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in the work of
the first program report describing progressThis is 


Planning Assistance, Inc., under the Development Project Grant awarded
 
States Agency for International Development.

organi7ation by the Unitedthe 	 15, 1975, to Mlay 15, 1978;
The grant covers work du-ring the period May 

'lay, 	 1975, to February 15, 1976. 
.this 	 report covers the period from 

The report is organized as follows: 

Description of Planning Assistance, Inc.
A. 


B. 	 Purposes of the Development Project Grant 

the GrantC. 	 Goals and Objectives of the Work Under 

D. 	 Detailed Description of Progress to Date 

E. 	 Prospects for the future 
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A. Descriptionof l anni rigAssistance, Inc. 

Planning Assistance is a support organization rather than a provider 

of services directly to the people who use them. We Provide help in planning 

nmanagement to voluntary agencies and governmental organizations forand 	 -
the general purpose of enabling them to work out methods o- using their 

in order to reach their program goals.resources to the full potential 
dore by Planning Assistance are summarized as 	 follows:The types of w.;ork 

their program
1. assistance to individual organizations in developing 

planning and management:
 

2. assistance to groups of organizations that provide similar services, 

helping both individual agencies to plan and manage their work and the 
their work in order to achieve the maximumagencies as a group to co-ordinate 


in need of the services;
possible for the people 

3. training in program planning and management for staff members 

of organizations; and
 

4. providing information on planning and management that will continue 

when we are no longer present to provide guidance.to help organizations 

In our three years of operation as an organizaticn, we have used the
 
four approaches above in various cobinations, and occasionally worked
 

allo.'ed us to use all appro,.,ches tonether. In
under circumstarnces that 
for
 our work in de,elopiing couriti es, we have been impr-s.sed ,itlthe need 

because e have found that vo.unt.ary andco-ordinatinj plaiining 
of service generally worked iiigovernm~lental units working in similar areas 


an unco-ordiated. way, causing overlap in services for some peop;. is

proportionate allocation of resources, Unnecessary repeti ti oi of work and
 
of resources, and a hit-or-miss setup in which some geog,,,p,,icthus wastage 

areas ]o unserved while otners have more than 	 needed. Therefore, we have
 
our work in the second ap:proich
become increasincil' desirous of concf-entrating 

above, the co-ordiwnition plann ing of various agencieOs ' work. Th is co-ord nation 

is vital in develoo-p i- countries, especially, and the methods of helping 
develop cc-ordir,:it.]d pl'anni-ng also bring into use the other approaches wi h 
which we have ,.:"crierc. 

A final basis of Planrinti Assistance's work is*its i"m.t to se1 f
(ledvel cprC_'t as ,anmethod. firmlly all decisions must be Je
i._ biieve that mi. 


by the .,ople of the, cOwi-Lvy. We may !;e callad a "capacitvy..nbanci ng"
 
-
orcpani ;a: --,'tS, . . .:i he', C , ) iM;Pro,ve performancesco.ie their 

o nin dcv:c .	 hav. iintifid. _,inmlortznt. It is not curth'e w.k ta.s 
I rkm I: done, "houh it is res -Cnsiil ity ,pour 	 -.pto 1,.,,. 

Sork L::.:r.e,:s tL v .:.In use in deteriiinin. ,.'iich isior'.most irir, r ,.n;.. 
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13. Pull oses of the Develo)_,,nt___ Project 

The general purpose of the Development Program Grants, as stated in 
the law appropriating funds for them, is to assist voluntary organizations 
in itfproving "their capacity to plan, formulate, manage, and evaluate pror i 
and projects consistent with the objectives of the foreign assistance legis latin 
and the identified needs of the Lesser Developed Countries." 

This description could almost serve as a description of the purposes 
o' the work, of Planning Assistance, as well. We applied for a qrant because 
we saw it is as an opporturiity for immediate expansion of the kind of ',or 

we were alroedy Involved in, an opportunity that would enable us to ta La our 
proven methods of national co-ordination among similar service aecies 
and bring them to be.2r on the de.eloipmient programis on a number of ccuntr 
in a relati vely shortime. in developing the prograom that we wished to 
conduct under a Deve 1opm.nt Pror... Grant, ., started ,ith two basic ideas: 
first, we wanted to wor" in a nu:Ther of countries in Africa, Asia. and 
South America; second, we wanted to help prepare and conduct annual planning 
meetings (over a three-year peri c d) at the nat i onal level, involving all 
organizations in each country, both voluntary and overmental , tht were 
ipvolved in a com;mon areas of service to the people. 

The starting point in planning our program was to find answers to the 
follo'.;ing questions: 

-- When is the hest time to provide assistance in improved planning 
and m etIageon of development programs? 

-- Who has the greatest need for this asssistance? 

-- At what geographical level should assistance be provided? 

First, we found that the best time to help people with improving 
the qua1 i1ty anJ ac0r,'y o thei, planiiing is when the)' are actu:aly faced 
with the, prei;7 ration of Plans. This occurs, gen ,,'a1ly, once a ,ear, In 
conjuct Ion tiwi the fiscal year. Each year, crqania Lions prrpare something 
ais a prll'c . plan d,:ri"1 i r ,,ui ,ot p~reparation for the follow,.iing year.
Whth : oicani t~onsi~:~. 'rs ' up 4-h-e pre'./io.:s ya 's Ludoet or get s
 

1c c 1 to
thrsh i s sta ! ddeiing .hat needs L? d.,n, 
and t s",,,. done, the .,ork is pi inine- nd it. c3n us,.'ally st -r some 
i-mpre''ut. 'e ,o ,' iMal 0 , th1t if we cowducted p1lanning at a naticra 
leve . , nli t h, fi.. cciv o. various ccmponents 'ould vt-.v . - m-de 
to c I i -oi t tCm t..... SS C n L:of h resor rcU La Ie 

h,-r.eCO, " a (e!.1tr;'lflaa tha.t ,,...r,,vr, iwien ln1,'/ h,l cr.:.n: i.,:ti,,. ... :"., 

. ":ad for ".r' .r ,,pl.n;; :.."-S. ". S ,,:l -', S C! - O " i o! , 
-.. . 11 -' 1;;,a.,",arJ the s.ve Cevel'. . .... , 1o,.. .
 

a cali .' 1 :, i;. far:-:, ,.>, ,a ',amb, I. ' or t:-.. .. . '' v o,w,, .. :. .
to ;, , 'o,],a-,,;!. 

. 
ba our . , . ' ,. . 

,.
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Third, we had already provided the answer to this question. We wanted 

to work at the national level. This approach would not preclude planning 
at regional or district levels as a starting point within a coqntry, butplanfor the best decisions about the allocation of resources, a national 

would have to be the ultimate goal in each case. 

Fourth, we selected family planning and food and nutrition as the service 

areas in which %.,e would work. These are areas in which there is almost 

universal program expansion and, therefore, a ready need for help in planning. 

These are also areas in which there is a great need for co-ordinated planning 

by all the organizations providing the services, partly because of the 

multitude of agencies in the field and partly because the required work 
itself cuts across different govern:micntal units--ministries or departments 
of health, agriculture, education, transportation. Food and nutrition, 
for exauple, requires the collaboratiorn of all governmezntal and other or-

gani zations woriino in food production, food distribution, food consu-ptior 
different ministries are reasonably,and food utilization. IIe have found that 

so involved with their own mandates--"build better roads," "improve agricultural 
niethods"--that they often fail to discern that all are in fact working toward 
the same overall pjaal for the citizens of the country: a more nutritious 
diet. They, therefore, have not percei.ved how their separate mandates fit 
together in the achievement of the overall goal. 

Iaving ans, ered these questions, we were ablc to set the general goals
 
of our program under the Development Program Grant:
 

General purposes--To dem oinstrate and institutionalize annual joint
 
pla.nning and program-development processes in family planniiq and food and
 
nutrition within selected countries of Africa, Asia, and Latin America over
 
a three-year period, bringing together all organi zations within a country
 
involved in each program area.
 

The goals to be achieved through the program processes were set as 
fol low..'s: 

I. to assess needs and resources and set national program goals in
 
the service area;
 

2. to cdevelop program and financial plans for each oroanization 
the t 1re the1 {S L czntri L'uti on each can make toward the achievc-m t, of the
 
,tlo~ial yal s for each fiscal year; and
 

to ,rcre a c0::Sn sup;,,!rt pl an for the trai nin , commdi tics,
 

re(s ,.rch, fc h!i ci ! a%,Sit. tce , I: co-ord i neti on efforts that 0re requ i ru:U
 
ito L. 'P:kof al i ndivi 1 or'ni z-ItI ,n.
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with only the voluntaryWe were prepared to start in these two content areas 
if that turned out to be the Startingiclagencies of a country (or district, 

point), given approval of the government. However, we have been happy that 

we have worked, or have plans to work in, the
in all the countries in which 
qovernment has been involved from the beginning. M.oreover, in three of the 

in ohich have worked during the reporting period, thefive countries w.,,e 

scope of the planning meeting has been more comprehensive than family planning 

and food and nutri tion alone. The early participation of governments has 

changed our expoctaticns of a typical pattern in which we w-ould work with 
that, if the planning werevoluntary agencies during the first year and 

successful, governmental agencies wculd join us during the second and third 

years. ,egardless of patterrn, though, we expected--and continue to expect-

that the second and third years of planning will yield ever more comprehensive 

plans. 

Finally, our program is intended to be carried out in 15 countries of 
three years of the grant. ,eAfrica, Asia, and Latin America during the 

assistance for three wi*ll be prepared, upon need and request, to provide 
dimi nishing role) in each country. Since ourcontinuous years (;ith a 


program calls for foundation work in five countries the first year, five
 
potential continuing commitment
the second, and five the thiird, we will have a 


to five more following the
 
of one year to five countriS and two years 

already begun plans for the continuationexpiration of the grant. We have 
tie three years of the grant.-of funding, as needed, beyond 
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C. Goals and Objectives f the Grant 

The general goal of the first year's work under the Development Program 

Grant is as follows: 

To assist in establishing a co-ordinated planning and program 
development process involving all of the organizations wor.ing tow.rd 

within five selected countries. a common development service goal 

defined as the results that must be achievedThe objectives (which are 

to reach the general goal) for the first year are as follows: 

1. to hire staff for the work; 

for2. to establish criteria for the selection of the countries 
the program and to survey these countries for interest in our program; 

3. to establish methods for preparing and carrying out annual 
planning meetings in five countries; 

4. to prepare material as necessary for carrying out the planning 
meeting; and 

5. to assist in the preparat.ion for and the conduct of annual 
planning meetings in five countries. 

to the work of the program throughoutObjectives 2 through 4 apply 
the three-year period. Obiective 5 involves the specific work of the first 
year toward meeting the program's overall goal. The progress toward meeting 
these five objectives is described in the following section of this report. 



D, Detailed Description of ProQress 

planning meetings in three countries to date: a country-We have conducted 
7 - 13,in food and nutrition in Lesotho (Decemberwide planning meeting 

in Southern India
1975); a planning meeting in health and family planning 

a for all health services
(January 26- February 2, 1976); and planning meeting 
in one of the nine counties of Liberia (February 15 - 21, 1976). A report
 

is attached to this report for descriptive purposes;
of the Lesotho meeting 

of the other two meetings are available from Planning Assistance.Reports 

will take place in the Region of the SahelThe fourth planning meeting 
on April 7 - 15, 1976 for the purpose of planning all develof Upper Volta 

The site of the fifth meeting has not been
 opment efforts in the region. 
 of thein Gautemala in one or morefinalized, but it will probably be 
by the recent earthquake for the Turpose ofprovinces severely affected 

the planning of continued relief and rehabilitation ffortsco-ordinating 
in the province.
 

This section covers the progrens of the work undertaken and performed 
Februaryunder the five objectives of the first year's prcgram .hough 

of the first nine months15, 1976. Two charts illustrating the activities 
are on pages 17 and 18 . 

Objective 1: Hiting and Traininr of Staff
 

The staff requirements for the program were as follows: 

--Two planning associates at half time.
 

-- Three full-time planning associates with responsibilities as follows: 

--One to direct the program;
 

-- One to be responsible for family planning content; and 

--One to be responsible for food and nutrition content.
 

--One full-time administrative assistant.
 

-- One full-time secretary. 

The positi.,s of planning associates at half time h'ie been filled by 
Charles. Patt:r.. and Ei.c F,-tzner, two regjular Planning Assistance st ffers 
who, have Mtn Ki th. o; inizatio .sinece its .,gi ritnigand whose r.
 

d n-,ac ,a,.y to ens u con,reinuiL wiTh
in the cu,-r , rr-:g ra:m ', consi 
f Pla :ing Aistan: ce. They are responsi"l for its trainir,.,th' ot,,r w', 


... ci other sAff iWbers,an. .vl, o'.... 



Mark Muenze was the prograid director for the rirst five months of the 

program; upon his resignation, he was replaced by John Palmer Smith who 

began as a consultant and then became a full-time staff member. One 

additional full-time position of Planning Associates has been filled by 

Mildred Pollard, ho has general responsibilities in health as a wlole rather 

than family planning or food and nutrition separately. That other Planning 
being filled by two consultants on anAssociate position is vacant and 

as-needed basis.
 

assistant and secretary positions have been combinedThe administrative 
(we found it unnecessary to have two full--time persons). The work is being 

done by Valerie da Vuyst, with part-time clerical assistance from Maria 

Ricardo. 

We would like to have filled all positions sooner than we have. However 

we have found that the qualifications aid experience that are required to 

do the work increased greatly as we began to do it and that the job descriptiois 

changed as well. Therefore, we have begun to use candidates for positions 

on a part-time basis before making a decision to hire them. This has slowed 

the sta,;1ing but results in a more satisfactory staff-with no decline in 

the productivity in the program and at considerable savings in salary costs. 

Objective 2: Criteria for country selection and cointr-, surveys 

The Criteria for the selection of countries to be surveyed w'ere esta.
the program year, and a list of 22 countriesblishcd in the second month of 


to be surveyed by mail was prepared. All countries in Africa, Asia and
 

Latin America .,ere rated as to their ecortomic need, their policies tow.rd
 

food and nutrition and family planning, their l)reqram activity in each of
 

these areas, the role of voluntary agencies in these activities and the
 

potential for program expansion in each of those areas. 

Ile then intervie;s with ii,,iers of voluntary organizationsconducted b 

in New York and '-sh ington -,ho had w'orked or who are now working, in those
 

countries and di.z,:ussed the posSib',le utility of annu.l planring meetings
 

in l. We aiso wrote to mr;,,,hers of voluntary orgarizatins in Ehe 22
 
as 'ked for thei r opinions.
countries with wh iwe had wcorked and 

VWith this i, formation,we conducted survev of interest in nine countrie: 

A detailed description of thm survey process used occurs in the next section 

as part. of the d',scrip]iion of the ineLhodology developed for the conduct of 
the entire prog:'.m. 
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Objective 3: EstablishiLj ethods 

In the second and third month of the year, we designed program methods 

task of the surveying, preparing for,that consisted of a analysis steps in 
The methods we developedand carrying out 3n alnual planning meeting. 

to use as a staff training device have become a checklistand have continued 
for the work of each of the 	 five projects. The major steps (including 

are as follows:illustrations of their use) 

1. 	 Survev in Country. The purpose of the country survey is to 
planning meeting processascertain intereSt in the use of an annual 

of the major service providers for the collaborative planning of achievement 

of one of the goals of the country. The purpose cf tie survey is to 

explain the rbjectives of the planning meeting to a majority of the 
and our role in it so that they can then make anservice providers 

forinformed choice as to whether they wish to use it as a process 

achieving co-operative planning of programs for a specific development 
gbal. 

This consists of talks with the various service providers and, 

as approriae, the Ministry of Planning. Tf a number of organizations 
are interested, a generai rmeeting "isusually called, a:id a decision 

taken together. If the decision is favorable, the mieeting is,used to 

establish a steering committee, and the commi ttee then takes the decision

making responsibility fruma that time forward. Our role is to function 
as staff me::±ers to the co.mittee. 

As descriled in th, early sections, Planning -Assistance's work'in'. 
philosophy is that all decisions should be made by the people of the 
country. ',e u:e the survey period to explain carefully this approech 
and phil'oszpvy. We describe our role as that of staff workers w.ho 
are prepared t.o ork 7clr a group of organizations that wih to plan 
their .;rk together, and we explain that we ;,,ant to do this work only 
until they find persons fram their own numibcr ,.,iho can provide this 

•servce. The initi at.ive , chrouglhout the procs s, be onqs to the peopl e 

of the country, once thy have made the decision to go ahead with a 
co'l aboraLiv,., planning proress 

In each o the countries that considered our program; the decision 
to go ahced !,: ad (!HiFfrertly In Lesot.lo, -he Central P1annino 
Office aid i-' Minis"., the MinisterOice of the to Prime dccid,'i 
t',co..,,.c .i p1]in n'uetinq in food and iutrition. They i"" n . 
wi"lly plL ,c'' The 1o.0! andI l r,".,,it i-or nutrition ;m1 t, b, 

Sq:ae..'r,, ',o -.. The,-, . nent "-, ' tory to Teii,- i 
. i 	 t in....to t1 'i .;. appin . sten . .. i... 

;,.e re c!,ented hv ,-',,,.f our sLelff ,ie:,Thnrs , and .. steer~fl"n (c,.Y,i .we rt.. 


the: i,..c ,I furt!'e,. cc sions
 

~ ~~Uy 

http:Lesot.lo


In India, we did a planning meeting in family planning in the 
state of Andra Pradesh, because several very active voluntary organizations 
within the state and tile Government of Andra Pradesh Family Planning 
Program wanted to develop programs together. They readily formed a 
steering committee to carry it out. 

in Liberia, we looked at the possibilities of family planning and 
food and nutrition planning at a national level, and found the work 
in both aress to be inappropriate for now. The advice of the inistry of 
Heaith was that we should begin work at a county level. We surveyed 
three of the nine counties of the country and choose Bong County 
for the purpose of planning all the heaith services within the county. 
The work was co-ordinated and carried out under the direction of the 
County Miedical Director and his staff. 

2. Pi-eparation wiithin the cqol.nt!y. The preparation wiithin the 
country consists of preparing a meeting plan for thc: planning meeting. 
The steering comm:rittee has the responsibility for setting the objectives 
for the meeting, designing the agenda, identifying all participants, 
selecting the sites and dates, and listing all the tas.ks to be completed 
before the meeting. The cumittee-must also assigrn responsibility 
for each task. 

Through all of this, ,,.work as staff persons to the committee, 
providing information and effort as needed and requested. 

It usually takes week of meetings and staff ,ork to design 
the agenda and make the decisions, then several weeks of staff work 
to carry them all out. 

The preparation work usually involves both staff and participant., 
The Staff produces the anenda and invitation mail ing and mei'erials. 
The Staff also leads in the collection of information on needs and 
resources thrOUihut the ecog raphic area of the program. A considerable 
amount of ti:,ea is taken up ,,ith collectirig information on .,hat each 
organi;,atien is currently doing so that a base from which to expand 
or redirect resources can be established. 

The pa) Licilalnlts, who are usually the di rect rs of the vol untary 
organizat ions and 'e or chifs of services the ministriest secrctaries of 
or :flinistr, h"2 aci es , ry'i o. needs an d resourcc F1m1 thC .,r;--.lctiye 
of their 0r," 1r d tions, L11. to cons i e-: possible .,al1 an' ,.rkin, 
stratrtcqi es f' , the, come "o the pl;'nningi ti rcj su f icie 'tly 
prepa red i :,.i n fc on whI:: oh ti y need to ,e oc i CI r is 
*t , ... trouif. a.st~alfff.f" :I; ..q.,'or 's: of vf.Ll..ri,; '1.lgfnl-rll1 ; rvu;Igqcn s.em"i 4n ; ior; 

c i the oscvr, K'k-ioas. ho 1: )1esi.. ia i n -hat taV " 

can he ', . ::. or . 7,ec-curately r'presenlst h;,full rie .,of 
his or hr 'or:ition 

-9... 



of work has to take place to ensureFinally, a good deal 	 that 

of the program population are represented in the planning
the opinions planning
meeting. This is the group of people most often left out of any 

include in any planningit is also the group most difficult toactivity: 
 of the program population
meeting. It is often difficult for members 

aside personal and work commitments to participate in planning
to set 

and prograrml direc. rs don't 
meetings., Additionally, policy-makers 
always agree on the importance of including representatives of the 

program population. Fortunately, this aspect is becoming less of 

as the high costs of not involving the program populationa problem 
program planning process becomes increasingly apparent to anyone

in the 
and carrying 	out development programs. However,

concerned with planning 
the involment of the programeven when the commitr,lent to encourage 

sometimes dfficult to appropriate reprepopulation is made, it is 
if the program goal is a nutritious ,iet

sentat ives. 	 For instance, 
the country, 	 who is the appropriate representativefor all residents of 


of "all residents"?
 

We did not solve the representational problem in the Lesotho planning 
of the Lesotho meecting were policy-:a 'ers

meeting. The participants 
'Next year a.e 	all plan to do better. In Liberia,and program directors. 

two district 	commissioners and onethe County Supervisor appointed 

paramount chief to represent the people of the county at the planning
 

meeting. The representation could hatve been improved had further
 
for it. In Upper Volta, ,,/ereefforts been 	given to the preparation 

Sahel (one of the 1 reqionswe will be working in the Pegion of the 
of the country) to prepare coordinated plans for all the develop:iment
 

there will be pro-planning meetings in each of
efforts of the region, 
be publicthe five geographical sectors of the region. These will 


meetin'Is at ,hich the needs and resources of each sector are listed,
 
the planning 	meeting explained, and threethe purpose and agenda of 


persons elected from the sector to represent the people at the planning
 
ineeLing. 

tin_.
3. Pre.-raLation of ma tria is for the planniry 1n.... fe. third 

step 	of thc :t01 oloc y is preparation of the ma Lerials 1or the meeti ng-


Since this is one o: the objectives of the first program
themsel ves. 
is given under the discuss- in year, the discussion-ii of mterials preparation 


of the acheive.iant of that objective.
 

A 

i n out ,,e .,lanni no me ti i. The fourth me:thod is.Carrv 

carryi fl,)L o:.c an-nin) rei q ice- Again, since this is one
ni i 

of the ,;c ives in fact the main one of the first proeYI-m year,
 
th; i a ,, ,of ac i e,.'c;:Ln ts of the pla nirj' meet i :vj s follows
dhe usia 

unr the discussion of t.a objective.
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5. Follow,,-up after the meeting. We planned, from the beginninq
for two to four weeks of follow-up assistance after tihe completion 

of the p)lanning meeting upon request from the participating organizations, 
The use of that time and the scheduling of it are usually taken up 
at the end of each planning meeting, and the decisions have been 
different in each of the three countries where planning meetings have 
been conducted. 

The follow-up needs in Lesotho are considerable. In their common 
support plan, the participating organizations dacided to establish a 
food and nutrition program office with tvwo or three staff members 
who would provide on-going technical assistance to each of the individual 
organizations and taLe responsibility for the co-ordination of activities 
such as the eduLation,,l efforts, preparation of materials for the 
various ministries and agencies, and ce--ordination of a common transportation 
•schedule 	 that v1ould Makle better use of the vehicles of all the organizations. 
In addition, they decided to undertake a large amount of research which 
would help them m,-1ke better decisions at the next annual planninr.j 
meeting. They asked us to help, and because of the need and the amount 
of wori:, we have prepared a separate program-funding reques to provide 
that service. do not have to out ext"nsive1,We£ the money carry such 
follow-up assistance under our Development Program rant. 

The follw.;-up assistance requested at the India planning meeting 
consists of short periods of work with each of the participating organ
i zations in helping them implement their plans of work. We have the 
resources to do this withinl our grant and wil.1 do so. 

The follow-up w%:ork requcsted at the planning tmeting in 'Thng Count', 
Liberia consistcd of our attendance at the scmi-ano'zal mceti;q of the 
health care providers, when a full review of tle plans made at the 
meetinq will be conducted. The health care proviers meet on a quarterly 
ba sis, anid they have selected the semi-annual meeting is the one at which 
they ;.i I .Ike a full revic',;c of progress. We have sufficient resources 
for this follow-up wor;., and will provide it. 

6. Fvaluation. The evaluation of the meetinms takes place at
 
thrae levels:
 
kI) th: q: al ity of the plans made at th: planning meeti ng , (2) the
 

iin,-V1with. wuich it is possibie to "iapment (D) the 
ex'L,.n 1:o viiich the progr-m actually sol\veS the preb ems addressed 
in 11-:0an rhi7 	 ,,ihatl, 

,flc t a ,-~t,,,_ rjua it of any p'l..n is ,1he1her it m r. ax ium 
u< . .'.i resoiurcecs oc'r att- ir~wU:,, i fs agreed- L'uconcpon'o< This: 	 of .,:.ls. f s 

ecss.>,m.: of the p , ,,:;s a,(. , n, C i..,5. 
arid! a it! :....: !., o h. :' ,t! -ic t.. I, i i i el f(i" 5o] 'i;'. t.V:ri, 
plus , .d C .'.s i, f ti'.- must ec rnw:ali," and ..."ec . i ,.ce :. C5 
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is insufficientThe level of information available in most countries 
Our first year's experiences
for any conclusive analysis in this respect. 


inforim:ition so that such analyseshave highlighted the need to collect such 
be made in the second year. By various rules of thumb the planscan 

this year look fairly good, but we find that the collectionproduced in 
of information depends upon th? collaboration of most of the orclani

zations, and it is the first planning meeting itself which provides the 

opportunity for that collaboration. 

Evaluating the implementation of the plans is somewhat easier. 
plans ofMethods of monitoring and evaluating progress are parts of the 

each organization. Secondly, the follow-up assistance that is scheduled 

as part of the meetings provides a useful opportunity to review stuch 
folloev-up assistance, beprogress. 1.,e have not as yet provided such 

have just finished the meetings, but w.;e don't expect majorcause we 

difficulties in evaluation at this level.
 

success is difficult for two reasons:Evaluating a program's ultimate 
the scantiness of the ino:rmation.the duration of time required and, again, 

and projectedThere is, hov.:ever, much that can be done based upon current 
In Liberia, for example, measles is a well-documentedprogram experience. 

killer of children under five; the current program of measles i unizmations 

the (ir measles deaths in children under five.has reduced nu of 

Therefore, thie objective of irrmunizing children as part oF the first
 

of children under
country-w%.'ide goal to reduce morbidity and mortality 

five by 20" in five years is expected to produce results which can
 
be mneasured.
 

In Lesotho, a country which is a heavy importer of food, faced
 
with increasingly poor prospects of being able to pay for that food,
 
programs to increase smiall-holder production of protein rich foods
 
make gqeod sense. Lesotho has begun to collect, as part of its regular
 
collection of health stati stics, information on the mcidence of protein

treated in the health posts., centerscalorie malutrition amcng people 
and hospitals thrco'.whout thu country. "he effect of proqrams to increasc 

cons u:;x tion of sm,- ll-holder fami lies should effec; a decreasi:the prot.in 

in the result of iia 1rnutritIon reported. Secondly, wi th the compiletion
 
of the national nu'.'ition status survey this year, the baelli ,vdata
 

will La in place to record the effect of these progra;rs ir sU:cecding
 
years.
 

BEST COPY AVAILABLE
 

-I?-



)bjective 4: Preoaration of materials 

for the planning meeting is another staft
The preparation of materials 

of it is done in the country itself and some in 
responsibility. Scme 
Dur offices in New York or Washington. Basic materials on the planning 

are available 
acre prepared at the beginning of the program year ard they 

in any planning meeting. Materials specific to the content of the 
for use 

in advance of the meeting, and that preparation
planning meeting are prepared 
may take from two to six person-weeks. 

of the program we wrote a book entitled Planning
At the beginning 


a copy of which is attached to this report. ie book
 
Successful PrOr'.s, 	 and it isof the el ements in theplanning process,
Is a. uselu de.;cri pti on 

a part of the preparation miiling to all participants to the planning meeting.
 

In the lmiling for the Lesotho meeting, we included tvo books from 
Manual on Food and :',utniritin Policy

food & agriculture orgzani.-ation series, 
..D t ...

by Johnston and Greaves and Planninq and F .. _uaton .. 

Proqrams..... ,y Latham. We then -p--r-e-ared--'spe c iiC mteria son the 'eAe ts 

nurition program, and -,-orlked with the varicus ministries in preparing
of'a lood and 

analysis of sources and destinations.-of foods for the country.an 
a workbook ,,ich included the demographicFor the India meeting, we prepared 

family p1anning portions of the draft
indicators for india, the health and 

India's ne., five-year plan, a number of articles on family planning and,
 

an article on prrc ,-m budgeting in non-profit institutions, along with
 

a copy of Planri! ! SUcUe.sl'ful ProqrPIms.
 

For Liberia, 	 we prepared data collection forms on ,which each of the 

in the county could record all health problemshealth facilit-ies 	 seen 
for the week 	 before the planningand their inecidj, ce by major age groups 


meeting. Ive also prepared additional forms on which the service areas of
 
along with the rough percentagesfcilities could identified,each of the 	 be 

of those areas. In Liberia, it was possible to have
of attend'nce froi each 

a one,- d*":y of ll participants three weeks before the planning meeting
 

itself. 

annual plannino meet i irs in 5 cnointries.Rijecti e 5: Conduct of 

Each of the three planninq m...tijngs alrea-.dy conducted lasted about a 

:T. This (:c::s Ob as -is policy- naer- servi providersto about long and 
te .e''I no to now, this has bee incan Tll-.r 'tL " their desks, and 


the thre,..::mntries ,-ich w, hvce ,orked, sufficient tie to cover al1 items
 
,;n the ooq<n,2,s. 

Alt. ,.' h1 h' C . { ire set a i th.- agenda d,.i crcd bv Ihe orga ri.i
 
Ct:: :i t ta:; ; ': a; I c.,ritri ~m bae. 1.Th their 1-a"Cds , he' .'das
 
ar'z (l."n<.'K- V s2fl 1¢:r in topics ,:.d the products they prodtce.
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This is because the elements of co-ordinatd plans are similar, no matter 
to which national or regional goals they are directed. 

There are generally three components to an agenda: (1) the work leading 
to and culi;-inating in the settingI of common goals for the country or region 
generally set on a five-year basis, (2) the preparation of prooram and financial 
plans for the next fiscal year for each !'01untary orq .izati,0. or ministry 
and (3) making a comm-ion plan for the support required by each organization 
in carrying out its individual plan of 'ork research, common training or 

.materials development, com;;non distributions systems, and a common coordinating 
office. 

Two aspects of the planning meeting process are particularly important to 
its success: the task-orientation of all of the. sessions of the planning 
meeting, and thK on-site production of all of the assessments and p1ans 
produced. The pli;,nning meeting is not a conference or In semi nar, alithough it 
may appear to cont. in ele-menrts of both. It is a working meetinq of people 
who have recom:ie a need to work together. Considurable discussion and 
learning tale-s p1 :ce, but it is the di scussion and learing that ust necessary 
precede the product i.!u of coordinated plans mha the use thete, t best of 


resources avlicla'le to meet the problems to wvicii the pl ans are addressed.
 
Each working s Produces a 1Prc~duct--such e:. a Iist of specific needs
 
and an analysis o tlem--which is imp:tant information for the vork: of
 
the next session. E~cause oF this, there, is a need for the production and
 
distri oution of the resu]t ; of the session immediatelv upon its co:.'pl-2tion.
 
Also, the immedi : te producion, and distribution, of .he el ements of tile
 
plans of each of the orgqnizaions to all parLi ciparts has an exceilent:
 
effect upon LK cuality of the work and the qUal it'/ of the participation,
 
Wrat people decide gets inmediately recorded and reported.
 

The objectives and agenda of the for the Upper Volta planning meeting 
in and byare still )d 1rorm, are currently bning finalizead the presentat Lives 

of the varsr::'vs 'yeri; _.r..'ices and Volun La ry acicvcie:s working in the 
Region of tleh SL :iel. (111c region of i..ipe r Volta that fall s wholly i n Lo the 
Sahel ian c.'c). "i.he p1laning meeting, ho.ever, will probably take co ;i derably 
lonqer th-n ',,. of Lcsothu), ,ridiLa and 1.1 beia" because He, region "is just 
in the ro, . o, heiny o-vI..ized as one of the deve iopa;:e t "egioK.!: of the 

cause ing 11 napasscountry, andaann r.l thy p Q wil a I of the d,;a,,cpnt
 
. . be
efforts ot reqion. "n- year g'a is ord eh";cctiyes.ill se. the regi'o, 

por Loins nc t h new .;!aLionel five-.year dave, Iup:a nt plan 1ill ike,:itLen 
and specific opprati onal lans i'll be prepa,:ci for h:- remainder o !76.Y 
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*E. Prospects for the future 

A formal evaluation of the first year of the program will be conducted 
during June of this year. Certain problems and prospects are already apparent, 
however, given the experience of the first nine months. 

In our initial planning for the program we expected that it might take 
the whole of the three years' effort to involve fully government ministries 
in the planning meetings and to take the step toward more comprehensive 
planning. This has not been the case, and we find ourselves, in the first 
year where we expected to be in the third year of the program, for the cotntries 
which we have worked. This success has created problems for us, 

We have had sufficient resources within the program to carry cut the 
first year, but we may not have for the sec6nd and third year's work. 
In Liberia, for example, we have assisted in establishing an annual planning 
meeting process in one of the nine counties. What about thp other eight? 
There is already inLerest in establishing the same process in two of the 
other nine counties. A complete effort would consist of annual planning 
in each of the nine counties and national support planning by the Ministry 
of Health, and Social Welfare. The aggregation of the plans of each of the 
counties, plus the support plan of the Ministry, would make up the annual 
plan for heelth for the country. In India, we face a similar probicm, and 
in Lesotho there are indications that some planning at a district level 
should proceed the second annual pl,.alnning reeting to be held in food and 
nutrition this fiall. If the work in Upper Volta goes well, the prospects 
for expansion of efforts could be even greater. 

Our initial conclusions suggest that decisions on additional work 
.will vary from country to country. The continuation work in Lesotho is of 
such size that it requires a separate project all by itself. In India and 
Upper Volta, we are work.iny with local organizations that are begi nni ng to 
tako over roles rhat we otherwise would play. In all countri,,s., there is 
interest in the government in takin greater resFoInsibilit' for the staff 
work attendino the prepara ti on for and conduct of the annual planning moeeting. 

,hatever the decision, these are problems that we we ,cme because they
 
suggest an appr:ci.ation of the utility of annual, planning meetings based
 
upon positive. experiences with th,,.
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