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EXECUTIVE SUMMARY
 

Purposes of Area Nutrition Project 660-0079
 

This project had two major goals. The first, revised after the midterm
 
evaluation in 1984, was to promote cost-effective nutrition interventions and
 
a method for conducting them capable of reducing by 25 percent the previlence

of acute malnutrition among children five years of age and under in Bandundu
 
by the end of FY 1987. The principal vehicle for achieving this goal was to
 
be the creation of a Regional Food and Nutrition Council in Bandundu (CRANB)

which would function as a regional planning body for nutrition in Bandundu and
 
select and monitor the small projects chosen to receive funding. The second
 
goal of this project was to build the institutional capabilities of CEPLANUT,
 
Zaire's National Nutrition Planning Center.
 

Purpose of this evaluation and methodology
 

The present evaluation was designed for the following purposes:
 

To determine whether the project's objectives as outlined in the
 
project paper and supplement have been met; to ascertain whether
 
their achievement has contributed to project purpose and goals; 
 to
 
document the catalysts or inhibitors of project achievement; to
 
record the lessons learned from this project.
 

In an attempt to fulfill the above objectives, the evaluation team read
 
project documents, reports and memoranda; consulted with project staff -- both
 
Zairian and American -- in Kikwit and Kinshasa; talked with the USAID project

officer; members of the project committee; staff of other USAID projects;

members of the international community; and health personnel.
 

Project Performance
 

The evaluators based comments on achievement of overall project objectives
 
on accomplishments within each project component: 
 nutrition surveillance,

CRANB interventions and nutrition education. 
In addition, the evaluation
 
addressed the issue of overall increased institutional capabilities due to
 
training and skills transfer, equipment purchased on behalf of the project and
 
experience gained through implementation of the above three project components.
 

Nutrition surveillance. CEPLANUT regularly collected and analyzed monthly
 
reports from 11 health zones in the Bandundu area.
 

Objectives achieved: A methodology was established to use existing
 
health zone information, available through the monthly preschool

health consultations (CPS), to supply data which CEPLANUT could
 
analyze and use as a basis for nutrition surveillance of communities
 
or regions. CEPLANUT has developed a capacity to analyze nutrition
 
data. CEPLANUT will have the potential to fully manage studies and
 
surveys once all the longterm trainees have returned.
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Objectives not achieved: Information about data collected in the
 
rural health zones was not made available regularly and in a timely
 
fashion to health zones and other planning units. The baseline
 
survey contained much irrelevant material, was not analyzed in a
 
timely manner and was never published.
 

CRANB Interventions. A Regional Food and Nutrition Council (CRANB) was
 
established composed of groups and individuals working in the Bandundu Region
 
in the area of food and nutrition. Fifty-one small projects were funded on a
 
grant basis between 1982 and 1985; 10 small projects were funded on a
 
reimbursable loan basis in 1986 and 1987. Nutrition education messages were
 
developed and given in the intervention areas of some CRANB-funded projects.
 

Objectives achieved. CEPLANUT funded through CRANB experimental and
 
non-experimental projects in the areas of agricultural and production
 
interventions, food consumption interventions, health interventions
 
and nutrition specific interventions. Nutrition related messages
 
were developed related to a number of these interventions.
 

Objectives not achieved. A major project purpose of showing
 
measurable inpact on nutritional status within the intervention areas
 
due to projects-related effects was NOT achieved as no evaluations of
 
any kind were conducted on the projects or in the project areas. No
 
self-financing mechanisms were found to continue these interventions
 
after the PACD, so that sustainability of these projects is unlikely,
 
even though some are now financially profitable and seem to be having
 
nutritional consequences for the area in which they work.
 

Nutrition education. The project developed a primary school curriculum, flip
 
charts, nuries training manual, growth monitoring module, nutrition training
 
module for the medecins chef de zone and conducted large numbers of community
 
outreach activities.
 

Objectives achieved. CEPLANUT expanded its training and advisory
 
role in nutrition education by developing materials for health
 
workers and school children.
 

Objectives not achieved. For a variety of reasons, including
 
inflation and priorities in other sectozs, the flip charts designed 
to accompany the primary school curriculum and the nurses manuals 
have not bee printed. There are presently no funds to do so. 

Institution building. The project provided for long term training oi eight 
CEPLANUT emldoynes and shnrt term trainin oi scores of others. The project 
now has access to data proccssing equlpinAit capr ole of carryi ig out 
sophisticated data an,,Iyscr_. The pr'oject pouseses mc:. than 1200 scales for 
use in promoting growth mcnitoring in Zairt 's rural aith zcnes. 

Objetives aci-iieved. The amount of trar!njing provided for in the 
pruject paper and amendment was excee~ded. 
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Lessons Learned
 

1. Collection and use of data in USAID projects.
 

Methodology for survey& and studies should be planned so that data collection

does not overwhelm analysis capacity, especially in the initial phases of the

project when little training has been done.
 

2. USAID Management issues
 

a. Institutional contractors should be used to ease USAID management burdens

when the administrative elements of the project are complicated.
 

b. 
Effective expatriate technical assistance is crucial, requiring an
appropriate blend of experience, technical skill and language proficiency.
Even with 8-month hiring lead-times, technical advisor positions went unfilled

for as much as a year. Inadequate language or technical skills by some
 
advisors impeded project progress initially.
 

c. 
Project advisors should be expected to play an important role throughout

the project in teaching skills, such as proposal writing, that will promote
institutional capabilities. In addition, cuL sultanc±rs addzesing these

issues should begin well before the end of the project.
 

3. Training
 

a. 
Academic majors of long term trainees should be planned carefully to
achieve project goals. 
 In this project, more emphasis on statistics, research
methods and data analysis would have been appropriate.
 

b. 
Host country project staff who have received long term training should be
in place before the loss of project advisors and resources to lengthen

training period and skills transfer.
 

4. Budget
 

a. The dollar and counterpart budget should relate clearly to project
objectives ard be elaborated as 
fully as possible in the project paper.
 

b. The project paper should address fiscal sustainability issues so 
that
gradual assumption of project finances can be taken over by the government as
 
the project winds down.
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ecomimendatio'no 

ountorpar ,f~ o 
toaccompany,,lhe pr mary, choo nur i n a i's 

1.USIDe shud ot di tdpermit-the printing oIlpca 

2.USAID should allot counterpart funds t0permit the''printing of the nurses 
ma'nual which were designed'by the poject staff. .Approximate ~cost:~320.000 

USAID should 6xplore collaborating with CRANBprojects wherieaporae 

Possible~ mecianiams could be through, they SANRU Rural Health Project,,, 
agricultu're project.'02 which has just begin working in the Bandundu area, or

',the future small project assiErtance project (0125). 

4~. USA.ID should establish an 4nternal mechanipm~within, the-poject:

development office to 'assure that -nutrition concerns 'are integrated into new 
USAID ~ptoject designs in all-sectors, especip-lly agricultur.'
 

5.. -The project has identified anumber of nutritiozn-related needs in Zaire. 
These include implementing growth monitoring/p'romotion activitiestouh 
health worker trainn adap ienititon eduication of mothers-I' thei 
areas iof weaning practices and dietary treatment 'of diarrheal disease. If 
funds' remaini in Project 079, USI/isaasol consider funding, follow on 
aciiiswhc upr these areas. -Possible mechanisms for programming of 

~,these funds might be 'through the HEALTHCOM prjcwihwl soon hav a ~ 
~projectin Zaire, or through collaboration with the Nutrition Edcto n 
KScil rke~ing Project recentlyA awarded by S&T/Nutrition to the cademyfor< 

ConclusionY ~-- . '-~' 

"'The Area Nutrition~Improvement' Projct tptd toaciiev"'it goals <hj 

a mltpliit~o acivtie. hie not al ote indiviual ' 

.activities envisioned ,by the project pannrs ccurd the embers of tEhe A 
evauaio tht ipctaneof USAI's ipt hrugh thistem~el he13sin 

project"has been~ to deve]op'the iittonial capacity 'of "OEPL41jUT 3 to function 
independently as a"planning and reseaz h~organizt'ion. Other Departmenit-s~ind; 

th.GZar~e increasingly-lookn toCP Ttoprveiormation and'
 
colbraei countrwd prjc e~iblt tde and poetdsgs

Additionailly, other international ,rganizations are begininig to look to


-UP~1T 
-'

as a collaborato'in :botl-bdtdcl-ion researcha 'ineeao 
acti ities, 1 
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I.NTRODUCTIO4
 

oscounry economc Poliia n o ' contex
 

Th'e -developmen al aetting Zire i's-amla hto
1a 0 nter
'African developing,ountries -widel dffsdeanse n p I can 
pia' e n tons, shortages''of profe'ssional, manag e i a 1and "tecnic'l 
eer ise high, urbanization'and prua ongotra e 9 'and ipoor *health and 

flu ition., 'Endem'ic diseases and malnutrition: ae the7 major causes'of 
~morbidity. and, martality and rates- are highest among children iunder five years.
of age and pregnant women,' 

Agriculture is the source of employvment and .incomie for three-quart'r
fthe population, although commercialized and :subsen giclrl
 
production,account for 'onl'y 10 percent of gross domestic' product. 
'Production
 

indcatrsrevala worse'ning ofconditions over recent years;
 
'The Bandundu region, site of: CEPLANUT fieldLactivitiAe is- ituae
 

immediately east of Kinsha'sa and supports a popi~ltion of about four million
 
Oope Kwilu iShe-largest with-aba t'50'
f Bandundu's three 'subregions 


percent of the r~gional 'population. is considered among' th'e mos
',Kwilu. 

nutritionally de2'icient subregions in Zaire together with southern Kasai
 
'Occidental and Central Kivu.
 

Whi'le"hedn csote nuti on slftuation arelnot fuly

understood, observations an d f Id reports point t Lothe folilowingfcosa

determina'ts of malnutrition in the region: ~fcosa 

L~ Prod iction constraints related'.to pa r soil quality,' plant diseases, 
* s-and unavailabilit~y of protein; 

Infrastructural constraints e absenc eindicated1 by. of, extension, 
services land la6ck of credit; I 

Incentive constraints to farmers wh, though price~controls no longer. 

S Consumpion consh it bae onlack ofpurchain poe n 
knoziwlege;~ 'I, I I -

Healt constraints $oeato eidmiand inecios diseases. Health 
I centersare not yet fully operatoa 
to provide preventiv'e and 

promiotivet healh sevics Medicines a rf eunl in shiort~supply, 

Inshor., an'impsnjarra C.ts odr ~ nda 
f- ontrinsOo food pro ~ucin a'~oa 

an po -fctor unelyn tese consrit ps~en aforialecalenge
teffte'.o mprov
 

http:related'.to
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Purpose of Project 079
 

The Area Nutrition Improvement Project (660-0079) was designed in

1982 as a follow-on project to the Nutrition Planning Project (660-0055) which

created Zaire's National Nutrition Planning Center (CEPLANUT) in 1978.
 
Project 055 
trained Zairians in nutrition fields and implemented nutrition

interventions in two demonstration areas. 
The 079 project was designed to
 
further CEPLANUT's outreach capacity in Bandundu by supporting nutrition

interventions capable of reducing by 10 percent the levels of acute
 
malnutrition among preschool children in the region over the 5-year life of
 
the project.
 

To attain this purpose the regional office of CEPLANUT in Kikwit
 
would concentrate on 
three main activities: nutritional surveillance,
 
nutrition education and the creation of 
the Regional Food and Nutrition
 
Council 
(CRANB) to support nutrition interventions of small grassroots

organizations which were already working in 
a variety of sectors with
 
nutrition-related goals.
 

Midterm evaluation modifications
 

Wh(211 dt vII ludt 1(,o cIthi I(- tIi cr V1d0 CiuijiwoC:; i n IilJ'_tVdI, 1904, it was 
recognized that the original project purpose to reduce malnutrition over such
 
a large region had been unrealistically ambitious. 
 The project purpose was
 
revised to apply only to project specific sites which could "demonstrate

cost-effective interventions and a method for conducting them capable of
 
reducing by 
25 percent the prevalence of acute malnutrition among children
 
five years of age and under in Bandundu by the ern of FY 1987."
 

This revised purpose acknowledged the fact that measurement of
 
nutrition impact due to project interventions could not be shown on a

regionwide basis. 
 The best that might be expected was evidence showing some

reduction in malnutrition at 
the project sites that could be attributed to the
 
project intervention.
 

A second project purpose of strengthening CEPLANUT institutional
 
capability, was to be achieved through.
 

0 
 Improving technical capabilities of existing staff through long

and short term training -,nd technic, I assistance and bhrough
purchase of data processing equipuliient; 

o 	 setting up thl,. ,-,7r f'I:Tfe: a rtiOrai;. rtitiena I st:veillance 
sys;teni hasi on 'ea th zone icW'ewLI t data )r._sclool 
children; 

o 	 developing nutriLion educat-ion curricula for primary schools; 

o 	 assisting CRANB inrfinding nL(het ric i mechan i sa to fund 
nutrition intervention projects after the close of project 079; 
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o stabli'shing' a andardized procedures,for .grow honitor'ng;7 
.o establishinq a.curriculum 	for ppr mary health careppersonnel 

vhoh can bDe, Incorp-o -ratea nta inervice and-fo"rmati*rnng 
Evaluat ion PurPos 

--. The pupose .of-this-.final-evaluat-ion-is -to7f-igure7out-what-happened.
oer 4h-5 'yearso ,this project" Were the ojbec'tives attai'ned? If not,why not? Most im orantly, what has been learned from the' design andimp'lene'ntati~on of thWis project thatL 'Can help 'CEPLANUT, USAID/1(inshasa, and
Zaire beniefit from the 'experience in order to better .design and (manage future
 

<I. PROJECT COMPONENTSF~~k'
 

A. NUTRITION SURVEILLANCE ~ '"" ~. *. 

objectives; 
 F,~~ , ~ 
" " 

'j~Acco'rding to the ,project paper, ongoing nutritin' and 'socioeconomicdata col'lected in the Bandundu region .was to be used1 
as a baseline indictorIY4
 
of nutritional status, to provide information for-nutrition planning, to: 
 .
 

'" 'become a basis for an early warning system for food insufficiency Fand to~
~, '2 measure project impact. A( 	 ~7 

,Midway through the "project, i'n line with evaluation recommendations, 
UADobjectives for the nutrition surveillance activities in Bandundu were.~revised. Recommedationisere:F F~F< ~ '7'"', 

0< to" finsh aalyingaseineata collected"on~aimulitude o
i~7""'""> <~in9dicators 5 at the beginning of the project$;p4W <'' F' 

0 to wor thouhexisting preschool 'clinicsF(CPS)'{in health, zones 
F ~ .~ 5 45 'to obtain i nf ormat ion whi ch~wou ld Fbe used todesrib pievaenc

of malnutrition in th'1e Fregion an tohnakeaailable to F"zone and ote 
 Flnnn
unt th informationi collected about
 
~~ 	 t4he"'nutritional status of children in theaffcted areas;" 

0 o eaecollection of certain indicators;, to eliminate a ( 
.4. 	 '22 regional endline survey of nutrit.ioral status anjd to~ discontiu 

effrtsto use surveillance informatio'nasnerlwrig
4 iF"'Vi''~ systemi for food~deficits;'"" 

A d eF ..ic '' ts ~ ' "'" "" -F 4' '( 44'~ " '" " ''' ~F.*. "T 

2' F ~ F , ,' F . ~ 	 - F 2 ,. ' K, F " ' ,'' F 'J' 
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Pro'ject performane: 
'J
 

S The baseline s'urvey completed in19.83 was finally analyzed inrlate~1986.
Pa't of the ldelay was because~at the begin'nin' of the project, there was 
o
eqimntand little technical 
capacity among the staff-to complet souch a
, analyuis.~-It has never been formally published. 
 Th~e midterm evalu'ators

re'commended eliminating the endline survey so,publication of' the baseline 

informiation' wa5ntconsidered-a-pr iority-in-light-6'f-theole-ead-f-h 

. 

i~y<~~ 2. El'even'of 38 health zones in the'Ba'ndunduregiosent monthly reports of
children measured at CPS aessions refl-ectJing s'everal indicators requested by 

-

CEPLANUT.. Data werIeassemnbled mntnhly 
' 

by h'ealttv zone, on theinumberlofchildren bornrin maternity cl'inics, the perce'ntage considered to'be ~low~
 
birithweight (less thanrW2.5 kg.);j 
the age, sex,~weight, height, and',armimuscle
 
circumference of each child attendin~g CSthat mnonth; 
and the number of-~r
children Iwowere' under the M4line,representin'g -S..for,girls),on the

national'growth chart. 
 CEPLANUT coupled information~ on rainfall .and market

prices collected by other 'governmentagenciesiwith CPS 'data and pridc'l
pulse eot cnann hr 
analyses of the results. CPANT 
continued to collect data on birthweights, 'rainfall and market prices, since
it was readily available and actually gathered by other agencies. 

> > 

In addition, FAO data analysis systems rely on such 'data and CEPLANUT wan'ted, to

conform to worldwide standards.
 

3. In September, 1987, a methodology to assess nutritional considerations in

CRANB interventions funded sinc'e 1986 wa~proebut'for 
reasons described'

elsewhere in this,:evaluation no assessment of nutritional impact was conducted ~~&~: 
on any of the CRANB projects. 

Issues 

'"A
 

1. Nutrit'ion surveillance in Bandundu. For a ntionsurveillance system, 

and we could, expect> the' age 'for wieight data to -reflect acc'irately 'the
situation in the CPS 'sites.' ' 

''

On.th
oterhand,'in 1986 CEPLANUT began includingmeasures ofheight and arm~muscl circference"'in the report requested from the~health
 
zonesh, but unla
it'i~'A' ayhathwrestae 
 uhm"srsec
 

motor ir takefl,what the accuracy m-ight be. CEPLANUT, 
' 


while 'recording

these measu'res, rdid, no~'analyses based o~n height or 'arm muscle circumference.~siiary ranalmaue n 
 ak prices figure prominently in
 ~~ surveillance reports, -bu't'no"asertions 
are made which link 'themji to~> Al
nutritional status children.-~A

"'f' 
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Knowledge about location and severity of nutrition problems can be a
powerful planning tool at 
local, regional and national levels. 
 If made
available on 
a timely basis by CEPLANUT, these reports which document the
changing nutritional situation in Bandundu and elsewhere in Zaire could be
useful to 
 public and private groups involved in the health, agriculture and
rural development in Zaire. 
 It was unclear how and when the synthesized
information was filtered back tn the medecins chef de 
zone who should be among
the first 
to need and use such information. A constraint to adequate
utilization of the CEPLANUT surveillance data collected in Bandundu was that
no data were analyzed in Bandundu. After collection, all data were sent to
Kinshasa for analysis and printing.
 

2. Sustainability of CEPLANUT in conducting nutrition surveillance.
objective was based This
 on two criteria: 
 the ability of CEPLANUT to develop an
uniform method for obtaining health data from existing health zones and
increasing CEPLANUT's technical capacity to manage and analyze nutrition
 
data.
 

The first objective was achieved in that CEPLANUT scaled down an
ambitious surveillance program for Bandundu based on collecting data from 38
health zones 
and relied on sentinal posts of 11 
HZs for its surveillance
information. 
 However, these posts not.were selected furrepresentativeness of theirthe region, but for more practical reasons, i.e., 
tile
MCZ supported the program and agreed to send in the information.
Nevertheless, a methodology has been established for figuring out how to work
within the existing system of synthesizing such data as 
exists rather than
setting up a labor intensive, parallel system for collecting nutrition data.
 

As far 
as achieving the second objective, the existing CEPLANUT staff
-- including those who have returned or
the U.S. 
will shortly return from training in
-- has the potential to complete design and analysis of nutrition
research. 
As yet, however, their ability to work together as
unknown. a team is
Technical and administrative capabilities of CEPLANUT are addressed


in other sections of thIs report.
 

Lessons LearneL!Recommendations
 

Data collection activities can take on a life of their own with much
effort placed on the gathering of information and little emphasis placed on
actual analysis or followup resulting in action to deal with the problems
identified. 
 Future USAID projects involved in surveys or data collection
should carefully elaborate the parameters for data analysis and not permit
vast data gathering activities to overwhelm project 
resources.
 

B. CRANB INTERVENTIONS
 

Objectives
 

The Bandundu Food and Nutrition Council 
was created 
to undertake
regional 
nutrition planning and implement effective nutrition interventions
throughout the Bandundu region. 
 This regional council was 
to be composed of
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individuals representing an estimated 70 private and governmental
 
organizations in the region involved in nutrition-related development

efforts. It was envisioned that CRANB activities would build on or potentiate

development efforts already underway in Bandundu through such groups as
 
CODIAK, a World Bank Project, Oxfam, etc. The goal was to fund both
 
experimental and non-experimental projects in the areas of agricultural

marketing and production interventions, food consumption interventions, health
 
interventions and nutrition sp. ific interventions.
 

Midterm recommendations
 

The midterm evaluators recommended better targeting of the projects which
 
were funded to achieve project purpose. CEPLANUT was instructed to:
 

o 	 design a methodology for selecting, comparing and evaluating
 
individual nutrition interventions to be funded by CRANB; to
 
actually evaluate the projects to see if a measurable impact on
 
nutritional status had been made in the project areas; and to
 
report on the findings;
 

0 modify certain administrative procedures to include, for
 
example, financial reportinq requirements for projects, 
disciplinary neasures for inappropriate funds use by recipients, 
and streamline application procedures for previous successful 
recipients who might reapply for funds; 

O 	 attempt to link CEPLANUT's nutrition education efforts with
 
specific CRANB interventions. For example, if the project had
 
funded soya production, to design a nutrition education module
 
to inform village mothers about appropriate preparation and use
 
of soya as a weaning food.
 

o 	 help identify financial resources so that CRANB could become
 
self-financing after the closeout of project 079.
 

Project performance
 

1. Between 1982 and 1985, 
the project funded 51 small projects in the region
 
of Bandundu ranging in cost from 3,000 zaires to 790,000 zaires. A total of
 
3.9 million zaires was expended on these interventions. As of December 1987,
 
23 of thos: first ptojects are still sending in progress reports and are
 
viewed by CEPLANOi/Bandundu staff to be functioning we]]" Three of the
 
original 51 projects were refunded on 
a loan basis in 1986. Of the remaining 
pimojects, 13 w-nc procyct . run by an indviu(al rather than a group. Most are 
no longer functioning due to a vdriety of management, tecinical and financial 
problems. None of these original projects underwent any form of evaluations,
 
either formal or informal.
 



1.2 

-8

2. In 1986, CRANB's funding mechanism was changed from grants to loans. 

million zaires has been loaned to a total of ten projects. A strict
 
accountability system has been instituted requiring the funded CRANB
 
organization (no more loans are made to individuals) to submit financial
 
reports to the CRANB secretariat at CEPLANUT. From the original loan fund of
 
1.2 million, 200,000 zaires has been repaid by four of the projects since
 
September 1986. Repayment schedules vary from project to project based on
 
harvest, production schedule and sales.
 

No evaluations, either formal or informal have occurred in any of the new
 
projects. However, anecdotal success stories abound. 
 For example, the UPAM
 
project is an agricultural production unit which serves 56 communities. The
 
project produces and sells food stuffs. The project has made possible the
 
creation of eight nutrition rehabilitation centers where 229 malnourished
 
children are being treated.
 

3. The CEPLANUT Education Service in Kikwit devised nutrition education
 
messages and integrated them, where appropriate, into CRANB projects and
 
project areas. Examples include: teachers in a CRANB funded school gardening

project were helped to introduce students to gardening; teaching and cooking
 
staff in a rehabilitation center were helped to identify local food staples to
 
improve diets of malnourished children; the health zone of the city of
 
Bandund was assisted in the elaboration of an informational brochure and a
 
play about good nutritional practices; talks, cooking demonstrations and
 
animations were given to Mamans Bongisa of several areas where the
 
CRANB-financed project "Developpement Kimbanguiste" functions; talks were
 
given about fish in diet during training of fish farmers by Project
 
Pisciculture Familiale. 
 Nutrition education activities related to CRANB
 
activities were held in a total of eleven health zones.
 

4. CEPLANUT/Kikwit staff identitied and contacted several development
 
organizations with goals similar to those of CRANB, but no 
financial resources
 
were found to be immediately available to continue CRANB activities on the
 
current level in the near future. While several organizations voiced possible
 
interest, official contact must be arranged by CEPLANUT/Kinshasa. However,
 
continuation of CRANB activities is 
not a priority for CEPLANUT/Kinshasa in
 
1988.
 

Issues
 

1. Evaluation. The fact that no evaluations of the individual projects were
 
carried out is a very serious shortcoming of this aspect of the project. The
 
project paper supplement of 1984 eliminated the endline survey in the entire
 
BandunLr, re but proposed irpact meao:ure at the intervention sites. In 
Marcti, 1987, a written memo of understanding between USATD ,idCEPLANUT noted 
that a written evaluation and comparison of CRANB activities would be a 1987 
priority. Since nutrition status indicators were not available for all 
projects, usJt. (f otrier indicitors of success such aE cost per berieficiary was 
suYested. B-Taddition, a na-rativ discu .sing pos-itive results of CRANB 
funLiM,g wJ t0 b suLmitted prior to J.:ly, 19t,7. 
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2. Cost. Theadministrative costsofuingiCRANB weevr ih RANB~ 
ann~ualmeeting for 80 people cost betwfeen 500 000 and 1 million zai'res~in per
diem aiditravel expense. Thi was toal out. of proportion to the Smnall'' 
a~nur~Bofgrantsextended to the projects which the CRANB -members

represented. There were high per tiemi 'an fue costs to CELNTstaff 
' 

and" 
subregional councils for site investigations, feas'ibility studies, and'flo 
up site viits tYfuded .pr'ojects'in&-&all sbre'gionis. Eveh though CRANB has 
now initiated ~a revol'ving ~loan fund rather" than a~simple award of gants, it' 

'-

kcontinue as it is5presel lstructured.~ ;'v<1'""7 
 " 

A RN-lk ranzto 
composed of local groups already involved in a~ 

common issue represents an attractive model for a 'bottom u"development, 

'" 

scnro h ifclyi RN' oea aregional planning
 
1o'rganizatio' was that while it functioned fora tiea 
 oto Gi
 

reieo te~ ntermedary ofCPAUfo survival, iL*e. money.
 
'4'" - CEPLANUT/Kinshasa clearly did not view CRANBas a'priority. 'In fci 
 a 

seen as funnelling off excessive fund's tha~t could ih'vel been better u"sed
 
~el'sewhere. 
 "--  - - - - - - - - * - *~ 

3. Who's in charge here? Communication betwe'en project'officer, American-i
 
advisors in both Kikwit and Kinshasa, Kikwit CEPLANUT staff,' Kinshasa CEPLANUT
staff was tortuous. 
 example, the midterm project revision required that.i,'~-i
that individual CRANB 

-For 

projects be evaluated in an attemnpt to-show 
rjc
ipc.These USAID project objectives were never trnlae intw CPreL,
 

priorities, either by the Kinshasa staff, who were ultimatelyrepnilfo 
implement the evaluation. 

1I 

While the project officer was responsibl.e for commnunicating AID4s expectations

about meeting objectives and for monitoring the progra'mming of counterpart,'
 
activitie base non feureo
sign off on final expenituare of counterpart
 
funids. Even when completion of certain activities were
Terjctofeunss ol
agreed to by allKisaaporte. 


specifically by Axneriran Advisors or 
Zairian staff was unaware of,

implementation delays or problems. American advisors clearly could have
 
played a more' assertive role in orienting CEPLANUT toward the achievement of
 
specific project objectives.
 

Lessons Learned " 

"'1'. Funding and administering micro-level intervention projects-is.'very
costly. In th-is caset the initial "gvaas o rjc funids, high, ' " 
administrative costs an~d generous funding of CRAN'B executive committee 

"'4 

' 4 

;:y4'functions, set up spending levelsi that could 'not possibly4"be maintained by
 
aI--- project resources. Self-financing Imust be~a MAJOR goalI from ~the>,
-available 


beginning 4 of such projects;4 in this caseit was not', 
>-' 

4 



2.1 Effective,:communications at: ,11::levels, official and~ 'nofficial, formal' 
and informal,''are crucial to effective project. implemenitation.' The role of 
Aznerican advisors is important. While they should clearlj remain *advisors", 
they:.have a clear responsibilities to focus on,achievement of project

objectives.
 

Recommendations
 

Given Zaire's 1986 bCDSS goal of, undertaking :illage level development 4projects
 
Ssupported and managed by 'rural institutions,,it may bappropriate to explore

ways of integrating successful CRANB projects 'with' USAID a~giculture projc

10O2wich has just begun to function in the Bandundi region.
 

C. NUTRITIONI EDUCATION
 

ObJectives 
 K 
The project paper provided for CEPLANUT to expand its, training and
 

advisory'role lin nutrition education in.Zaire by developing training manuals
 
and educational materials for use in the food and nutrition sector, since no~
 
training manuals ex~isted which were relevanttto the Zara itain These~
mateial wertobe targeted to primary school cideomuitywres
 

aneltfr workers. They were to cover nutrition adarclueise
 
including food prtoducioni, food processingp,st g metod an 
consumnption. The manual for nuirses was to encompass growth monitoring,
nutritiont education, nutritioni assessment, dietary <counselling and dietar 

CEPLANUT was to design the primary school materials in collaboration with 

a-
 the Ministry of Education, to pretest the 1naterials in selected~ schools in 

>a<ta-;<three Bandundu subein and to evnulyicroaethem into 
<> curiclum thrughout:,Zaire.,,Provisions eremaetotrain trainers, to. 

finane printin ostsand to organizetece triigsmnr on use of the 
materials. 71
 

t 

the eitn 

l I 

The project, envisioned development, of a multi-media component to diffuse 
nut~aito& inorato to faiis nt ndundu region throujgh radio,) 

-aIa-~aIa- -II--Midterm~ recommendations a 

TheIImidierm-evaluatorsrcmmne 
elimiinating cetinativities and~I 
targeti-ng Lthe 'rn>iA4*nAa to atta~in vevised;,project objectives. ,A,;'aigdw

Sof nurto dcton.ciiisa advisedsince two earg afteor'h
 

andba-ueda: Le mrtio~ nat6 share of L> udeid'eoures. ReiedA
 
n i~a

1
 

IIhttI obann term~ tehia si&net hl ndvlpn h 
primary scoo curcuuh*ad hirina~field nutritio

j 

-o
 

-'
 

~--t
 

t-7t
 



confininig -primary-,schoolI, m terials , est ng and jimplementatIon-to the 

'1 ngdu'e tregion
 
- lmnn d lpetof raining materials,for agrfculturalan

comuity :health workers; flip cats fo aulIt 'edu&a''ion,,and 

n rition messages,for radio 

lnki ngi nutrition education activities toCRANB interventions;
 

strengthening.of training materials for nurses. 

Eroject Performan~cesr4
 

1, Pimay
~bhodcur~cuum. ;As of December, 1987, primary Aschool manuals

~' had been written for all sxgaefldtested in11ten primary schools in
*Kyilu 
and Ki'kwit, revised, andi approved for inclusion 1in~the school curricuilum

Sby the Department of Education; They are now ready for printin~g.' Printing

costs Ihave been paid. Howeverbecauise of lengthy delays and concomitant
 

A inflation, thee s soeucetit about 
 the total number ithich will be 
prined. t wa plne th~ufat 800 SChools 1would two fullreceive sets of1 1 the~ 

maulattlo aot9,0 auls.f
 

qujschool carriculum are complete and readyfo prnig N~o funds are available~ 
~to:cover~priflting costs for approximately 14,000 wihwl edsrbtdt
the primnary'jschools. ~ hcwll dsrbtdt 

~3.dANurses tra1iigmanual. The manual was designed for training~ussinutritionr assessmentt and grwhmnioig Througot18 anid 197 inay
 
> programs fo 
 rainers was held in 11 health zones., Approxcimately1 25 nurses 

and health workr patciae inj each session.~ Based on the results ofthese sessions~, th uss'mna wasreied and isnow ready for printing.No funds are avial ocvrpitn coss. F 1 

4.Growth mntrnmoue In18,CEPLANUTT, in conjunction with UN~ICEF,
 
1eind prite and released a new growthhcard~with ~no accompanying_dirltins oruse.' Tusa users' guide was 1neded to? insruct~eilwokr n s'n interrettion of the card, ~CEPLANT dvlpdtemdl

and UNCE f t devloperitig 

S. Nutritio Training modle for he Medecins chef de one. As a part of an.0 
onging FNAE Sacta t..to;.rin,edecins Chcf do Zone-il~-primary' health :care 
seminaswich are,& urhai 
 C ~ ~ ~ lOaton rdle. 

Nutrition Education Department ommunityoureaTh. In~ adtion to the
collaboration with CRANB projects olined briefly elsewhr a e 
metnacofrne anpresentations weehld't~ha agets-vllag 
prat' e t areoo AOva

Son of1a vte Aiedl La
d'. in eoto 

tin.1. C(SaAnx 



Issues
 

-4poprateess ofcurriculumnhdevelopment as a USAID-fu~nded activity.Work on the primary school'"nutrition curriculm b'egan in 1983. Th'ekcost of
 
developing this urricuilum in 
terms of person .years of CEPLANUT Staff time,
,ort term Aadvisory, consutancies, -and lon temAerican~avisorwa 
enorm~ous'. There were other costs,A such, as pretesignthcomiy to
ascerta bfasiine.knowdge-levels.--An-endl.1neknowledge-s tudy-,-plianned-for
two6y-ears 'a
fter- the i'nsttution~of 
the curriculum in the, schoolstwould onlyA~ ~ 
hVlave been possible if teaching of :the-criuu ha tre n 95 icthe criuuwilbe ta'g t~e'jnigin the 1988 school year, Project +079~Afunding wlnobeavailable'in 1990 to test effectiveness of this 

" 

resource1
 
71 intensive project output.
 

2. Technical assistance. ~' i ' :2T~'. 

Hiring project advisors with the right blend of technical skills,

experience~and French language facltwasapoem 
In some instances, not,,,,,

all three criteria were fulfilled. 
 Even',with 8-month hiring lead-,times,

technical advisor pos'itionswent unfilled for as much",as
>i' a year. ITDY< 

'.onsultancies often occ'urred months before or after titey 

" 

were needed and in'K7.>A
one instance, conflicting advice was given by visiting consultants, causing

discontentment and confusion within the project stff
 

Lessons'learned/recommendations 
. 

11."USAI Dshould allot counterpart fudtpri h~rnigof flipcharts
which were designed 'to accompany hprmyscolntionaul.Cost: 1,257,800, z ntrtonmauls APA il'
 

S2. USAID 'shouildaltcunepr funds to permit the pitigof the nurses~'~manual 1which~were designed by thelproject. staff. 4Cost:32,0 ars
 

3.Intiutonl.contractors, might be an appropriate,way to ease USAIDV~~~'' 
mranagement burdens, especially when hiring and maneac 
fnmru
 

p~~~expatriate staff is envisioned. 'j' """. .P 

D. 
 BULDNINTTTO 


projc Peromne
 

l.1-"TraJining.1 Eight 'teQhnicians have received masters level trainingin theA.V1.~
U.s. in'international' nutrition" (two M.P.H#)1' in'nutrition planning (twos'

MSol'andi~n nutritioneducation 'and busineess administraionfour M.A.) 

'A 

-Aother gru fegtunewn hr term training programsinaeso
program,planning and design, comnt hat nmcomper..A total of
 
;~A~~A'4~'45,participanta attended shortS"termtraining p~ograius'with local'instit'btions
 

Inldn he Schoolo,fPublic Helhan EACF''hejU*S.'Burea~u of the
ensus' provided'ihands-on "comwpUt~"rc'~ trin'in#: Xn "add'ftion,: all'scopes of w~ork 
' 

4for~ consultancies~ from flNCS# 1Manoft,' ToftB4&and othrinstitutions inclu1ded ' 

prvison
speifi fortra'ining~of Zairian counterparts 
 The poject goals"Sfor training~ were exceeded.I, 
l,5,V 
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2. Establishment of data processing unit. 
 CEPLANUT now possesses seven
 
m..cro-computers and appropriate software packages.
 

3. Other commodities. Before the end of the project, CEPLANUT will receive
 
400 pediatric scales, 400 hanging children's scales, and 400 stand up scales.
 
These scales, which will be programmed in collaboration with the Basic Rural
 
Health Project, should be instrumental in supporting CEPLANUT's continuing
 
activity in the promotion of growth monitoring in health centers. This will
 
be done through training and retraining of health workers and encouraging the
 
continued cooperation of the rural health zones to provide information from
 
CPS to be used in CEPLANUT nutrition surveillance reports.
 

Issues
 

1. CEPLANUT capabilities
 

The evaluation team interviewed staff of NGO's, international organizations
 
and other USAID projects who have worked with CEPLANUT in the past or who
 
envision future collaboration. Comments centered on CEPLANUT's ability or
 
deficiencies in two areas: 
technical and administrative.
 

a. Technical capaci'. CEPLANUT's technical ability to conduct surveys,
 
handle and analyz.e data is peLceived positively when compared to other Zairian
 
organizations. A feasibility study conducted 
in July 1986 for USAID's
 
agriculture project 102, 
found that CEPLANUT could functici adequately as a
 
collaborating institution to carry out a baseline consumption survey. 
 It was,
 
in fact preferred over the Institut National de Statistique (INS) and the
 
Division de St'tistiques Agricole (DSA), provided a technically strong manager
 
from CEPLANUT was put in charge of the survey.
 

Will CEPLANUT be able to provide such technically competent managers?
 
Only half of CEPLANUT's long term training team has returned home. With the
 
benefit of hindsight, it now appears that CEPLANUT might have been better
 
served if the academic majors chosen by the members of the group had been more
 
oriented to statistical analysis and less oriented to softer subjects. Of
 
that group, only one individual who has returned has thus far exhibited the
 
depth of technical training and experience in statistics and data analysis
 
required to run 
and analyze the kinds of surveys that might be required by
 
outside organizations. Annex E lists the training received by the core
 
CEY ,ANUT staff.
 

b. Administ rative cafdacitv. This was identified as a major weakness 
midway through the project. Disparate program objectives of the field and 
Kinshasa offices necessitated twu difft.rent sets of program and operational
.udqets which had to he planned, requested, approved, modified, reconciled and 
iieported throughout the year. An American advisor has ably served as project 
dministrator since 'ariuary 198(. She is presently working only one-third 

I ome in CEPLANUT and in MArch will be disassociated completely from the 
roject. Her designated counterpart will not return from, iongterm training 

until August. No other staff member has been trained. 



If other organizations are going to work successfully with CEPLANUT, they
need assurances that financial and administrative details will be managed

according to ayLeed-Apon schedules. 
 To do this, CEPLANUT must be able to

schedule its staff and rescurces appropriately. In the past, some CEPLANUT
 
collaboration (with SANRU, for example,) has had to be curtailed due to
 
inadequate CEPLANUT staff time. 
 Being able to maintain commitments when faced
with numerous demands will require that CEPLANUT develop an administrative
 
capability not currently in place to manage staff and other 
resources.
 

One of the last technical consultancies in this project will be to help

CEPLANUT develop the 
internal capacity to write proposals. This is a key

organizational skill. 
 USAID could have appropriately expected that this would

have been one of many skills emphasized throughout the life of the project by

the Senior American Advisors. 
 Since this did not hap'en, outside technical
 
consultancies in this 
area should have been begun much earlier.
 

2. GOZ support.
 

Government of Zaire support to CEPLANUT has steadily increased over 
the life
 
of this project. In 1982 it received 573,000 zaires; in 1986 it 
received 7.3
 
million zaires (75% of its budget request). As of December, 1987, CEPLANUT
 
has received 9.8 million of the 11.9 million requested in budget ordinaire.
 
Of that a,,'int, 6.3 million has been consecrated to salaries ana 3.5 million
 
to administrative roosts 
and project activities. 
 Even with full GQZ support,

CEPLANUT will need additional resources 
to support research or intervention
 
activities.
 

3. CEPLANUT's future
 

The issue of CEPLANUT's role as a planning or research or advisory or
 
implementing organi7ation was a focus of the midterm evaluation. 
 It has been
 
repeatedly stated that it is inappropriate for CEPLANUT to be involved in

implementation of nutrition projects. 
 This is an issue that is now outside of
 
A.I.D.'b purview. 
 CEPI.ANUT has s-t its goals and objectives for 1988 and has
 
indicated a willingness to work 
in all aspects of nutrition in Zaire, be it
 
research , p1anining or intervention progrdms. 

CEPLANUT ha- ectLL: lisne1i a strung role for itself among the other government
departments. Rier ts for collaborAtion on ndtrition related issues come 
increasingly froin the Departments of Plan, 
Health and Education.
 
Other collanorat, ,e projects which have been identified for the 
near term
 
include: 
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o School of Public Health. CEPLANUT has been designated as a major

nubcontractor in a collaborative effort of the SPH and Sante Pour Tous to
 
carry out an operations research and intervention activity in the area of
 
growth monitoring. While the specific scope of work has not yet been
 
drawn up, the payment of overhead and release of funds will be handled
 
based strictly on timely achievement of benchmarked objectives as in
 
*real worldo consultancy arrangements.
 

o PRICOR II. CEPLANUT will collaborate with PRICOR II in an operations
 
research on growth monitoring in selected health zones.
 

o SANRU. 
 CEPLANUT will work with SANRU in operations research on growth

monitoring in rural health zones. 
CEPLANUT will participate in
 
SANRU-sponsored subregional conferences for medicins chefs de 
zone. A
 
CEPLANUT-designed nutrition module in 
use and interpretation of the
 
growth chart will be used to train doctors as trainers for nurses and
 
health workers.
 

o World Health Organization. WHO is planning to fund a $3 to $4 million
 
intervention project to decrease incidence of goiter in Zaire in
 
collaboration with CEPLANUT. 
In addition, CEPLANUT is currently working

with WHO in a study of diarrheal disease in the Bandundu region.
 
o 
UNICEF will continue to work with CEPLANUT to develop nutrition
 

education materials and brochures
 

Lessons learned/recommendations
 

1. The cutoff of all USAID project resources--particularly of technical
 
advisors--before the 
return of half of the Zairian trainees decreased skills
 
transfers 
ana was a loss fur both CEPLANUT and USAID.
 

2. More attention should be paid to 
the hard skills needed when the academic
 
majors of long term trainees are being chosen. 
These majors should be agreed

to in advance and the project officer should excercise a vigilant veto power
 
over stateside changes that would have an adverse effect on the total skills
 
mix desired at the end of the project.
 

3. Sunior project advisors, 
on the job every day, should be expected to play
 
a majo' role in helping develop institutional skills such as proposal

writing inputs of outside technical assistance to develop these skills
 
should occur 
before the very end of the project.
 

III. PROJECT DESIGN
 

This final evaluation team has been asked to comment on the effectiveness
 
of using a *free standing' nutrition project 6s opposed to 
one which
 
"integrates' nutrition issues into programs designed for 
 agriculture, health,
or rural development sectors. 
 This question was discussed in detail in Annex
 
D of the midterm evaluation.
 

*1I 
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mtretr1integration-of nutrition: objec esioprecs rS, 

8cosis 'de~irable. However, this, does 'not. seem to be- happening to any:~extent in Zaire. There is no nechan smjn
o assure that nutrit'ion or

consumption ,issues wf 
 e fully addressed "in ~rjcts'designed for other,
 

With the closeout of Project 079, there wil be no nut'rition components

n-ny.roec-wthtre-ecet o fuMHc-~~~n__n -t e ORTweaning food poesn.poet.hreetciduvvafnded growth
moioigrsac iditreto ciiyt be carried out biy the School


of Pulineat i olaora~tion w ELNUS n small operationsreeac anlssdn ncneto 
ith the PRICOR 11 project. Inth
 
abec relitrsc claotinwich includes ntition
a nof 
 as mreK
 

ineveton otiu t'eappropriate. 

Whehernuriton~ctvites 
 redone through a st'and alone or integrated
'mechanism, a real concern, of the..evaluation team ishwt 
bido knowledge

ththsbeen or i
willt hs i enga'dhruhpresent activities.;ror~example, o
is bfeaing adtices:,
fidins~o hoi
wil th wenin p~ctie~~ udy or growth mn ~itorin op'erations
~ research be'dsd to institute app-ropria6te, interventions be4 the'yfocu'sed
 
nutitoneducation 1for'mothers, training of rLIral'health workers?
 

The evaluators found that problems with th einand midterm redesigni
of this project fell into two categories:~ management and moniey. 

A. Management £-I
1 

1. CEPLANUT Manaem nt. Deige 
as a centrally supervised project, there
 were <two" geo raphically separate sites with separate objectives, priorities,,

persnnel 
and fiscal needs. Very early in the project 1it became clear that
alhuhteKnsaaCEPLAt4UT ofiea ofiilyrsponsible for the
 

project~ ~ ~ ,thereatvtisi ~ iw ''~ weemassive communication polm n
confict ing priorities tha have continued~ to the peet 

2. USAID Maa 
<met 
 Th UA project manager has estimated thatin th 
firs tw anaed hisproject, she sp n oretha~n 604percent oyers~he
4her time dealing with project-reiated-issues.. The managenieni burden of"
 

recuitng tem avisrsseeking and hiringl dozens-of 4short~
nd~irig 5lon 

4 4I'~ ter~m consultlants',_ordering.,commodtiesrpls 
 thie da-o-a hadln of
 

L''admrin~istrative and financia' det~l 
of tw fie ih w ifrn
prograrns'aid a mUltitud'e of pijc 
 betvs argues convincingly that'1an
in1stidut! onal contr a cor might,: hav 
 been'r a'eaoal 
ines metfo SAID.4' 

Truhut project, thr hv be cnerns'abou both the~ maniageiment
~styles apid te<chnidc 
 s'kills of4 the Amnerican avsors n respo~se'to
 

aczress'1ve in pursuing project golsand nhot 
coll.abora'tiv enu"'4tZira
 
conerparts, new scopes of wokwr eind n new <team~of' advisorswas 
hired.The -second 4 'group, wi& la anae oat only 4 as advisors, "areaeer intnisevalion as~ not:prooinfgeiy enou'gh prioj'ect~objec~tives. 

fl ', , 

1 

4 
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A related issue was the appropriateness of the technical skills of the some of
 
the longterm advisors. Particularly in the area of curriculum development, it
 
can be argued that no one 
involved had sufficient background or experience to
 
develop an appropriate curriculum in a timely fashion.
 

B. Money
 

1. Overall project objectives were not clearly linked with project
 
counterpart funding. While programming of project counterpart funds was done
 
by CEPLANUT, there was no one clearly responsible for assurin that benchmarks
 
for project activities fulfilling project objectives were set 
or met.
 

2. Inflation was not adequately forseen. In spite of the 250 percent
 
inflation which has occurred in Zaire since the beginning of the project in
 
1982, many of the outputs of the project were attained.
 

Lessons learned.
 

1. Institutional contractors should be considered when projects have many
 
elements and much technical assistance, particularly many in-country advisors.
 

2. Match as clos;ely a possilc contractor skills and project needs. 

3. Elaborate in the project paper 
a detailed budget clarifying benchmarks for
 
local currency funds release based on 
completion of project objectives. The
 
dollar budget should be as specific as possible.
 

4. Project papers should address fiscal sustainability by setting up a
 
financial plan so that through the life of 
the project, counterpart fund
 
charges can be taken over by budget ordinaire under a progressive phaseout

mechanism such as: second year 
- 25 percent; third year - 50 percent;
 
fourth year - 75 percent; and fifth year - 100 percent.
 

Recommendations:
 

1. Establish an internal USAID mechanism to assure 
that nutrition concerns
 
are integrated in USAID project designs in other sectors, especially
 
agriculture.
 

2. The project has identified a number of nutrition related needs in 
Zaire.
 
These include implementing glowth monitoring/promotion activities through 
health worker training and appropriate nutrition education of mothers in the 
areas of weaning prActices and ditary treatment of diarrheal disease. Should 
funds be availaul1 at the close of. this project, USAID should consioer 
financing follow on activities in the areas. Possilie mechanisms for 
programming of these funds mignt he through HEALTHCuM which will soon have a 
project in Zaire or through collaboration with the Nutrition Education and 
Social Marketing Project recently awarded by S&T/Nutrition to the Academy for 
Educational Development. 



IV/ CONCLUSIONS 

The Area:Nutrition Improvement Pr'oject-at empte to achiv t ol
 
hrua utilctyOf act ivities. NO' alof'the ativities,envis' one'd y

teprj planners occurred. A'huh'an -i 
9 mer of promising roje'sivaieyofsetrsweefunded, the di'fficulty 
 exnsnn ' of- admiifistering

'-smal-pr'6ject-o n----reg aF-onl'-ai 4- I-twas-not possible'lt~o shciw
 
-dcessi mlbrto due to project effects. "
 

Onthe other ha~nd, the project developed aneffective methodology -for 
A-,,  -nutriion surveillan~ce, training modules which are alreadyF being used in4;
i~'~training 
 health workers at all levele andeducational mate'rials tha willb
3insi1'1ldd n the primay schoo~l curriculum begi'nning in 1988.r
 

While CEPLANUTI's future 
as a vigorous research, training or implemening ' ~ institution~dep~ends o~n 


adroit mnanagement,F creative admIini'stration, future J;~>-~.
 
govrnen funding and a lit'tle~luck: the membersb'f,,the evaluation,:team feltt4hat~ the lasting importance of USAI',s input through thi'sroject has ~
bent atyices tihe c6apa'ity ofCPLNTto function inde'pendently as ~2

A~~,<.a--nutrition 'planning and research organization in Zaire.
 

- F''" ---- The decision of USAID/Ki'ishasa~t Femnt-hs 
 r c Kas scheduledF in

the~ orgiaproject papers is rela'ted to increasing'demands~on scarceF , 

--~,financial and personnel resurces." The :evaiuation team is- hope ul that Ffutuire ~'~ 
-USAID/CEPLANUT 'colllaborat ion will be coniee particularly,.i h ra 

- -undethsproj ct: growth mnioin/pr arotea
 
'-- weaning practices and dietary managemeiit of diarrheal dsease.Fg4

'3-nF - F - F -3 T F ' F > '-

Drate 1FM'AR HI M-' 
' 

Documet:8750
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ANNEX A 

PERSONS CONTACTED 

Kinshasa 

USAID 

John Blerke, Chief, Program Office 
John Wiebler, Program Officer 
Stephen Vance, Evaluation Officer 
Carol Payne, Project Officer, 1PN 
Glenn Post, Chief, tIPN 
Cheryl McCarthy, Project Officer, ARD 
David Olson, Project. Manager, Agriculture Project 660-0102 

C1' Pt.AIITN 1 

Dr. Banpa Mayambu, Directeur 
Ms. Abeba Gobezie, Spnior Nutrition Advisor 
Cit. Bikangi Nkiabungu, Chef de Division, Recherches et Etudes 
Hannaye Bisson, Administrative Advisor 
Cit. Kinjanja Kaiyinge, Chef dP Division, Planification 

Othar Agqncies 

Phyllis Gestrin, Nutrition Advisor, UNICEF 
Dr. Butera, Representative, World Ilealth Oiganizatinn 
Dr. Mimi Gernier, Medical Director, Sant4 pour Thus 
Franklin Baer, Proj',ct Advisor, SANPU 
Dr. Tswakata Masam, Chef de Div., Formation, SantA pour Tous 
William Bertrand, Co-Director, School of Public Health 

Kikwit 

CE PLAN UT 

Cit. Kalengai Muladi, Coordinateur CEPLANUT/Kikwit 
Cit. Nunga, Matadi, Chef de Service, Interventions 
Allyn Writesel, Conseiller Techvique, Interventions 
Mary Porter, Conseiller Technique, Education Nutritionnelle 
Cit. Mpoy wa Mpoyi, Chef de Service, Sarveillance 
Cit. Diasolwa Ngudi, Chef de Service, Education Nutritionnelle 
Cit. Ndorme Lute, Agronome, CRANB 
Cit. Longorno Lushima, Superviseur des Enqu'?tes 
Cit. Ngytuka Mwana, Encadreur Piscicule 
Cit. Munsie wa Lubie, Conseiller, Education Nutritionnelle 
Cit. Mayo Pulu , An i bttwur , Educt ion Nutr it ionne Ile 

Otht- r 

Cne. Gashama Lwanmha, BUPROF/UNTZA, CRANB Executive Committee 
member
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ANNEX B
 

I. Activity to be Evaluated
 

Area Nutrition Improvement - 660-0079
 
LOP Funding - Dols 3,300,000
 
PACD - March 1988
 

II. Evaluation Purpose
 

The purpose of this final evaluation is to document the catalysts or
 
inhibitors of project achievement and to record significant lessons learned
 
during the life of the project.
 

III. Background/Project Description
 

The Area Nutrition Improvement Project was designed as a follow-on to the
 
Nutrition Planning project, which created Zaire's National Nutrition Planning
 
Center (CEPLANUT). With the institutional groundwork laid by the first
 
project, the second was designed to strengthen CEPLANUT's capacity to monitor
 
the nutritional situation in Zaire; 
to provide long-term assistance to
 
CEPLANUT to develop its capacity to plan and implement effective nutritional
 
strategies and interventions throughout Zaire; to adapt or create effective
 
training and educational materials; and to create a regional food and
 
nutrition council (CRANB) that would support micro-level nutritional
 
interventions in the region of Bandundu.
 

The mid-term evaluation, which was held in 1984, identified a number of
 
weaknesses in the project's design that would have made achievement of
 
original objectives an unattainable goal. The revised project purpose
 
reflects these changes and now reads: 1) to demonstrate cost-effective
 
interveations and a method for conducting them capable of reducing by 25
 
percent the prevalence of acute malnutrition among children five years of age
 
and under in Bandundu by the end of FY 1987; and 2) to build the institutional
 
capabilities of CEPLANUT.
 

IV. Specific Issues to be addressed
 

A. Project Implementation
 
Determine whether project's objectives as outlined in the project paper and
 
project paper supplement have been met, and the extent to which the
 
achievement of the objectives has contributed to the revised project purpose
 
and goal.
 

1. Nutritional Surveillance
 
Determine whether surveillance activities have been reduced to conform to the
 
institutional capacity of CEPLANUT. Comment on nutritional surveillance
 
system for the region of Bandundu. Review and assess Data collection and
 
analysis capabilities. 
What data are being collected? Has a standardized
 
system been established? How are these data being used? Is project
 
coordinating wth CRANB and other organizatibns? Has baseline survey data been
 
analyzed? 
 Will project conduct endline survey in pilot or control villages?
 



2. CRANB 
To what extent have CRANB activities and budget been augmented? Has the
 
process of selecting micro-intervention sub-projects been improved?. Are
 
these intervcntions more effective? Can improvement in nutritional impact be
 
measured? How do these interventions help to achieve project purpose?
 
Examine the link between a sub-project's immediate objective and the overall
 
project goal.
 

3. Nutrition Education
 
Comment on the effects of the reduction in range and number of nutrition
 
education activities. To what extent have nutrition-education efforts been
 
focused on a) refining the primary achool curriculum, b) training health
 
personnel, c) supporting CRANB nutrition interventions. Following the 1984
 
evaluation, the nutrition education activities were reduced to include:
 
subregional rather than region-wide testing and implementing of primary school
 
curriculum; strengthening of training materials for 
nurses only; linking of
 
these activities to CRANB interventions; modifying the newsletter, Saka-Saka.
 

B. Institut.on Building
 

Assess the changes resulting from the implementation of mid-term evaluation
 
recommendations. 
Assess overall quality of project's assistance to
 
strengthening CEPLANUT as a national nutrition planning organization. Comment
 
on institutional linkages and coordination among CEPLANUT, other USAID
 
Projects, GOZ Agencies, and other non-governmental entiLies.
 

Examine in particular: Participation of national staff in project management;

quality of short and long-term training of national staff in both technical
 
and managerial areas.
 

C. Project Design
 

Examine effectiveness of using a free-standing nutrition project as a means of
 
addressing Zaire's nutritional problems. 
Would it have been more effective to
 
have inccrporated nutrition components in agricultural development or rural
 
health projects?
 

Make re .omaundaLjons as to how the Mission might continue to support nutrition 
activitier in the absence of a free-standing project. 

D. SustanabiiA ty 

S4 cp the. J954 cv luation, USA.D has focused its efiorts on strengthning 
CLT V as a c, nsi ting and researuh org.inization. With this change and the 
redui.t Ic, c; p; (- _ ac~iities in mind, asSC ss sustdinability 01 project 
oULi,)ts I t. :r L 3 6:z6 'AJ). 
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V. Methods and Procedures
 

The evaluation of this project will take approximntely three weekB, beginning

on November 29 and ending on December 18. 
Team members will be authorized to
 
work a six-day week. The itinerary is as follows:
 

Sunday, November 29 
 Team leader arrives
 
Monday, November 30 to 
 General orientation;


Wednesday, December 2 
 meetings with USAID and
 
project personnel


Thursday, December 3 to 
 Field visit to Kikwit and 
Sunday, December b CRANB locations
 

Monday, December 7 to 
 Preparation of draft
 
Saturday December 12 
 report; additional meetings with
 

staff
Monday, December 14 
 Draft report due
 
Wednesday, December 16 
 Review draft report with project
 

personnel and USAID staff
Thursday, December 17 
 Revisions, preparation of final
 
report


Friday, December 18 
 Review results of evaluation with
 
USAID Director and concerned staff;
 
Submission of final report


Saturday, December 19 
 Departure of team leader
 

List of persons to be interviewed
 

USAID 
 Dr. Glen Post, Dir. HPN
 
Carol Payne, Project Officer
 
Hanaye Bisson, Project Officer
 

CEPLANUT
 

Kinshasa 
 Dr. Banea, Director
 
Abeba Gobezi, Advisor
 

Kikwit 
 Dr. Kalengaie, Coordinator
 
Mary Porter, Ed. Bureau
 
Cit. Diasolua, Ed. Bureau
 
Allyen Writesel, CRANB
 
Cit. Munga Matadi, CRANB
 

VI. Team Composition
 

The evaluation team will be composed of two external evaluators: a team leader
with specific health/nutrition project experience and a management/training
specialist witij evaluation experience. A French language proficiency level of
 
R/3, S/3 is required, as is in-country experience.
 



VII. Reporting Requirements
 

The team leader will submit a draft evaluation report to USAID's evaluation
officer four days before the end of his/her contract. This report will

include the following: 1) Executive Summary of no more than two pages

(including purpose of activity evaluated; purpose of evaluation and
methodology used; findings and conclusions; recommendations and lessons
learned); 2) Table of Contents; 3) Body of the Report of no more than 15 pages
(should include a discussion of the purpose and study questions of the
evaluation; 
the economic, polltfeal, and social context of 
tiie project; team

composition and study methods; evidence/findings of 
the study; conclusions

drawn from the study; and recommendations/lessons learned); and, 
4) Appendices

(should include a copy of 
the scope of work, the most current 1bgical

framework, as pertinent; 
a list of documents consulted; and individuals and
 
agencies contacted).
 

Two separate meetings will 
bc held to review the draft report. The first will
be held with the evaluators, the evaluation officer, the project officer, and

project personnel; 
the second with the evaluators, the USAID Director, the
evaluation officer, the project officer and other concerned USAID staff
members. 
Major findings and recommendations will be discussed during these
meetings. 
The team leader will be responsible for submitting the final
evaluation report, whizh will include consideration of issues discussed during
the course of the above mentioned meetings, prior to 
his/her depirture.
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wuu I d h. Oe voLedi to~ reiwrch Dact Lris reC VieI 
IuILL e r; to numerous oryanrdzaLibns workinq in Lh~e areal. of uduita'(itp

Smaterial development were-seint, and group< members werec anzu[ ned A 
Inveutoat the actl'iites ofvarious local organizations ( . OXI~' 
VNW(XP CODA~IK, Cathol~ic iJlocese, Canadian Technical Assistane, LtjW 

m,~~ Iube Lo seek co11abbotion and udne nL( 
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al.L nA~tacknL Sp(.u1lic caun es. OuesLionalres, secek1 Wq inorwn ,U, 
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and the MnlisLry of lnlurmat.lon for the educiit.orial ttLviIsun 
(ATtFIRW()) and raldio programs (Volx de 7alre). The NaLlonal Schouol 
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;r~lal~L!were: cunt; ulLed. Dr.Judith Brown elaburat~ed tftr3LUIX1v 
ftcr meosacje 'developmnLnt Catholic l'athers and SIsLers rccommndcd-f 
nu il~o mesages 'adapted Ito- their respectve Iar Ieas: 1 10haltLh , 

Qtuir]kur.,. zla, numbr of'66ters proposecd Lhc r, Ideas, PLV andP3NX 

T-'T athel. Ih 6rmnton.from th La4rtje 

,ol cation 
Tr t~''iiec cd i"' etIk-edu~a' o'1rt"tr'tec3 

piiLoL -i g ~be u r-cdc a Lslasi 
(I rl uILiurc curricula. >' 

elakbo 
of Lhe 

a'It t, 01I___ 
nut ritlon and 

li AuuS~LJ984 ' consu1LanLs Dr. Yvonne hel Inc and Dr. IJAWAKU,
lu q(Iin wriLiui1g 'ri'Lr1LIori and agriculur~&~iesIn~ plans based on ain j; 

titi Iinu of principal themps and pri'*)rt mersayes developed by Lh& 
cduoaLlon group. Two agronomists were hired to assist. Dr. DlAWiAKU 14u 
(!inboratifg the agrlcuiturc manuals. Familiar with his work at 
] S.P./Kikuit, I askedthaLCit. WANADEKE, French prolesuor and 
(ihaliwan of the Pedagogical. Department at Lhe InsLItuL Supcrlvr.U dc 
Pediagogic dd Kikwit be hired ;as-a consultant to review the draftc for 
1pL6dago Ical content an~dFrenb'hr lagug 7c racy. 

7 

--

Rheriinformed that Citric. bJABO was accepted to participate Ima 
i~ronLh nuirl Liorn-Lrali ng coursu In Delgium, I a-.-kcd Pro)(u'L

One r. Brownto look for another InutriLioniuL -for t h .e edu ciati0n 
1(1reca u. CIL. DIASOLIJA joined the group in August. 1984, just in time 

Lo assitft the C1EPLINUT stal in 
naking recommendati.is to the consulLantc on the 'agcutra
nutrition.:manuals at weekly review sessions.- , 

~'~" 
- -

P1 le lir-. Sheline andDIAJAKU wrote Lhe manuals, education twig 
rcr'bers, cozLributed-.tola. number of conferences and seminars.. Bob an~d 
.ADM()ent. ,Lo the AlD -sponrnrr~d -conicerence I n .Ahdjan, on prima ry: health'

inC W tiIatCI OXPAM's week-ThigsemInar-wic 
ilirrse'd cum.-Uity' participntion In- orienting villagje-bas-edl
dcqvcKopncnt project~s. DIASOLUA and ILUWA spent a week al. a hcal.lh 
conference in Vanrjn discussing how individual.organizations could,
rtj! aboratc Lo he-lp improve the health standardr. of the rurill 

poualn.L. B b work d lu-It.h -CPAS Lo 1nLrod uc sLr ategl vn thatL wI (N 
hyrJ.A..'lansLI. uaud,, ,3th.'supervi sors.could f ollow Lo set up-------. 

c 04om unILybae hel a "cmmittees In the new lyl'established-h'ealth 
zones. -The entire group participated in the second annual CRANB -

Conference: bIABO Informed regional health and agrlculture authoritlen 
of on-goinq nutrition education, activities;-DIASOLUV addressed 
rt~habflit.ation innues; MAYO displaye'd-educational materials-pithered 
1oevally-throughout Lhe year. 

4 

-4In o)ur efforLs to collaborate with members of Lho. Intervent.forn 
I~.u ,,a- CRIAN11), the nutrJ Lion cducation group has* b(,c'.n cailled uipol a 

t~-wiJ-wrmo -heu Lo 1)ruvil d( Lrl tlout t.ra J iri to CRANrnro 
11)utp r ti c1pan tot. To CRsisI ANB monbttj~r In tie 1r doeI Iher hi Iwin" 

lc, nuard fun-'S only) Ipcclfic projcts (J c. Kimbimbi _AqcuJLure
I rveor~nt ro)cct whtcti ue=erirti aro~ind theu uoc of primalry schonl 

A ' - 'n 



1rLcuC,~ ' t r& wid I h; LML LI.rven 1,o . e ua LIon nuliCTobers. re wprojecLs wi th,,a n edueati onK orien tation 
... 
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Ie CEPLANUT 	 Surveillanoe nutritionnolle dans la deregion Bandundu 
Rapport d'acLivitiea 1985-.o86 
No. 47/1987
 

2. 	 CEPLANUT Rapport d'activities Project 6 60 -0 0 7 9/US/AID/CE Region de 
E.ndundu-Kikwit 1983-1907 

3. CEPLAN4UT Surveillance nutritionnelle enqu~te nutritionnelle 
classique et rapports des C.S./Ville de Kinshasa 
No. 44, 1984
 

4. CEPLAN4UT 	 Cuatriim'- confer6nce du CFA.13 15 au 17/12/1986 9 Kikwit 

5. 	 CEPLANUT S&minaire do formation des membres du comit6 executif du 
CRANB Kikwit du 5-6 mai 1986. 

6. 	 CEPLANUT Rapport de l'elaboration et de l'experimentation des 
programmes de nutrition dans les ecoles de Bandundu 1986 

7. CEPLANUT 	 Va:luol dos i:1.f-t ierz
 

CEPLANUT 
 Guide p)ur le fiche de croissance
 

. USAID/Zaire 
 Annual Budget F-bmission FY80, May 1906 

10. USAID/Zaire 	 Annual Budqet Submission FYG9, May 	 1987 

11. USAID/Zaire 	 Area Nutrition Improvenmnt 660-0079 Project Paper, 1982 

12. 	 USAID/Zaire Area 	 Nutrition Improvement 660-0079 Mid-term Evaluation, 
19L;4 

13. USAID/Zaire 	 Area Nutrition Improvement 660-0079 Project Paper 
Anndmment, 1964 

14. USAID/Zaire 	 Country Development Strategy Statement FY86 - Sept. 1984 

15. 	 Eckerson, David, Area Nutrition Improveint Project 079. A Designer
Perspective Nov. 1964 

i6. 	 t cerson, David, AFVRTR/pI N, OLbs-rvations , f CRANB and CVPLANUT/Kikwit, 
December, 1985 

17. 	 Etian, Sylva, Nutrition education and related activities of the CEPLANUT
Regional Office. Final report Oct. 1, 1983 - Sept. 30, 1987 



18. 	 Glenn-Ntuniba, Jana, Human Resources Development Strategy and Five-Year 
Training Plan, 1988-1992, December, 1987 

19. 	 Gobezie, Abeba, End of contract report, December, 1987 

20. 	 Gutman, Harvey, Report of Conaultancy to the National Nutrition Planning
Center of Zaire (CEPLANUT) Sept. 17-Oct. 7, 1986 

21, 	 Potter, Mary, End of project report, October, 1987 

22. 	 Price-Waterhouse, Audit Report, March 10, 1986 

23. 	 Zalla, Tom, Bidundu consumption survey, implementing institution,
proposed obJrcLIves and work plan, Nutrition Economics Group, June 28, 
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CEPLAN UT STAFF TRAI NING
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IN-COUNTRY SHORT TERM TRAINING 

12 CEPALNUT STAFF Project evaluation CENACOF 
and planning 5 d ays, 3/85 

10 CEPLANUT STAFF Staff seminar on CENACOF 
CEPLANUT'n mission and role 3 days, 5/85 

5 CFPLANUT STAFF Computnr training 8 r.mths, on-the-job 
aRtCI.PANUT 

3 CPI,ANUT STAFF Library science train inq LOP 

15 CrP.,AN JT STAFF Enlglish lang age train ing LOP 

3 CrPIANUT STAFF Cornpu t p r Train lig, SI'll LOP 

2 CEPI.ANUT STAFF Trained Zairlen television 3 weeks 
(OZRT) in audio visual methods 

2 CEPLANUT STAFF Cancer seminar UNIKIN 

4 days, 5/87 

5 ('E1'I,At'I.T STAFF Maf Iag o,II t CENACOF 

5 CrPlIANtJT STAFF Plaiminq/proposal developme.nt TDY consultant 

2 weeks, 4/85 




