n the 't-Torldl F~CO has 

!"lot done thi.s 210m.;, ;:;~ t.he hist.orical record illustrate!"!" but it has 

certainly infl'lcmced current ~rogress in the classical step of "sensitizing 

decision-makers." 
~ . 

GOL financial support, totallin~ about /J l;,OeO for Harch, 1978 through 

February, 1979, is modest, but bureaucratic intp.rest. remains hl.€;h. 'FNCO 

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

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

strong ind1cation of sunpor:-t. If staff do~s not increase but Government 

continues good political support of FNGO, this would still be an acceptable 

sign to be considered by USAID. 

The literature on institution-bul1dinf3 ern.phasizes ~inkage3 with ot.her 

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

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

covera:;e and universl ty relations are good, World Bank ano. FNFfA have 

~nvH!3~ FNCO to coordinate projects, various ministries 811d i3!:encies 

accept assist.ance, and nutrition will receive more attention in the r.~xt 

five-year plan. FNCO stu<iies and assembled informa.tion are shared with 

donors and others. FNCO makes and follows orderly work plans" incorporat.:!.nc; 

linkages throughout private and goYernl"'.ental sectors. 

Coordj nating a~encies are ter.lpt~d inevitably to execute acV vities 

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

than to p'>rsllade and monitor others. The Ji';!CO coo~'dinating role :tm")] ies 

that the Office ~ay pare«l out monE':' tC' c+,hpr a'Senc ies jn aCe'erdance with 

Ii col13.b')r?tive DIan. " orchcstratedll by it. The rol8 should not be construed 
" ! 

to encouraGe FNCO. irrrr,lementation, since a JT!ain purpo~a of cc')r:iir;ation is 

to ::1 trnrl~then ot!",er ar::c!1c. i~s., \{ orldwiciE' experiencfl su-;~el'3ts tha t Tllin~ stries 

. '(;', 

,'. : 
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and a~encies expected to carry out national pro~rams later resent bein~ 

handed moriel IIpilot project:::>," no matter hO\<l imnressive, done by others •. 

It will be harder for FNGO to do the !nWPA Better Family Livin~ Project . 
and the World Bank urban nnt.rit,i on ~()MpOnent throu~h others, but better than 

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

for effective coordination and the donor offers to FNCO illustratp- the 

Office's status and progress. 

Institutionalization of nutrition 91ann~.ng will be far from finished 

by February, 1980. The national staff, vulnerable to transfer within the 

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

to stay. Any new staff will be novices at the work. PAl's management and 

planning approaches, thOll~h well received, are not yet part of F'HeO or 

participating ministry procedures. Most im;JOrtant, although a planning 

process has been introduced, substantive output is still rudimentary. 

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

the lone pull. Whether PAT or others provide the hp.lp, it will be useful 

for years to come. 

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

performance, which this Report aRS9sses favorably. It also depends on 

A:::!) judgments about PAT compatibility, l'ltyle, and management, di.=~ussed 

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

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

b11t prefer anothp.I' seller for many reasons, most of which are beyond the sccp~~ 

of the Evaluation. 

;. 
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III. Pro~ect l~.:.!-nagement, Gr2ntee Relations, and Finances 

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

consUlTIp.d more Hission (including OsARAC), A ID/~l, and PAT mana~ement 

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

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

The unfortunate coincidences of pre-project friendships of forMer Project 

Director Thorne and Mif'lsion staff, and successor Learmonth with AID/W 

Desk Officer Wrin, ael?:ravaMri the situat,ion. PAI Executive Director 

Patterson's reliance on the subtle differences bet~ .. een contract and grant 

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

were lar~ely irrelevant, also contributed to the rancor. 

Clearing the air, essential for continued Grant progress, requires 

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

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

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

demanding but eenerally oblieing, within severe constraints. The GAO Audit, 

though perhaps a little alarmist, picked up r:;enuine issues and served a 

llseful role. PAl's Headquarters in New York has been IHtle help, but now 

seems better prepared and willing to work together. 

Differences between contr3cts and ~rants are important in relation to 

autonOilY of those performing services. AID buys s09cific products or services 

from a contractor. A grantee makes a more p;eneral comTl'litment.This affects 

8 Mi5sion'~ role as supervisor or moni..tor of activities, but in both cases 

there is a certain unavoidable minimllJ1l. 'I'he G.n.o Audit, for exarrl;>le, indicates 

~1. clear cxpectatior that field missions are expected to follow oro's closely, 

includin~ t.hose ,?!':Lginating in Hashington. Al though the Grants are S.ntended. 

to take ndvanta;;e of PVO flex·tbility, grass roots C'.cntacts, and relative 

i ,. 
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:Independence of (iover!1.J1lcnt, they are not unrestricted !;ifts. AID/~-l, as 

PAl's grantor, and AID/Lesotho, as grantor presence in the cOlmtry of 

work, had monitorin~ resnonsibilities that PAl should have known. 

More important than the legalities and formalities are the give-and-

take of work overseas. 'tJhether contractor or grantee, U.S. or~ani~ations 

receiving AID money are "in the sJ"Stem." ifith 50mP- forebearance and con-

slcteration from both Sides, AID can be sat1.sfied without thrp.Ht to the 

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

The whole process works better when AID ~i8nals are uniforM and clear. 

Though fR!" from faultless, PAl h~s been caught i!1 a three-Hay cross-fi.re 

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

Clearer guidance from a higher level of AID on monitoring of oro's would 

also help. 

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

Understandably gun-shy, Learmonth has min1.mizp.d contacts with the Mission. 

A one-page monthly report, for exaJTl!"le, with early clearance of all prcposed 

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

inform AID personally, will take little time and avoid snrprises \-lithout 

harm to PAl. Copying the Lesotho Desk and the Rh"DO will avoid. difficulties 

from poor intra .. AID comrl1lnicat.ion. 

The PAl Project Director needs to be iiwolved with the Mission and 

vice versa, re~ardless of funding, if only becaURe the links between nutrition 

and other AID-supported Clctivities require it. The Nutrition Prnject relat.AS 

to It broader A:t:O strategy and, in turn; what A 11) does im-oinges dramati~ally 

O!1 nutrition 1n Lc~~otho. 

Ther(~ will contimle to he differences betJ\-I~en AID anti PAI, but with 



-11-

bettp.r t.han aft.e!' Thorne's regienation And can easily improve. 

Cahle 040612 reque::::ts appraisal of II Project mana~ement, ~taffj_ne and 

coordination, includim; ••••• project staff, relations ••••••••• and '10L." The 

record speaks for itself. Th~ Tho!'ne resisnation w~s handled poorly, interim 

project direction was inadequate, and the Government of Lesotho was annoyed. 

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

Project direction waR not critical, Learmonth's ?Arformar.cp, is excellent 

despite his poor paper qualifications and messy selectio!1, and the '1overnment 

now seems more content. PAI and AID have eMerged with far more t.han either 

deserved or informed observers would have predicted. 

The GAO criticism of PAI performance, thoul:,h pa:-t:tally true, is 

outdated. To penalize now, when ~~e damage has been corrected, would only 

kill off a pro!llisin~ activity. AID has until Fp.bruary, 19RO to decide 

whether the current improved situation is permanent. Negotiations should 

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

develop, PAI Rhould have first opportunity to propose. 

PAI states, thou:-;h formal request has not vet been detailed to AID, 

that it nends $ ,0,000 more to carl" on the Project until February, 1980. 

The differences het,.een· contract Cln:i grant may be relevant h~re, S1 !"ce a 

contra~tor could more easily bo. hr>ld to cc)rn,let,ion. Failure to fnnd P/,I 

i.ill I'md the Project or, at least, guarantpe another rtama~in~ interval. 

'rho ('}r~ntee has SOl"e R trong Ax"la in1n;:>: ann. .il! stif:rin.; to do. 

'}r'Hnt(~E>!> inevit,ably o'lerp.stirHte thp. p.3.se of keeninr: staff in the fielo. 

'"no PAT f'ell into thFl trap. It :is, however, a low-cost ~rClntee and t:)e over-run 

r r... ... 
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results from undeleslirntion and leanness as mnch as from the stormy history 

with related lont; cables and dubious trips. 

PAT 5uC:/jests that future funQ.in~ conthlllp. to be from AID/,-l. Pcttp.rson 

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

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

This seems reasonable, provided everybody understands that the Mission 

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

: ~,;. . -.:,... .'. ~.~ ~ ......... .. 
.;; :", '. 
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IV. The Go\rernment of Lesotho and the Projec t. 

The Government of Lesotho i~ more strict ',lith donors than, 

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

"'lxpected to conduct himself as a member of the Civil Service aSSigned 

to FNCO. The Director of FNCO, despite her g~nerally favorable attitude 

toward Learmcnth, does not hesitate, for examnle, to express her mi~givings 

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

about a PAl trip to New York not serving FNCO ends as she sees them, or 

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

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

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

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

keepin~ out of sp.rious trol!ble since the Thorne resignat/ion turrr:oH. 

Constant attent,ion is reouired to keep new probleml'l from destro:ring 

hard-won relationships. 

Higher levels of Government, includin~ Permanent and Prin~ipal 

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

stmilar strono; pOl';itions. Their unwillingness to allot .. the Survey 

Report to be released, for ~xamnle, reflects an independence encolmtered 

infrequently in other countries. lt1hen thev endorse the Nutrition Project, 

as the:v have by word and conduct, their attitudes sug~est that tl;e~r are 

doing more than keepin~ a donor har,py, the con'non ex plana tion of many 

AID disapno::\ ntments. 

VI::! thin the Government., atti t'.1t1es vary t,o,Jard FNeo. The Food 1--:anar:;ement 

t1ni t, for !:'xBnClle, ... ·;Hnts "some th; n; r:rac tical" in the for:r. of evalua tj on 

~,cl? and sees ~CO as '3till nnclear in Tl:et\'o:ls and r.esiI'ed O'1tCC~f:S _ The 

; ; ~ , 
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Ministry of Agriculture kppps apnointments and supnlies requp.sted information, 

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

Office has wisely refraj ned from pull:i n~ rank or mobilizing !'oli tical power 

to press agencies, so the hcstili t;\r to nutr1.tion coordinators ond lost 

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

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

be useful to individual minist.ries and that it brings to national develop-

ment something previously lacking. The annual planning conferences offer 

a good opportunity to show FNCO wares and skills, but also in'Tcl ve major 

risk to credibility if not handled Hell. Particiryants intp.r,riewed ~~,ve 

mixed marks to previous conferences and seem vague about what they will 

get out 0:' the one startinr; on March 26. 

Agendes also expre!>s qualms about the volume of'inforP'lation reqllested 

by FNCO, a corr .... non cOJTlDla'3,nt in most countri.es sta!'ting nut.rition planning. 

The FNCO needs to integr::tte information needs with existing systems of 

responding cf;encies, helpinl; them to orqanize data collection so that 

FNeo requests do net invol'le more work. 

Within FNCO, relationships 111ufltrate the best aspects of techn~cal 

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

t"lO dedicated national !"lrofessionals form a team in which frank and 

productive interchange is common, feelin,":s and tensions are i1lana~ed "flell, 

and peoole move easily from discussion to decision and action. Their 

~eetinGs sh~w how 8dvi Q ers should fit into a n3tional group_ Ttey wi-II need 

all their ~hared skills ?end mutual reinforcement to cope with the problems 

and f!'ustrat1C!13 of b~com';n~ a ~er:i.011s part of developMent :In Lp-sctho, 

hlt t\-.. e~.,· are off to a pro""')" sin~ ~t::-,rt - - -- I" f~'" • 

,. 

; 
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It is not too early for AID and PAl to be~in workinG on extension 

of the Project and the Grant. f.xper1enc~ wi th th~ (1ovprnment of LeRotho 

su~gests that e~rly introduction of the suhject ~'1ill contribute to 

more timely decisions. TM s is also true in A JD, where delay~ in 

processing have hindered past cor.tinuity of the Grant. A meetinfj 

of Ms. Phafane, Learmonth, and appropriate USAID participants would 

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

worst days, the Government did not indicate serious unhappiness with 

PAl and it is probably appropriate for PAl Headquarters to participate 

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

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

sensitive matters are beyond comoetence of a brief evaluation, but 

the need fer attention to them should be notpo. 

The PVO mechanism seems partiClllarly appropriate to LeRotho, 

where Government is especially sensitive to outside interference 

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

but should he content with the findings of this evaluatior. that :. 

the Grant has provided welcome ~nd useful support to a GOL initiative 

and is contributing to institutionali.zation of structures and approaches 

that will influence national de"elo!'lT'lent favorahly, from the 

perspectives of hoth the Unit(O'd States and Lesotho • 

. ;. .. '~ . 
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v. The SurveX Mess 

The sad fate of the Lesotho National Nutrition Survey illustrates 

once a~ain th~ pE'rils of It outsidei, research. UCLA, under auspices of 

AID's Nutrition Office (now DSB/N), supervised field work in June, 1976 

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

Nutrition Project. PAT kr.~w of it, saw the value, but had no responsibility 

and little partiCipation in it. 

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

presents a tragic story of misunderstandin~s, p.f'r1otional reactions, and 

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

Report has yet to receive GoverTL'Tlent approval, and !YlP.re mention of the 

Survey generates sneers in many quarters at thi! late date. 

UCIA did not do a bad t.Bchnical job. Reading the, Report., a list 

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

through AID hy UCLA, one is struck by the harsh tonf> of the crtttcisms 

and t.he branding as II condescending" of UCL.,II. t?: l7,enerally J"easonahle renl les .. 

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

for scientific accuracy. 

The likely ex')lanation is UCLA. s failure to make the Survey truly 

GOL propoerty. The Government never "bought i.n" and UCLA a,parently failf'd 

to realize tt. Had nationals and other cri.tic:; b'?~m de.sl t 'Hith contin'lou51y 

and BS equah1, the:r would not HOW still be larnpnt ~ nr; UCL/t' s adl~i tt.ed 

substituting of a few accessible sites for some impossible to reach, its 

use of foreign refe:'ence ~tandards, Z!.r~1 other l'GJ.evant, but not cri ticaal, 

poInts. 

Even if all the Ba30tho and ex?striat.13 eriti~s are l'i~ht, the Stu·'vey 

is still H useful, quick, lo~-cost, RSHeSSMent of national nutrition status and 

.' i 
I . ' 
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the best available. The critics seek a reliability that, while desirable, 

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

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

identify lack of repres~ntativity, but the Survey could be a good first 

approach. 

The "recommendationsll requested by GOL and some critics could not 

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

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

recommendations could evolve from analysis of Survey results together with 

the FNCO studies and other available information.' 

Learmonth, whose excellent survey background led him too readily 

lnto identifying the Survey's weaknesses, wrote to UCLA in Dec~mber and 

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

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

not hostile. Had she befm Able to make the viR:U, things mif::ht have been 

different. 

With UCLA staff dispersed or discredited, the bP.st ~olution would be 

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

and ship them to FNCO without cowment. Learmonth plans to do validity 

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

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

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

The Survey is the keystone for idenr.:if:ication of nutrition goals and for 

idpnttfying rea€farch priorities. FNr:O coordination of research on causal 

fact.ors and deepe'lin!; of knowledge about nutrition status r,an ~tart from 

the Survey da ta. 

;" 0:.' 
;. , 



VI. Trrtini.nr: ann thp- Planninr': Conference 

The GAO Au\lit critici'z.ed dller,ed PAT t.rainin~ deficiencies in 

isolation from interrelated aspects ot Grantee pprformance. As far as it 

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

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

the Proposal. FlICO has two Basotho professional staff to date, not the more 

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

trainin~, the Office would get littl~ work done. Learmonth and thA consul-

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

have done some formal training of Advisory Group members, and 1o1ill use the 

coming Planning Meeting for trainin~ purposes. 

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

train. The traininp, deficiencies flowed inevitably from GOL delay in 

orr;anizinr; and staffing FNCO. PAT mi~ht have arram~ed soree formal training 

for representatives of the ministries, -while waiting, but the interven;n~ 

tUI~oil and Project Director gap prevent~n that. 

Patterson and Learmonth underestimate the difficulties of instltutiona-

lizll1g their nutrition planning process and substantive appro~ches among 

nutrition-related agencies. They seem to think an Annual Plannin~ Keeting 

and regular 'Hork enco'.lnters suffice to disse!'1ina te the cornmon language. 

Interviews ,-lith those 1m'01ved confirm that more is needed. A few formal 

truininp: sessiClllS wO'"J.ld ::?c'?d and facilitate the introduction process, 

redllc:i.r.p; a~enc:-' iefensiveness and buildine 5kills needed to make regular 

encounters more product:ive. }~s. Phafane and her deputy ack!1o'..rledge need 

for more traininG in the PAl approach, 50 it 1s not surprising to find oi:.hers 

eauall v insect:re: 
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USAID should make special efforts to get key people from ollt~ide 

!1!£2. to AID-sponsored and other :,rainin~ in nutrition planni.ng. FNCO 

can identify aporopria te candidates. If IT'.ore peonle understand wha t F'NCO 

is talking about, nation31 nutrition planning will be more effecti.ve sooner. 

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

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

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

is under-Nay flnd, though slower than planned, is now proceeding reasonably 

well. If and when GOL furnishes more staff, PAl will train them ~'1ell, 

but it does not control the sit':lation. 

Much difficulty with the Grant, including the training critique, 

arises from AID acceptance of PAl representations about likely GOL 

actions as fact. The Grantee was too optiJ'llistic, not .unusual al"'lcng 

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

proposals incorporate a lot of ho~1'l, dreams, and ~dBhful thinkbg. If 

they still look good, after anp!"op!"iate di~cour.:.t~~, approval ~dll bring 

less disillusionment. Banks underst,and th~ s principle clearly. The PAT 

Grant is nO'lt1 about where realistic appraisal of the initial sit.uation 

'lt10uld have predicted. AID has not received '.mat it expected, hut it has 

not been taken advantage of either. 

PA II s vision of the coordination and pl anning processes remains 

intact. The S!'!cond Annual Planninc: Conf'!rence is schl'>.duled for March ~~6. 

Publicity is r:ood, More than 100 inv:itations ure out and beinG accepted, 

and the ngendFl follows the PAl colla bora Uve ltodel, with phased !1lovem'C:nt. 

from ~lobal st!'1:l tf'gies to detailed py'oject planning. FNCO needs to make the 
. 

meetinf?; more pract.ical, by re!'H')odh'G b ::l:::;ency interests, if inter,J::i~\ .. 
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PAl and FNCO assistance is still priMarily in nlannlnf'! and nroject 

design techn::l.ques, not in substanti ve plann1,n~ for achievement of 

specific nutrition I~oals. The identification of causal factors 

affecting l'lalnutriti.on (called "problems") led to ministry selections 

of priority project areas durin"', the prev:!ous Planning Conference, but 

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

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

modifications and linkages needed to assure nutritiun impact, but FNCO 

should have a clearer substantive framework for guidance. 

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

consutnption, and utilization. Nutrition pae.nning requires goal-centered 

chcices based on analysis of causes in relation to specific goal5 and 

expected project consequences. There are good 'reasons why PAI ha~ not 

moved more in this direction, constraints of current activities and 

defensi v-eness of agencies for exam'11e, but if :mCO is to be IT fl.rst 

among equals" in nutrition planni.'1t;, it needs a more concrete framewor!<: 

for choosi.ng amon~ projects. Some participants in the planning cor.ferences 

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

These criticisms will diminish when discussion of projects emphasizes 

their relationship to specific C1uantified nutrition eoa1s. 

~ I 
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VII. The Future 

Nutri t ien i:; not a hi eh priori ty in Lesotho. The country t s limited 

resources and heavy dependence on South Africa make nutrition problems 

only sHr:,htly susceptible to the incidental interventions the nutrition 

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

increasin~ contribution to developl'Jent in Lesotho, tilting it toward 

favorable nutrit~on consequences, preventir.e da:Tla~e from "non-nutritionll 

activities, and improvim; the micro-application of resources within 

the broad nutrition context flowing from the r,enera1 deve10nment pattern. 

A logical progression from the current emphasis on IIbetter projects" 

is an effort to focus nutrition-related interventions on rnaJnonrished 

groups and areas. This is still coordination rather than im,osition or 

joint planning. The sharper focus increases likelihood that, for example, 

efforts to increase food production will actually benefit the malnourished 

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

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

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

to induce jO;:1t :.>lanninr:; for shared goals. 

A related direction involves closer re1c:.tions between :<'NCO and FMU, 

the Ii'ood Management Unit responsible for .logistics and mana.:;ement of 

donated food. With close to ten per cent of national food supply coming 

from th:i!"l source, and the hh-;hest PL L80 per capita contribution in 

Africa, it is orobable that targetten distribution of supplementary food 

C01l1d vi!'tually eUmi nate child n:alnutri t1 on in Lesotho. If FNCO ca.n 

influence FMlJ pat-terns of distribution, rations, and related a.spects of 

feedinl?, projects, the theoretical possibility could be approached. 

Food production rlnnning then oocolnes design of the eventual replacenv:mt 

", :> 



-22-

of donated food wjth local production. Col01"lbi.a and Peru have had some 

success with this appro~ch. 

FNCO also needs to improve goal-centered regional and cow~unity 

nutr1.tipn planning. Instead of talkinl"; ahout IIfood self-sufficiency" 

or "rehabilitation ce!1ters," it should be nlanninf; use of these and 

other tools to free specific areas or cctr.munities of particular r.:.anifes-

tations of malnutriti.on. Nutrjt~()n plannin3 in Lesotho, thoush far ahead 

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

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

procel'ls 1..Tould ha".re more irrpact if accompanied by more clarity abc::ut 

p,oals and the relation of orojects to them. 

FNCO needs to work more on "nutritional review," the assessment of 

nutrition conseouences flowing from activities undertaken for ether 

purposes. The Office recognizes this need and will try to include among 

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

World Bank, DSB/}! of AID, and other sources to t,ake advantage of neW' 

analytical te:hniques developinG ranidly in this field. 

Nutrition nla.rmina; has a lon~ way to go in Lesotho. If meo dQes 

not grO'.; in credibilHy ann influence, or drowns participatin~ agenc~t 

representatives in paperwork and nncolnnrehended directions, the entire 

Nutrition Project and PAl Grant would fade 3Wa)t. The structure is still 

fragile, but it exi.sts and deser':es enco~lra~ement. USAJD can do as much 

by arranginG FNCO revi~w of oth?r A TD-5up-:Jorted activities, fP'J::l cht'lnnelling 

money !,t:!"ou~h FNCO for distribution nnd coordins.tion, as it car, by direct. 

SUI~pert of the Ot1fice. It'''NCO will need some modest sunport and technical 

help beyond 1980. If the !Jre~ent, Prc'l7i::.SHH pict'..1Te conti-nues, fntl;re 

invest""cnt w~.ll :nield at.t:r'~ct~_·.'8 returnB. At t.he very It':?st, ~.;'NCO inf'1.uence 

I' 
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LI~T OF' PF.Rc:;()~r"j INTI:R'lTUlF.D 

r.overnI'1~nt of Lesotho 

Mr. J. Hosholu:;u- Deputv Senior' Princinal Secretary 
l-tr. lvfichael 'l'1alton - Chief PlanninG Development Officer 
Mr. D.J.A. Brig~8- Executive Director, Food Mana~ement Unit 
Mr. Peter Khadia- De!"luty, Food Mana~eMent Hnit 
Ms. Sei,obi - H8alth Planning Unit 
ffs. Borotho - Health 'Planning Unit· 
Ns. Jonathan- Home Economics, Dept. of Agricult.11!"e 
Xs. Mpeta - Home Econo~~cs 
Ms. Jamoholi -Home Econo:nics 
!~. -Hurst -~jnistT7 of Rural Development 
Ms. Willi:.ms - Rural Development 
Ms. P. Makhaba- Min1stry of !':ducat.jon 
Mr. D. Mosebo - Ministry of Agriculture 

Food and Nut.rition Coordination Office (F~CO) 

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

. Agency for International DevelopMent 

Frank Cam,bell - Mi~~ion Director 
John Fi~leira - Officer 
ConniF! Collins - Rc",ional Health De'relopment Officer 
Rob Ttlrin - Lf!sotho Desk 
Al Hardinh - Project Officer 
Arthur Braunstein - Africa !';utri tion Adviser 

'Plennin~ Assistance J Inc. (oAT) 

Charles Patterson - ~xecutive Director 
Dn!'''lhan Gedh'l - Associa.te ManD.~er 
Bob LearlTionth - Project Director 
Chris Thorne (by ,hone) - ex-?roject Jirector 
JaMes Anderson - Consultant 
Karen :·lHl.:in - Consnl tant 

Other 

~r. l-i1lsse:i.n Rahman - ',-/orld Food Program 
Hr. Dcn:lis 0 1 Brien - 1)j rector, (~:l tholic Relief Cie.rvices 
Ms. Rhc;Jda Sarnoff - Catholic Relief Services 

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