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EVALUATION
 

IOOD FOR THE HUNGRY, INT. EMERGENCY FOOD PROGRAM
 

I. INTRODUCTION
 

Food f9r the Hungry, International (here-after referred ~o 
as FBI), has been operating in Bolivia since 1977 and 
began to distribute Title II commodities in OCtober, 1983 
under an Emergency Program e~tablished to combat 
widespread hunger resulting from a severe draught. FHI's 
performance in the Emergency Program, as determined by
tlis evaluation and conditioned on adherence to the 
r.commendations here-in contained, will serve as the basis 
fDr Mission approval for FHI's par~icipation in a Regular 
'~L. 480 Title II Program. 

II. EYALUATION PURPOSE AND METHODOLOGY 

~e purp~se of this evaluation is ~o assess the 
achi~;cments of FHI during the Em~rgency Program (covering 
the period October, 1983 through April 30, 1984) and to 
specify those areas needing strengthening for the 
remainder of. the Program (May 1 through July 15,' 1984) and 
for partrci~tion in a. Regular Title II Program during FY 
1984 (July IS through September 30). 

1he Evaluation methodology included visits to each of the 
six Departmental offices (Cochabamba, La Paz, Oruro, 
Potosi, Sucre and Tarija), where FKI staff and volunteers 
were intervi~wed on their Emergency Program operations, 
specifically: staffing, training, warehousing, projects, 
and inter-institutional coordination. 

B~aluation activities were conducted between March 27 and 
April 27, 1984. 

III. PROGRAMS 

A. Food for Work 

FBI'S major participation in the Emergency Program was 
under F~:. 

1. Program Norms 

The goal of the FFW projects under the Emergency
Program was to improve the agricultural conditions 
in the areas hardest hit by the draught or floods; 
to improve or establish road to market routes; 
potable water systems, community improvement 
pIojects; and to achieve pUblic rather than private 
benefit. 



P.r~lclpants in Emergency FFW projects should have come 
fro. those areas designated by Civil Defense as having 
bela affected by the 1983 draught or flooding and 'who 
afe unemployed or underemployed. 

2. "findings 

!HI had dis~ributed approximately 2,700 MT as of April 
15, 1984, of a programmed 10,000 MT'of Emergency 
Program commodities under the FFW category. During the 
months of November-December, 1983, approximately 2,000 
MTs were borrowed from Caritas and SNDC due to the late 
arrival of FHI's commodities. Distribution has been 
hampered both by the late arrival of commodities (4,000 
MT arrived the last week of April) and by the lack of 
·funds to purchase vehicl~~ expected from an Outreach 
Grant iniciated in October, 1983 and yet to be 
received. The vehicles remain crucial for organizing, 
supervising and evaluating FFW projects. In their 
absence, ~upervision has been almost totally lacking in 
all Departments but Chuquisaca, resulting, in some 
communities receiving food from more than one 
distribution agency for the same project and in token 
participation by other communities (2 days of work) in 
projects requiring seventeen. 

A USAID study conducted in February 1984 shows that the 
rural residents l:esiding close to departmental capitals 
and with more e·xperience in dealing with bureaucracies 
received a disproportionate amount of food. 

FBI'S FEW projects originated at the ct.:mmunity level 
where a pcoject request form (EF-Ol) was filled out and 
sub~itted to the departmental office for approval. 
Once approved, community representatives received 
instructiDns (in the major ity of depar tments or. the 
spot, at the office) on eligibility, rations, days of 
work, etc.) Commodities were received by community 
representatives at FHI's regional warehouses and 
transported to project sites for distribution. 

All Departamental offices received instructions on the 
implementation of FFW projects. 

The majority of the FFW projects followed Emergency 
Program guidelines on eligible projects (e.g. bridge 
and road construction, irrigatIon, agricultural, 
potable water, etc.) Unfortunately, due to a lack of 
3upervision and technical assistance, many of the 
}Xoject results will be short lived. Sucre, again, 
represents an exception in that they worked closely 
vith the Bolivia~ Institute of' Agricultural Technology 



(IBTA), and were able to provide technical assistance 
and supervision for their projects. 

3.	 S&Wlllary 

ZBI's FFW projects run the gammet from very well 
executed but not particularly well targeted projects 
(Sucre) to practically non-e~istant or short term (2 
day) projects in La Paz. The lack of vehicles for 
supervision, plus the initial efforts of getting a 
complicated and many faceted (e.g. shipping, 
warehousing, staffing, training) opera~ion off the 
ground acc~unt for these deficiencies and it is felt 
that with all the offices now staffed, the emergency 
winding d4wn, and the assumption that the Outreach 
Grant wi11 provide necessary funding for vehicle and 
warehouse equipment, that future FHI FFW projects can 
make a vi.able contr ibution to Bolivia's development. 

FBI is making a concerted effort to obtain technical 
assistance for their FFW projects through the National 
Commmunity Development Service (SNDC), lBTA, and other 
technical entities. According to the National Program 
Supervisor, Willy Aliaga, the IBTA Office in Sucre has 
agreed to place an architect with FHI to assist with 
FFW ~ural construction projects in the Department of 
Chuquisaca. 

4.	 General ~commendations 

a.	 Once geographic work areas are determined by the 
Departamental Committees, meetings should be held in 
targeted communities. to explain the objectives of 
FFW projects. 

b.	 When an application from an eligible community is 
received, a visit should be made to the community by 
the FBI staff to 'discuss project implementation
(work to be performed, eligibility criteria, number 
of work days, rations, technical assistance, 
supervision, evaluation, etc.) 

c.	 Regular, unannounced visits to the projects si~~ 

should be made. 

d.	 Technical assistance requirements of each project 
should be assessed and provided wherever possible. 

t.	 Each project should be evaluated upon completion. 



f.	 The ~tional Otfice should provide each Departmental
Office with clear concise guidelines in English and 
Spa.lsh on the iwplementation of FFW projects. 

g.	 A~essibility ~ more distant and harder to reach 
provinces (agreed upon in the departmental
committee) should be possible and made a priority 
on~e vehicles are available. 

B.	 Other-
1 .Nutrition Centers 

PmI, in addition to the Emergency Program, is 
operating five nutrition centers in the Department
of La Paz (,three in El Alto, one in Cota Cota and 
ane in Tairo) with USDA 416 commodities. While 
these centers are not part of the Emergency Program,
Mlissior. staff 'l7isited the five centers and made 
recommendation,s for their' improvement in preparation
£Dr their pos~ible' inclusion in a Regular PL 480 
21tle II Program. Suggestions include: 

~	 Changing from a take-home to an on-site feeding 
program to assure consumption by the vulnerable 
group (children under six and pregnant and/or'
lactating mothers); 

~	 The formation of Mother's Clubs at the Centers 
and'hiring a Bolivian Nutritionist to develop and 
supervise nutrition and health activities and 
implement income generating projects; 

c.	 Quality control (sample testing of prepared 
commodities from time to time); 

d.	 Improve medical services by providing
beneficiaries with privacy consistin9 of a small 
or screened ~ff room for examinations; and 

e •.	 A lessening of the wpaper work W requirements of 
volunteers which would leave them more time for 
productive activities. 

Fsn has already implemented several of the 
recommendatior.s, plus some of their own and has 
ag:eed to use the USAID/MOH/CARITAS developed 
Minimum Standards for Mothers' Clubs as a guide in 
est~blishing their Mother's Clubs. 



2 .Every Child Program 

PHI administers. or is beginning, a ·Cada Nifto N 

(ZYerychila) program in each departamental office. 
1his program is run by U.S. Volunteers and consists of 
cash donations from U.S. donors to meet school, 
medical, and incidental expenses of selected 
participating children. 

The Evaluation team feels that the Every Child Program 
ahould be kept separate from the Title II Program.
Specifically, that selection as a ·Cada Nifto· 
participant would not grant the child automatic 
inclusion in or rations from a Title II Program~ Any 
attempt to combine the Cada Nino program with a Title 
II program should be consulted with USAID to assure 
that participants meet Title II program eligibility 
criteria. 

IV. os~ OF TITLE II COMMODITIES 

Tn. end-use of the Title II Emergency products is 
i~rtant for the obvious reason that nutritional benefits 
will be lost if the recipients do not like or utilize them. 

Le.tils were introdu~ed as a new product during the 
Em.rgency Program. In general, their acceptance appears' 
to be' good to·very good, but given their sale value, 
le.tils were an easily marketable item and were believed 
to be sold rather than consumed in many cases. The other 
t'1:Dduces utilized in the Emergency Program (veg oil, wheat 
flqur, milk and rice) were all well known and well 
rt!cei'l1ed and the recipients are aware of how to utilize 
then. 

Due to the emergency nature of FHI's first involvement in 
a PL 480 Title II Program, no special instructions were 
proqided to beneficiaries on the use of commodities. With 
·the approval of a Regular prCJgram it is recommended that 
instruction in the utilization of Title II foods be a 
regular part of each program, including the distribution 
of cecipes and actual on-site food preparation demonstra
tior.e. 

v. COORDINATION 

FHI Departamental staff members were active and willing
participants in the Inter-Institutional Emergency Program 
Coordination Committee meetings. Unfortunately, as the 
USAID Distribution Report points out, coordination has 
been minimal to date. One example, taken from the report, 



.how. that the Province of Atque, total population 37,626 
'tlt;I!·,~,OO.o- .~(f~c~e4by the draught received 496 MTs of 
food. Tfte commOal~~es were distributed to approximately 
64,14l Q~f.i..~i...~i.es :~~:a :cov.e-r-age; o~ ~4~.! :!!,! 
Coopt~·a.ein9._$.gonSOf 5 :"lork.i:ng i n. C~h;Ab.Afftb:.a-~.d :QE! ~NAAL 
cov~~ J\rque ~ -a!l :"dld..-F~I anq .Carlt:as:-. «f:.-ie:.es: ~r:OI'@ Ol<uro. 
In Q.AA.tra_~t.~ .t,~~ :r~ffl~~e -.p~"Qvi,.-noe:-af -Misqu.e-J ~i:t~ a 
POPU-~:~~~fl o( -.~St.3Q6 and ,26 ~"'U: ·a:ffectecl.by -ti_~ draught, 
rec~i.~e:4 :~~ :.Q.Qv·~r~e.'! 

Fut~~ end.ea~Q.t:~-s~ould ~~c:;lude :~trive :a~cq,ns.i~tent 
parti-cip.a·tiQn. in ·.tbe. :.4.~p'ar tm.e.nta~.-~~te_r:.-_I:n~i t;utiC?~al 
ColllJJ1i~t;e.e~._..: Emph~si:~ $Quld. be pl,:ac:;ed ·on· defining 
ge09~~P.h.~c~..reas o~~or-k, exchange ~f up-to d~te 

infoc~at;~ol1 tq ·a~oid-;dupli:cationl:o.b.t~i.nill_g technical 
ass~_t.anqe wh.ere ··needed, .a~d ·.buil.di:ng·so-l~~-d r:e~ations wi. th 
all. :qe~~J..op~ent; :aqenc ies .in ·each. -depar tment:, 

The~~~~~epresentative at the Inter-Institutional meetings 
sha~ld befluent.in Spanish, knowledgeable of the program 
and posses~~decisi:on making authority. 

~ • PROGRAM -ACMIIHSTRATroN 

Eijl'_s :~e~~est link ;iI) ~qi~cUng. t,p.eir: ·~i_tl~ };I· E.m~r_gency 
Program. has been in program administration. The 
r.~!\i.qn.ation ;o(-.ttJ~ :Gc?l;l]tJ;~ Qir~ctor:: P~tr.ick ·Q'··Brien in . 
Fet~uary,-appo~ntment-of~a~tempo~aty ~ireetor Robert Ashe 
for. ~Qne month~ his replacement bya ·willing but 
inexp'erienc~d fo,mer FHI,volu~teer ~im Gibson -in March, 
a:nd~finally; ;the pending departure of.·FBI'·s -USAID liaison 
~~~d. :B~l t;.z::.~ June ·have had: de_fi~i t;e -i-mpact ·.on t:he 
~t~!r::am•.The·experience and efforts of .Wi~y- Aliaga, 
ti~t::tonal Super.visor, have done much to ·k-e~p .the program 
func:tioning through all these changes. 

tl'l ::adQ:i t.iQn -t~ t~e .admin.istrati~e disr_up.tions at ~he 
na~nal lev.~~, _three ·cHfferent groups o! -_v~lu_nteers~ (for 
~ :t;~~~ ~o~ :S~:k~~~S- one spous~) hav..e. s:e-r~-i:n: :t.he ': 
Q.~P.a~t;~llt·~Q.f::Go~habamba si-nce Qa.tober~,= l:~~3:•.:--:F~",e ~f .t;he 
!!e.~~ Jl:ave :-re..t!ur::.r:u~d to the U. S. seV'~r~_l. 0::£:: ~~:t€h ir t~en 
VG1u.nteers ·r·em~ini.ng in Bolivia have been. -<Ji~ll" ·the _ 
~es~nsibility o~-Departmental Co-Oir~c~~s-, ~espite a 
gene~al lack of development experience and/or language 
skills • .... :~.:.~: ::: .-.: : :;~ 

FE: :e~!:~a~e~~a: s:a~~ ~S~~~:i ~~=s ~=:~V~ a~~ .. - . 
pa=:~=~~a~:s i~ ~~~ :~:e=-:~s:~t~::c~a: ~=e~;e~:~· ~::;:l~ 
': : :. : :. : -:". c :.: : ~ :: :-.:- :.. -. : :: ~ ':7 -= :- : .:.. =E • -.: :-. :: : : :. _:-. =: -= : ~'. ~: .. ~ 
::5.~.:: ::.=::::...::~.:':-: :,-=?o::. ;:.:::::.: .:..::, ::::::::-.a:_.:.:-... __ 
bA_e~" ~l·.~.·l~ - c·a~~_._ One eX-~~l'~_, ... c ..... _ ~rc- -~~ ~e~o~·..../.. ... _~_i ...0 Cll,:' --~An ...... _..... ~ _ 



The Evaluation team feels that u.s. Volunteers can play an 
l.portant and valuable role in FHI's Bolivia program, 
especially in the organization of specific programs such 
as Motb~r's Clubs, Nutrition Centers, School Feeding, and 
projects along the lines of those managed in Cota Cota, 
but that the responsibility and authority for managing a 
Title II Program should be placed in the hands of 
competQnt, experienced, national staff. Confusion exists 
as to lines of authority and who is responsible for what 
in every department but Chuquisaca and La Paz where a 
national coordinator manages the E~~rgency Program. 

Future volunteers should possess adequate language skills 
before arriving in Bolivia and be selected for their 
development experience whenever possible. 

The Volunteers in'-country should receive intensive 
language classes until conversant in Spanish. Until they 
become conversant, both volunteers and the program will 
suffer. 

A.	 Regional Offices 

FBI has established five departmental offices 
(Cochabamba, Oruro, Potosi, Tarija and Sucre) which are 
adequate for program needs•. 

The Evaluators fee~ that'the Department of La Paz would 
be more efficient and productive operating in a 
separate facility, as they areprp.sently located in the 
National Office of FBI and get caught up in the broader 
program, resulting in the Department of La Paz 
receiving insufficient attention. 

B.	 Wacehouses 

Warehouse inspections encountered the following 
problems to a greater or lesser degree in the majority 
of FBI warehouses: 

1.	 ltommodi ties unevenly stacked. 
2.	 Commodities stacked close to the wall making
 

accurate inventorying difficult.
 
3.	 ~arehousemen unable to give an accurate account of 

\Iotarehouse stocks. 
4.	 g'Idex system not being utilized. 
S.	 Paper work (e.g. dispatch orders being prepared by 

warehousemen) was excessive and time consuming. 
6.	 Insufficient security. . 
7.	 In need of cleaning. 



V~l. SUMHAST OF llEC0t4HENDATIONS FOR IMMEDIATE ACTION 

A.	 '~n receipt of Outreach Grant funds, provide each 
~partmental office with vehicles and warehouse 
4quipmen~ (scales, seving and packaging tools, pallets, 
etc.).

B.	 Hire sufficiente program staff in e~ch Department to 
assure proper supervision of project organization, 
implementation and evaluation. 

C.	 C.ontinue efforts to acquire technical'assistance for 
FFW projects.

D.	 Prepare and provide each Departmental office with 
clear.,. concise Regular Title II Program Guidelines in 
English and Spanish for each Program category (FFW, 
School ~eeding, MeH, etc.). 

E.	 Provide each Departmental office with the 1985 
Operati~nal Plan in English and Spanish. 

F.	 Coordinate and target areas of work at the Departmental 
level. 

G.	 Utilize the Minimum Standards for Mothers' Clubs in the 
~rganization of any new clubs. 

B.	 Develop mechanism to assure prope~ utilization ana 
awa~eness of Title II Commodities (recipes, 
demonstrations, etc.). 

I.	 Initiat:e inter-institutional committees where th~v ~re 
in~ctive or ineffect~ve and participate actively 1n 
those which are functioning. 

J.	 Establish clear definitions of authority ~ithin 

staffing of FHI. 
K.	 Re-evaluate recruiting procedures to attract u.S. 

Volunteers with development experience and Spanish
language skills. . 

L.	 Review warehouse procedures and provide adequate 
on-the-job training of personnel, including proper 
stackin~, inventory procedure~, the use of a Kardex 
system, proper security and hygenic conditions. 

M.	 Determine Title 11 food commodities and ration levels 
based on recommendations made by a nutritionist. 

I 



ANNEX I
 

REGIONAL OFFICES VISITED DURING THE EVALUATION
 

Evaluation 
Team Members 

Sandy Del Prado 
Martin Ede 

Ernesto lanashiro 
John Elliott 

Ernesto lanashiro 
John Elliott 

Ernesto Kanashiro 
John Elliott 
Curt Sbaeffer 

Curt ShaeffE!r 

Sandy Dt~l Prado 
Martin l:de 

Dates 

March 30 

March '27 

March 28/29 

March 30 

April 3/4 

Apr~l 27 

Oruro 

Tarija 

Potosi 

Sucre 

Cochabamba 

La Paz 
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ANNEX II
 

~~ COLLE~ION QUESTIONNAIRE
 

P.L. ~eo. Titulo II
 
Evalu,~ion del P~D9~ama, Marzo/Abril 1984
 
Entr~istas a Nivel de Oficina Regional
 

Entidad:	 Fecha---_._----------------------
Lacalidad: _ 

Personas Entrevistadas ___~ 

Ehtre~istadores: 

~ ~etivos y ~etas 

1. Objetivos y metas generales de la entidad regional: 

11. OrgcSlizacion 

1. oescriba 1a organizlcion (estructura) de la oficina. 

2. Cbantos y que progr~ms maneja la oficina? 

a. programas no rel~cianados con'el Titulo II: 

b. Tltulo II. 

c_	 Como p~ticipa la oficina en la distribucion de alimen
tos para emergencias. 

d. ~ras observaciones sabre los programas de la oficina.
'. 



c. Parsonal 

1. Personal asignado a la oficina 

Hombre Titulo .Punciol~ 

2.	 Que ~eparaci6n formal ha recibido el personal en e1 mane
jo de alimentos y sobre los reglamentos del Titulo II? 

. 
3.	 Que actividades del personal estan apoyadas cen manua

les de proced;~entos? 

4.	 Recibe el personal suficiente apoyo de servicios de 
trausporte y vlaticos para cumplir con su trabajo?
Que problemas hay; recomendaciones para mejorar esto? 

5.	 Cuales son las areas de adiestramiento mas necesitadas 
po: e1 personal? 

6.	 En que areas de trabajo se necesita mas personal y porque? 



D.	 Pcogramacion 

1.	 Explique el proceso de programacion que ~e usa para areas 
de trabajo relacionado con el Titulo II como tambien el 
rio rel~cionado con el mismo. (En una programacion de ~
rriba hacia abajo 0 de abajo hacia arriba? Se puede es
tipular el numeco de beneficiarios por categoria del Ti
tulo II?) 

2.	 Como se podria nejorar el proceso de programacion de ali 
mentos? 

3.	 Generalmente se cumplen las metas programadas? Porque? 

E.•	 Distribucion de Alimentos 

1.	 Como llegan los alimentos a esta region? 

2.	 Como se distribuyen? (Ouien paga los fletes al punto de 
destino) 

3.	 Cuales son los medios de transporte que tiene la oficina 
y para que los utilizan? 

4.	 Diseonen de gasolina y mantenimiento? 

5.	 Inspeccion del almacen. Esta ordenado y limpio? 

6.	 Esta al dia el inventario dealimentos? 

7.	 Hay liegur idad de que los beneficiar ios puedan preparar los 
alime3tos correctamente? Cuales ~on los pasosespecificos 
Sue la oficina toma para educar a los beneficiarios·en el 

uen	 uso de DJS allmentos? 



8.	 C6mo y COD que frecuencia se realiza la supervisi6n de los 
proyec~os de alimentos por trabajo? (Ver ejemplos de su
perviai6n 1 • 

t.	 CuAles son los alimentos mas aprovechados por los benefi
ciarios? 

10.	 Cuales son los alimentos menos aprovechados? 

11.	 Que sugerencias se pueden plantear para mejorar los pro
gram~s de alimentos? 

P.	 Finanzas 

1.	 TieDe suficiente presupuesto para lleva~ a cabo el progra
ma planeado para la region? Cuales son los items que le 
faltan? 

2.	 Llegan a tiempo los fondos para sueldos y viaticos? Oue 
problemas exlsten? 

PR3GONTAS SOBRE OTROS PROGRAMAS (Si hay) 

Tipo de Ptog~ama y cobertura (v~lor 0 volUmen de alimentos) 

Objetivc6
 

Beneficiarios
 

('target sr~up) 



- Miembros actua1es y edades 

- lJWnero 

Cuales son las condiciones de eleglbilidad? 

Cuando 3e forma el programa? 

Por cuanto tiempo estan los miembros? 

Frecueu~ia de reuniones y/o actividades 

Con que frecuencia? 

Descripcian del programa

a) Actividades
 

b) Qui~n 10 hace? c) Apoyo de otros programas 

d) Innovaciones 

., Planes futuros 



- Lidex.lzgo 

a) ~amo es e1~ido 

b) Quien es q. quienes son? 

c) aue formacion tienen? 

-Oso de alimentos 
a) Como los usan? 

b) Adie~tramiento - por quien? con que frecuencia? 

c) Que ~limentos prefieren? 

d) Cuales les'gustan menos?
 

~c6mo s. hace la recep~i6n
 

- Solicitud
 

- Transporte 

- Distribucion 

-Que pasa si no cumplen con el pedido desde la ofici 
na regional? 


