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t PARTI PROJECT IMPACTI-A. GENERA L.NARRATIVESTATEMENT ON PROJECT EFFECTIVENESSASIGIFICANCE & EFFICIENCY. 
This summary narrative should begin with a brief (one or two paragraph) statement of the principal eventssince the last PAR. Following this should come In the history of the projecta concise nrrative statement which evaluates the overall efficiency, effectiveness
and significance of the project from the standpoint of:

(1)oVera:! oerlormance and effectiveness of project Implementation Inachieving stated project targets; 
(2) the contribution to achievement of sector and goal plans;

(3). anticipated results compared to costs, iLe., efficiency Inresource utilization; 

,(4)the'continued relevance, Importance and significance of the project to country development and/or the furtherance of U.Sd' 014c.(Ives.
Include In the above outline, as necessary and appropriate, significant remedial actions undertaken or planned. The narrative canbest be done after the rest.of PART I Is completed. it should Integrate the partial analysesappraisal of the project's Impact. Ini1-8 and I-C Into an overall balanced,The narrative can refer to other sections of the PAR which are pertinent. If the evaluation In theS previous PAR has not significantly changed, or If the project Is too new to have achieved significant results, this PartI should sostatf'~
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Collect -revenu fro 
c stdom
duti s i;+
 
protect the- publ Ic 
 hea l h, 'safety, and'mora+s;(d): promote fore igni policy; moas .(c) ;

(e) promote economic policy,cosrefrinecngad'Irv 

te ato
balance of paymosevents.''xhngan mpo l>~
 

nt isth u ane f P n m a
pr+;
+++h(b)++;++ tect and+l+p+n hi trical y beeno; te-nomesti in us r
ofT. customs function inteItmsad and+ commerce;
Republico

gr at s IIo t c bepus of Itcia ast-.west trade routes. e gaph ic, pos it ion astr ide prinof+ t;++ The economic viability of the Republic has dependedmpr n-tote::+ eauseof s+tna-onPanamaz+hasgeogr
: h tr Icgraesupon the control and use of the flow of merchandise into, out of, 

Iy been+i:+++:+Isthmus.
 and through the..
 

The construction of
largest duty-free zones an Inter-oceanic canal, the establishment ofIn the world, the construction of a one ofthe j1and the completion of the last major airlterminal complex,
link Inthe 
Inter-American lHighway-have-all represented
efforts to capitalize upon the fortunate geographic positionof the, Republic of Panama.The favorable Impact of, each of these. projects
customs or otherwise, Isdependent upon the amount of control, 
.j
 

The 
that the GOP can bring to bear to obtain their maximum
instant customs project of the LSAID 

benefits. 
was initiated in June 1966 with aattaining viewltowardthe general goal of theadministration USAID and the GOP forand fiscal performance In order improving governmentto obtain increased revenue 7'Sdevelopment. nationalImproved customsdise arriving, leaving, control and managementandstored In the Republic w ofd e ifor Ime Increasing the fow ofiportedto beon pmerchanr anational revenues. w de dtb n p abOstSince the beginning of the project, one full-time customs advisor has
.to been assigned
and the U.
 S. Bureau of Customs. Ile has 

the GOP under the ters of a Participant Agency Service Agreement between.the.U.AID
been assisted from time to tIme,
been available, by temporary duty technicians fros the U. S. Bureau of Customs.


as, funds havefj
 

Lr Most of these TDYmr--technicians arrived in FY 1967, when they pef 
 ' h key
 
tudies of customs activities inthe GOP inthe areas of ) the cent'ralization 'of,'
customs functions inPanama City; (b)the Colon Free Zone, and
organization (c) the 'iivv'ralI 
 customs
~ 

Aviable Central Entry Office 
A 

was created In Panama City. Itunc tions of four separate customnhouse 5 were, consol idated int6,a,l)cated office where .Importeirs "
 
9- Pmnents, whether ihey 

can bring all, the documients. to effect -custbmsf~teirsh 
 lea'rnce~
 
5'lmport,,procedures. forr Importers, the Central FneOfc aj

als Im roed cQfjtom-coaover its own olperations. 
' a 

a ~ ~~~~ aa,,a '''' 
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1~41n_.Decme .16 
 anizati~ofn ote~a~ i'h~h organzat, ofa Ute revenue-produtoms'reorga ing~uftn' o~f the'z at 1 lo , therl I I 
ii car~iedoutj unde
 

ig~al~Vglanceljshould~be restrilctedi itl4tlvei veo -Int ll1 iene<and&par o, ac.V++ fi+
. I'S 1 , +++++ 
pJep1y 

etthe0 reorga a on, ,theDepartment f, Viis'Involved in rotncsosatvte:t'te~erm'' 

~jboth, Departmnts. The effect of the 

fte e rac:o

reorganization of rev'' iue atI IaIn t yettbevaluated, but ittional study of 1967. 

does embody the recommendations made Ina
.tectoi'ogna{ 

Success in the third area of study, 
the Colon Free Zone,wcomplete. Apjetwsbgnto control 
has thus, far been-in

he~J v'to s of private firms' In the Zone
bas is aD
, the .... ...... ity study made incooperatfo n..WfhT i
Ameica
Sttes(OECA 
 utlizngthe services_.. _fUSAID ADP Advikoron~agTporaryduty~basis. The invetorcontrol project Isstil.n-'kb nri~i~fai'on,,bu 'eainnifn'_ tgsofImplehepresin 

~~~~~~~~a me1ifn the__ sars ofbe thersn OPd~jf t
IoWevrer, a serious Intention to cryiout.
It isstill too early to evaluate its
qa- pronj c success. 1Ik .yntory,control-to_bring the Free Zone-under-effectlve- customs control. Is

tfrl 'proje~c _swli.I be undertaken t coto commnercial carriers.-s-asb M-ri-acjst2"system, and oranz r nraouetlcnrlo 
 hpett n 


I 
from theZoe
 

Beyond the three areas presented inthe FY 1967 studies, 
success In the customs
 
proj ea ..s ....es s,-notewo Ith atu h..... finhtp-l ementat-i ondfeire
QrganizatIon plan will have' etmp liutibhs V6nisfavor -
s.c d *9Inc ce are lIcluded among sd 

of 
e in Part 1-8. 

The original objectives of the customs project were set forth inaGeneral ProjectsPlan approved by the Mission on November i, 1966.
objectives which encompassed the thee The ~Ian outlined nine principalareas of the FY 1967 studies.
 

Inorder to Improve the effectiveness and relevance 
 of the customs project, arevised General Projects Plan was approved by 
the Mission InJanuary 1968., Inthe
revised plan1, the principal objectives were redefined and consolidated. Inconjunction 'with the Plan, a Customs Improvement Plan was presented to the GOP inorder to obtain

.Its planned program of change.
approval and commitnment to a 


The first Project Implementation Plan for the customns project was prepared 'inJuly 1968. It was completed on rather short notice, however. and Witho~jtran'In-depthappraisal of the condition of the project.

was The January 1968 General Projects Plan .............. ................................................... 

Itwas never possible to obtain acommitment of any kInd , .ro~m the GOP to carry.~ 

adapted to the format of the PIP, and therefore formed the, basiS Of 'the/PI!
 

outtheprncialobjectives of theSImprovement Plan, 'although GnrlProjects Plan, tePP rteCsosccrtain specific projects, suchis the~project, were serfectedby' the GOP er Enyfor special attention. t at~
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-" PAR CONTINUATION SHEET
N-.ThIss I t .obuse Y . S tions for which sufficentspace has not been Provided on_the f 
narratve y I PartandSection e iatlon A!2jDas . 

Th esn o'h ako O commitment reflect gnrl therbes fte
 
smspoi vi r-GOP 

h Of CYsoi--ffused bee 
 that thbe7 7 
has beenn r 
effectIve poInt-of -c-ontact or projecrelated:,cuonceiving or carry out a planned program of change, with 

ter f'or,~ 
UISAID Input.' This po int isfurther dvlpdIn Part I I I 

ith 

The Reorganization of December 1968 was des Igred- e -oneageayQ-Lte-- thDirectorate 1-ee'.'-f-evenues, responsible for the implementation

of cusjn (Fpr v ents 'conceid, armed ' I
the Customs Division - a staff office -of the Dir ctorate. Such an rgani-a


,hcuso&;s
to of functionJL erh aps novel in this het'-it: 
promises good possibilities for the Imlemen ....f ithe reorganization issuccessfully car. s:"f.......
the GOP will have overcomeofe6 its majo'*"-rob-eijj n the customs are-., 

(2) Since November 1967 the attention of top-'level GOP officials has been diverted
from programs of change to the exigencies of the elections,national the 
Inauguration of a new regime, and the military coup d'etat of October 168. 4.' 

This 
Instability has been characterized and aggravated by frequent changesIn the leadership of the organizations which, properly coordinated, carry 
out the customs policy of the GOP. 

The solution to this problem lies with the political stability of the .present military government and its orderly transfer of power to a corre3sponding elected government In the coming years. The achievement of political stability is beyond the scope of the customs project, although decisions
taken therein may very well affect that stability. 

" (3) At'all levels there has been ageneral lack of orientation toward theconcpt of nVaiiuii 'management of customis activities. This has beenexress j
sd asapathy toward striving to attain a goa ii-i e.nvIronmnn 4 '.
thia__isSsosensiOWye to change-rlo~t1 Ice I-fortes---bf-iconomic conditionsbeyond the control of the6 ounterpart-off'clal..-There'rs also some vei.dence of a lack of Interest 
In pursuing goals and objectives set by thepreceding administration or offIceholder. This attitude has further aggravated the lossof 
 tacthanges
 

This-problem-may-not be solved within 
 lifet'ime of the customs 'upject, ~~since It appears to be averycommon attitude that' ts-many agencies

of the GOP 
 The project can make a contribution toward a solutionhoever,by proposing short-range plans in the customs91area whch ae 4:l~ie' ly 4:~44~susceptible of accomplishment.: if such plans.'arexaccepted andacu I

impemetedbythe GOP, their success mayL ncraefurither effots for'planning and implementat ion in the customis area.~ 
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DA teatUUClt 20 iS A tFC-ThisowSf tefobmsAooJ9a64dTheO ot rn d fy(4 thess o jre Vanitostime freesand
narrative byr ing ec e In the re la ive; t n c o 
ord 7ia rend 

de to m utridi e r tll taehes pari clarl ye revenI e taxdasar ue,o 


eh t gi , sufficient tns beenoRevenues++ e , wi attention or pri
quaity of revenue produced.
 
tens measr rst by te D r'tc o a e
 

Fcn tors and decis ions stemmuiing frm ousidethe customs- area are mc mtre et' a en ectingd 9ndctoms eene than simple ofclmprsvnt o tin aclnistra.. 
lio and eforceent. The Increase In custossrtt colections:+hasboeenmtduGeempoRns,rhrodct stitios clsa,tomare nt
96,kyrunningt ostre madcesro to n a from Isti llncrease IyterCsms or12-/2%val ue of ortedof' r c ha dk eo1to In the oF the valuel me ort sincos Chang1s
ino ey
oo 
 ve srates of duty, or decpsionsit reardy toDimtora e 
imptrvms and 
 ions mdemang8 resoutsiothe customs
qeVenue Organizations, but paroemc myethey deeply affect custo revenue llections. 

1964. ~thruenir from. 111/ 
to 121tho
therefore be overshadoed hevl e Irroprt, tiby other FactorsI or may bec irrelhat tot angeI 
of 

u 
increaseing InueOf the GOP, althougpote irchanise sinde

e y
proportionalgoal

In k oUsefulnessoveral may be beyond tdoubt 

Although Inreased GOP revenue Is an tmortant goal the impat adt
 
utility of the custom 
project Ismalso In the economicc yelteROPfor attractin private derivingInvestment an the I la nt co
l benefits another GOPralt heir goaTh a economic therefrom, 


ecnmcbneisteeroaohrImpotant USAWRD] 
 a l Thsga
 
should be given increased attention 
n the planning of thecustoms projectduring the coming years before the termination of the project. 

(5) The ROP has an adult literacy rate of about 80% and considerable opportoniti .aforthe development of human 
resources within the Republic and In
the Canal Zone. 
 Compared withthe potential training available, customs
personnel are undertrained. 
 Lower-level personnel tend to sticktopresent,
accepted ways of doing things, and to rast beneficial changesand Inw'
novaotions. Successful chonge has comne fromof compulsion. the top down, ~Wlth an elemntLower-level personnel have not contributed s 
J,

cently

toward Improvement.
 

From mid-1966 to the present time, 
training was not~sijfficlntly strssein the customs area, partly a fault of the IMmen tng-2 pn n,"
because training objectives wer'e larcking Oeam 
of th ral~fi ~of
sllionr reigning 1n~the .Dlectorate.Genera1 'o ~ anrd' In heniZat i, The .e a izat ion of'5*-a bogta nd 0.r~ai-'_ ,on.impasse, So that trtomgmnscslfuIv pe
~Training oppotunities should be ful 
i aotd:r70d 
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PART~++ SINIICNCI;-+C L P46C
SCALE FOR COLUMN c: 3=VrIprat2=Ipra ;C.d A T 	 L'

+ P,,TORA.T
 
NO. Superb CALE FOR OLpre/OutsttndhIng;h2=mr Adequate/Satisfactory/God.ri MPACTON OAEI' ' 

v- L AOT I-I 
N- )6 ..	 ACHIEVES iOG SS.SECTOR AND PROGRAMI GOALS (LIST ONLY THOSE WHICH THE 	 ., PC-:ON 	 TAGT 

n ASIGNIFICANT EFECTATPROJECTHAS+'. Se on Im c 	 ON.ar .... ota 

I_ 	 _ _ _ _ _ _S TAG E '4 

. .'F To improve the abil ities of the GOP to plan, finance and
 

InicTo assist the GOP Revenue Agency to increase collections by
 
10 - 12% per year throuat impoved customs admnistration 33Auste Ie ib th mproved va uation of merchandise. better 

(0)control 

Project
Goal -Custmcs dinraiion Impoveent
 

(4) 

For goals where column c. Is rated 3 or 2 and column 	d. Is rated 1, explain Inthe space for narrative. The narrative should alsoIndicate the extent to which the potential Impacts rated 3 or 2 In column c. are dependent on factors external to the achievement of
the project targets, i.e., Is there a substantial risk of the anticipated Impact being forestalled by factorsnot-involved Inth acievement of project targets. If possible and relevant, it also would be useful to mention Inthe narrative your reading of any currentIndicators that longer-term purposes, ueyond scheduled project targets, are likely or unlikely to be achieved. Each exolanzitory notemust be Identified by the number of the entry (col. b)to which it pertains.
 

02NARRATIVE FORPART I-C.1 (Continue on form AID 1020-25 1):
1.~ 	 Beyond the impact of the customs~project on the stated sector go6aift will'also jaffect other goals of the USAID and the GOP with respect to the Improvement of the
economic climate of the ROP for attracting private investment and the protection oC 
industrial and comercial enterprises established In th ROP. 

2."heiproJvement. of csosadministration 
asa 	def.~intepoeniaImpacUton he
stated project goal. But such a project does not exist in'0oid.~It hasimpaict

An other areas, as noted inGoal 1. Also, various' factors ex eralto tiie pro JCCt
 
)ffect the sttdpojc ol Thc, principal exterrnaljactor~laffectiht the

amnount of custoins duties cci leeLerl i's the gencral,,1cve I fl pa a Ios, wh Ichi Wturn Is dapendent upon the general econodmic healtiV of~tq Ohr~f'&~. 

the yilare decis ions, made, by GOPW regard to 'the etb frbet of. impor, ut 
andi the~exonaLion duties 	 ~vimrtantdevlpeof 'import to inutrinsWitimpl ications;. 'During an ,vnyi~, teipc fipoe--sosamn 
on~the state'dow
5ptoj ct goal myb~'	 vrhdve hra C.by 	 acto
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'-:~ C 0~PARTA -- Conind 

Aplquestintoscocrt sdpnt n s e n tepriorPAR.For''i each question place r Ye .e hab0rght hand c~dui~F~6h'qi " fo 'N00'oreah nee ex 18 bri~y in the space beli te~baolmn ustion where pnrientrdafe
 

013 'Have there been any significant unusual or unanticipated results not covered so finhis P olW
 

m cendtios ostantial or -ocMae
014.Have ... t oes ha active eAeffectonD/nhaproject-oudp€et€ p t acomi a nt 

loraction or major contriutions t the project by another donor?
 
016 'I the answer to 014 or 015 Isyes, 
 r for any other reason, Is the project nowto modification less necessary, unncessaryoO earli r termination? tit or subject No 
(17 Have any important lessons, positive or negative, emerged which might have broad applicability?! 0215 HaRRve FR PART ys
prbesa in a snthersl ofc advic e I me f eeiyt No0ly!hcli
 

018 Has this project arequirement or research or new technical aids on which AID/W should take the Initiative?
 

019 Do any aspects of the project lend themselves to publicity in nevspapers, magazines, television or films Inthe United State ?
 

0beamedia 
 coverage? (Make sure AIDOehas copies of existing cover
 
021 NARRATIVE FOR PART -C.2 Identify each explanatory note by the number of the entry to which It peitains. (Cotnionue on 
 -torm AID 1020-25 1as necessary):011i As noted in the narrative of Part I-A, the general level of importations and decisionsIinde with regard to Importiquotas and duty exonerations have had a substantial effecton the project accomplishments. 

1A the first paragraph of Narrative Part I-A are 
listed five prncipal objectives of'
cutomr s control. 
 The relative importanc of each of the objectives varies accordingto the particular historical, political, and developmental circumstances inwhichcountry finds itself. 
 The ROP, in common 
0th many developing countries, has placedemphasis of the revenue-producing objective of
wealth originated outside the country. 
customs control because most taxable.
Customs control has been an effective meansr
of tapping this wealth as 
itentered the country. The ROP has now reached the pointwhere Its internal taxable wealth (i.e., the possession, Income, transfer, production, Vaind consumption of wealth) issufficiently large to form the base for more than 75%of the GOP's ordinary Income. 

On the other hand, the generation of Internal wealth has customsmade controlingly relevant to other objectives. There Is now a domestic 
increas

Industry and castyrerce~tprotect and promote. And there, is a sufficient flow of money and merchandise Into'and~out of the Isthmius to warrant Increased attention to the customs controls, that wildbring the maximum benefits of this flow to the governmenit and people fthe R0P.*
 
*At 
this point In the economic development of the ROP, the protmotion of the n'rational
econoimic policy and the protection of domestic commerce areequal ly 'Important as r*~4oJectives of customs control as 
the production,of reveu to operate ~tli&GgP. The,multipie-'objective nature of customs control should'therefore, be'emphasized' In theVimplementation of the customs project. 


' . 
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II1AW ISTATUS(FCHOJE 

V& 

.__j ACTIONN 

0. ODL'AYS; REMEDOIAL STEPS ~O 
_______________________ ~CHE 

'Cl4 Fy and 'reali 9f functions and re latot Ps in 
tfo Crkti re customjs organiztion j i 

.. takt. sub6'tk'ieislative action forz 
reorgaiztlin until emb,,16'x 

E C 0L.UM 

AiAo 

ULE~.CHEDUL!j'SH 

>r 

:mprove physicalI and documentary control of 

A.IV iIs not properly a customs function and 
iihouid be transferred under the new legislation 

3, Orqaoiize new fraud investigation and anti-smuggling 

A 

lipo~procedures for centry of vessels, vehicles, 
zind aircraft 
5ev Re'wedial Action Point 2. 

'p~~inspection, exantir~atioi, 
.irot appraisement of merchandiso 

classification, 

~ 

7 

tlcvlse and put into effect systeni employing automatic 
1 'a processing for curstonms transactionsX 
iXnction of Customs Division must be clarified and 

pr,-iiJ1Ined under new legislation 

Upgjrade customs facilities 

I 

prepare for eventual entry of Panama into Central 
American Commnon Market 
kbci% of interest by GOP, in Integra tIon. N~o 
hrxm~diate action to be taken, 

Itbls system.of written~ regula tions, letters of. 

x 
7 

ly5smi) must await the completion of the 
t~rqn~zalonof customs under the new leqi ,Iation 

N 04 

. 3 C .... Y4jI d~ 
1
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PROJECT NUMBER
.CLA.SI ~I: J 525-11-720-048 (Customs) 

PART II - Continued
 
II-A.2 - OVERALL'TIMELINESS
 

In general, project implementation is (place an "X" 

023 

in one block): 
_a) On schedule 

(b)Ahead of schedtv ..
BLOCK (c): If marked, place an "X" in .(c) Behind schedula 
any of the blocks one thru eight that (1) AID/W Program Approvalaply. This is limited to key aspects of (2) Implementing Agency (Contractor/ParticIpatIng Agency/Voluntary Agency)implementation, e.g., timely delivery of ( Technicians
 
commodities, return of participants to
 
acume their project responsibilities, (4) Participants (-o,-FF

cooperating couwry funding, arrival 
 of (5Commoditles (non-FFF 

.......

cihnicians. (6) Cooperating Country 

(7) Commodities (FFF) 	 ..... .. . 
(8) Other (specify):

Il-B - RESOURCE INPUTS

Tihis section appraises the effectiveness of U.S. resource inputs. 
 There follow illustrative lists of factors, grouped .under lnplem,,ntn..Agency, Participant Training and Commodities, that might influence the effectivenessthe flocks 	 of each of these types of nroject resovrces.after only those factors which significantly affect project accomplishments, write the letter P if effect is positive no at-.factory ,; the letter N if effect is negative or less than satisfactory. 

1. FACTORS-IMPLEMENTING AGENCY (Coitract/Pai tic ipating Agency/Voluntary Agency)

024 IF NO !MPLEMENTING AGENCY IN THIS 
 032 Quality, comprehensiveness and candoref reuired ..'F)jEc-I PLACE AN 	 eport - J 
025 	

-X- IN THIS BLOCK: 033 Promptness of required reportsAdequacy of technical know ledge02nesa n of rojct urpse 	 7 -03-4 dh rence towork sch e. . .03 Adherence.towork.scheduld_ul . . . . 
026 Understanding of project purposes 035 
 Working relations with Americans
 
027 Project planiing and management028 Ability to adapt iechnical knowledge to local situation 

. 036 Working relations with cooperating country nationalsV 037 Adaptation tc local working and living environ-me.t029 1'fer'tive use cf participant traininelement 	 P 
33, ... i . l mn and ut Ili e 	

_ 038 Home office backstoppini and substantive interest r'Io ta: staff ................. i....du i -ia 	 03
 
039 Timely recruitin of qualified technicians


U3 " .adinmi,;ttis and other reuirenents P 040Other (describe): I 
.... .2. FACTORS-PARTICIPANT0.4'' 	 TRAINING"Ail I ViIPANT ELEMENT IN PROJE(-T. TRAINING UTIL:ZATION AND FOLI.OW UP ... AN X" IN THIS BLOCK: 052 Appropriateness of original selection 

(.p,? ,l r '- 053 Relevance of training for present project purposes 

043! Availabrlity ot host country funding - 054 Appropriateness of post-Iraining placement 

.o cdures)-05M41 llost country operational considerations (e.g, selection Utltoft.In055 Utility of triing r adesochnsinpoct 'of changes in project.ardle.s 

045 tichInIcal/professional qualifications 
 - 056 Ability to get meritorious 
 ideis accepted by supervisors 

04 6 t'chnial ientationiJ ty 'f c ta. 057 Adequacy uf performance 

(17 Quality of peneral orientation , 058 Continuance on proect 

04 Participants' collaboration in planning content of program " 059 Availability of necessary facilities and equipment 
049 Collaboration by Participants' supervisors in planning 060 Mission or contractor follow-up activitytra ining__" 


0 M s n o r wv
 

050 Participants' availability for training 061 Other (describe): 

051 Other (describe): 

UNCLASSI FIED 
r'flIZ1r 9.6a 
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PART 11- - Continued 
3. FACTORS-COMWODITIES
 

PLACE AN "X* 002 004 NO
003 	 072 Control measures against damage and deteriorationIN APPROPRIATE FFF NON-FFF COMMODITY 
BLOC K: F I ELEMENT in shipment.


065 Timeliness of AID/* program approval (i.e., PI0/C, 0 lat o
 
Transfer Authorization). 	 073 Control measures against deterioration Instorage. 

066 	 Quality of commodities, adherence to specifications,
 
marking. 074 Readiness and availability of facilities.
 

067 	 Timeliness in procurement or reconditioning. 075 Appropriateness of use of commodities. 

068 	 Timeliness of shipment to port of entry. 076 	 Maintenance and spares support. 

069 	 Adequacy of port and inland storage facilities. 077 Adequacy of property records, accounting and controls. 
1; iV - , .
078 	 I h1i iesr' " , P ,' v . . ~~ = e -] 

070 	 Timeliness of shipment from port to site. I 	 %0erefi ts derived therefrom. 

071 	 Control measures against loss and theft. 

Indicate in aconcise narrative statement (under the heading a. Overall Implementation Performance, below) your summary appraisal of the
 
status of project implementation, covering both significant achievements and problem areas. 
 This should include any comments about teadequary of provision of direct hire technicians as well as an overall appraisal of the comments provided under the three headings (b, r

d)which follow. 
 For projects which include a dollar input for generation of local currency to meet loca! cost requirements, indicate th. 

F
 

status of that input (see Detailed Instructions).
 
Discuss separately (under separate headings b, c & d) the status of Implementing Agen.y Actions, Participants and Commodities. Where
above listed factors are causing significant problems (marked N), describe briefly in the appropriate narrative section: (1)the 
cause
 
,indsource of the problem, (2) the consequences of not correcting it, and (3)what corrective action has been taken, called for, 
orplnin.,:
 
ny the Mission. luentify each factor discussed by its number.
 
079 NARRATIVE FOR PART II-B:(After narrative section a. Overall Implementation Performance, below, follow, on form AID 102O-25
 

needed, with the following narrative section headings: 
 b. Implementirg Agency, c. Participants, d. Commodities. List allniurmiv,
:thoi hvad:ngs in order. For any headings whrich are not applicable, mark them as such and follow imediately below with the n', !f
 

mHtive section heading.)
 
a. Overall Implementation Performance. 

Siqnificant achievements have been inade in this sub-project in carrying out recon
mer:rXd changes in the areas of reorqaniz.tion, centralization of entry documentation,

and the Colon Free Zone, in spite of the factors to be discussed in Part Ill. The
 
problem areas of GOP Customs were 
Identified and studied, and recommendations mac l
 
.. 19)7. Said recommendations were .uly carried out in large part 
in FY U9-3 "n
l-.
 
Tc fact that these projects were methodically thought out and implemented indicate_
 
a satisfactory overall implementation performance during the period of this report.
 

The principal problem area regarding implementation performance is reflected tc,

smine extent in all 
three areas described hereafter, but principally in the area of
 
"limplementing agency". 
The problem is one of reconciling the amount of time and cfcrt
 
exerted toward planning and implementing projects with that needed to coordinate proj-cts

and report activities to the USAID. Certainly, this problem affects one advisor working

,a1)o1n on a project, spending an estimated 3:-t-:YS o, His time in coordinating his act ',i-, 
ties with the Mission. 

There is no doubt that such coordination has been desira'le and necessary siince
 
tue advisor has been working within the matrix of Mission goals and objectives. The

acvisor as a project manager acquired a comprehensive view of the role of the project*

#i the context of national goals of the GOP.
 

UNCLASSIFIED
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..... " t~r'ieS toifmiwhlch'W 6 i66benpo 
 do t fo6 .d tyeanarrativebyitsPar ad e on Des.i-. 

~L 
~coimoditis and soforthK.~ 

'rco esr can~ 	 n9 as soc Iateli~of agen t~of 
 coordiatI 
 o
 

viere atoetm raohrngetd h comprehensive~view 'of theidifficulth 	 cordnatorwas
r i the dtaIl-view of implementer.
 

Th 
 increment of an additional full-time customs advisor would gr
this' problem of dual r~oles. 

of his effort I 

:The second advisor couldspenda much higher~percentagew~
nLthe role of implementer, leaving more~timeA6toh senior advisor 4for
coordination with the MISSion. 
 Better results would be'achieved from the customs subproject, which would be more completely reported to the Mission. r 
If an additional 
full-time advisor cannot be obtained,,TOY advisors can be used
for the same purpose, concentrating all their implementing time cwia6 single project
during the period of the TOY. If no additional advisors can be recruited, thedual
 

role 
conflict will remain a problem, significant attimes when both roles demand full
attention and quiescence at other times. 
 The fact that the customs:,sulb-project has
been able to achieve beneficial result sneJe196dspt'hitlgfactors
in the cooperating country, may Indicate that the dual-role conflictsa secondary
colmideration. 
Nevertheless, the overall implementation performance has suffered
 
because of it.
 

h. -tm~lementingAency..
 
027- There has been a problem inestablishing well-defined 
 als and carryin


through the projects necessary to attain them. 
 The dual-role conflict
has contributed significantly to the problem, but an even 
larger problem.

has been the difficulty of getting appropriate GOP officials to contribute
 to the conception of goals toward which projects,can be'planned for' 
 le
 
mentat ion.
 

029 
-No 
 participant has yet been sent under the customs sub-project from Panama
to the U.S. or third country for training. The first suchtpartlclpant Is~
 
scheduled to leave In January 1969, and others are e 
 d follow
I 	 during FY 1969. The combined factors of budget cutsand-freezes 'at crucialtimes; the dual-role problem Inschedul ing and carrying-out the de'tails ofparticipant selection, orientation, and departure; and personal polm 

4' 
of the participants have militated against the initiatipnof suchtraini
 
although numerous efforts have been made. 
 Teaqi~io feprec:
inthe details of participant....
 
inthis area. So would the satisfactory resolution of 'the dual-role-
conflict.
 

039 -Three TOY technicianswere recruited In F 97 Two roblem~wrjins7i 

wtotexpense to USAID/Parnarn under the' training PASA of the U'.S B rea
 

I. 
 x 



AIDO 1020-2 1 (7-68) 
5CCURITY CLAIIIFlCATION 

PRtOJECT NUMBERUNCLASSIFIED 
 525-11-720-048 (Customs)
 
PAR CONTINUAIo'IN SHEETThis sheet Is to be used forany Narrative Sections for which sufficient space has not been provided on the form. Identify each
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of Customs. 
The third technician completed his assignment to Panama in
just one week. Two other customs technicians conducted a training course
for investigators inMarch 1967 funded by the Foreign Tax Assistance Staff
of the U.S. Internal Revenue Service. 
 The Mission therefore received a
considerable amount of TOY customs technical assistance during FY 1967
 at little cost to its own budget.
 

Since FY 1967 other agencies have not been able to pay for the recruitment
of such technicians. 
At the same time the Mission has not been able to
take up the slack. 
Budget freezes and cuts have affected the recruitment
of technicians more than any other sector of the customs program. 
An additional factor has been the difficulty of planning and scheduling their
recruitment, a direct expression of the dual-role conflict.
 

c. Participant training.
 

051 
- Because of the problems mentioned in 029, there has not 
yet been sufficient
 
experience with participant training to make a worthwhile evaluation..
 

d. Commodities.
 

067 - All commodities procured for use 
In the customs sub-project have consist,,d
of U.S. Government excess property obtained without PIO/C from military
warehouses 
in the Canal Zone. Because of its nature, the quality varied
From unserviceabe to good. 
 The GOP Ministry of Treasury and Finance
established some capability for repairing damaged articles and controliing
the use and disposition of commodities contributed by the USAID. 
But a
great deal of time was needed to screen out unserviceable and useless
items. 
 foWt 
this problem, GOP personnel are used to the
 
maximum extent.
 

068 - Due co 
the nature of excess property, procurement cannot be planned 
in
advance. 
When advice is received of the availability of a needed item,
it 
must be procured immediately in competition with other USAID projects
 
on a first-come-first-served basis.
 

078 - Although excess property is contributed free of charge to the USAID and
the GOP its random quality and the amount of time needed to travel 
to the
warehouse, view and screen the merchandise, place the order, and pick up
the shipment detract from the benefits derived from the commodities. The
m ximum use of GOP personnel to perform these duties, under 
the monitoring
of the advisor, would improve implementation performance in the commodities
 
area.
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PART Ill - ROLE OF THE COOPERATIKO COUNTRY
 
The followin' list of illustrative Items are to be considered by the evaluator. 
 in the block after only those items which sionificantly
affect project effectiveness, write the letter P if the effect of the item is positive or satisfactory, or the letter N if the effect of the
 
item Isnegative or less than satisfactory.
 

SPECIFIC OPERATIONAL FACTORS: 
 N
 
080 Coordination and cooperation within and between ministries.
 
081 Coordination and cooperation of LDC gov't. with public and private institutions and private enterprise.
 
082 Availability of reliable data for project planning, control and evaluation.
 
083 Conpetence and/or continuity in executive leadership of project.
 
084 Host country project funding. P
 
085 Legislative changes relevant to project purposes.
 
086 Existence and adequacy of aproject-related LDC organization. 
 N
 
087 Resolution of procedural and bureaucratic problems.
 
088 Availability of LDC physical resource 
 inputs and/or supporting services and facilities. 
089 Maintenance of facilities and equipment. 
090 Resolution of tribal, class or caste problems.
091 Receptivity to change and innovation. -41 
092 Political conditions specific to project. 
093 Capacity to transform ideas into actions, i.e., ability to implement project plans. 
094 Intent and/or capacity to sustain and expand the impact of the project after U.S. Inputs are terminated. 
095 Extent of LDC efforts to widen the dissemination of project benefits and services. 
096 Utilization of trained manpower (e.g., participants, counterpart technicians) in project operations. 
097 Enforcement of relevant procedures (e.g., newly established tax collection and audit system).

098 Other:
 
HOST COUNTRY COUNTERPART TECHNICIAN FACTORS: 
 P
 
099 Level of technical education and/or technical experience. 
100 Planning and management skills. 
101 Amount of technician man years available. 
102 Continuity of staff. P
 
103 Willingness tn work in rural areas. 

-__.... P
104 Pay and allowances. 

10. Other: 

In the space below for narrative provide a succinct discussion and overall appraisal of the quality of country performance related tothis project, particularly over the past year. Consider important trends and prospects. See Detailed Instructions for an illustrative
 
list of considerations to be covered.
 
Fo only those items marked N include brief statements covering the nature of the problem, its impact on the achievement of projecttargets (i.e., its importance) and the nature and cost of corrective action taken or planned. Identify each explanatory note.
 
106 NARRATIVE FOR PART III(Continue on form AID 1020-25 I):
 

Cooperating country performance since the beginning of this project has been substandard.

The achievements described In Part 1i-B were carried out in spite of mediocre country

performance only because isolated high and middle-level personnel took a personal

interest in individual projects. There has not been any sistematic progrvm for change.
 

The faulty prformance of the GOP can be attributed to three principal intertwined
 
and int,:rrulated factors:
 

1. Faulty organization.--The reorganization plan of December 19$5 
 is aimed at reducin
 
or- eliminating the signlficance, of this factor, which has 
in the past been

central to the failure of the GOP to 
induce needed changes.
 

Responsibility for the customs function was unclearly divided between three orgari,'

zations of the GOP--ihe Directorate General of Revenues, the Department of Customs,

and the Department of Fiscal Vigilance.
 

UNCLASS IFlED
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The Director General of Revenues, held control 
of all resources--men,
and equipment-for money,
revenue policy implementation, which included customs policy.
The Customs Department was 
limited to the determination, assessment, and collection of 
import duties 
and export taxes. 
 It did not have control over an
portant element of duty assessment--the imimported merchandise which is the base
for the taxes. 
 On the other hand, the Customs Department had a field organization, albeit never clearly defined, over which had no real control
D,;rector General of Revenues had control of 

because the
 
Cuntorn Director's ability to 

resources for implementation.

Improve things was 

The
 
limited to his ability to 
influence the DGR.
 

The Department of Fiscal 
Vigilance was 
originally conceived to/the investigative
and intelligence organization of the Directorate General 
of Revenues.
a misunderstanding of Its principal objective, compounded by misguided leader-

Through
 

ship, 
the Department absorbed a vast amount of the responsibility normally as-
StLmed by the customs organization, that concerned with the flow of articles,
wares, 
and merchandise 
Into and out of the ROP. 
 Illustrative of this misunderstanding is the fact that 200 of the 300 employees of Fiscal Vigilance are engaged in such merchandise control work. 
On 
the other hand, the total payroll
of the Customs Department has averaged about 90.
pcrforrming normal Two-thirds of the employees
customs functions were not located In the Department ofCus ton.. 

The picture that emerged, therefore, was
Revenues with control over, but 
that of (1) a Directorate General
 

an not much interest in, customs
emasculated Customs Department improvements, (2)sandwiched between the Directorate General
of Revenues and the Department of Fiscal Vigilance, with little influence on
policy implementation, and (3) 
an 
aggressive Department of Fiscal Vigilance
which, having grown beyond its originally-conceived limits, recognized no
bounds other than the resistance thrown up by other entities.
 
Under the circumstances, with responsibility

ha; been so undefined and diffused, there
little opportunity for the conception and nurturing of a systematic
plan for change. Efforts of this 
type presented by outside organizations, 
including the USAID, hve had the difficulty of determining with whom, if anyone,
such efforts could be coordinated.
 

The Reorganization of December
tlnnt arid coordination 

19"6 places the responsibility for such developsquarely on the Directorthc Custoi Division General of Ingressos,responsible and makesto him.arid evaluation for the technical conception,of progranimp.d supervision,changes. Fiscalstric¢ted Vigilance has been clearlyto. its original investinative and re
intlligence role.
treorhc 1ali .t ioca i 1 The success ofroviu,. a ,ourtd lasa.;nects o :,st',l endeavor, anc 

-,orfurther improvement of all*.iill indicate t:e attitude of the GOP toward 
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I..ackofals dd comniitment to chane in the customs area.--This factor 
Is related to faulty organization, since no one had a deinite area of responsibility
for setting goals and working toward their implementation.
 

The Director General of Ingresos, in addition, was
zation whose success and is the head of an organiis measured by the amount of money it succeeds
for the GOP. in collecting
He has many choices 
to make regarding the areas
coicentrate the effort and impact of the resources 
in which he should
 

overall at his command. Since the
goal 
of the ROP and most developing countries 
is to develop internal resources and to reduce dependence on external 
resources, the 
importance of 
importations from abroad and the duties and taxes collected thereon have a long-term
prognosis of decline.
 

The i.pact of an increasing base for 
internal 
taxes and a relatively decreasing
base for customs collection on 
the DGR's goal of increased revenues
wii! tend to deemphasize customs is that he
Improvements, unless there is an outside influen ;e strong enough to promote such changes. 

Su.Jh an influence has thus far been lacking inside the DGR, in the Departmentsof Customs and Fiscal Vigilance. 
Outside influence has
sota,se from not yet elicited a rethe DGR in terms of a planned program for change.-aticity was due During 1968 thisin part 
to the expected change in political administration
ar, ' L,-:.,)rption in the electoral campaign. 

3eyond the increased attention of the DGR in internal 
taxes, the concept of
goal-setting and purposeful change, has failed to arouse the attention andcognition that it reshould have. While lack of Interesth'.crical in goals undoubtedly hasroots, 
its present manifestation is a certain poverty of human
caprtal--the 
 lack of vision of better possibilities.
 
.... euj-cre human resources.--As long as the problem of

urtresolved, the problem of improving the human capital 
faulty organization remained 

difficult in the customsto attack. There was area was
insufficient knowledge of the post-organizational
scuting to provide the 
training with objectives.
 

The USAID assisted in 
a training course for investigators in 1967, which was
case in point. aBecause of the organizational problem, most of the 
investigators
trained were not utilized as investigators because Fiscal Vigilance had no
or willingness

ri, ity. 

to absorb them In that capacity.i. o!nsv:; inspector, and some Most became, inwere later transferred to other organizations. 

agency performance was faulty, as noted in Part l1-B,.p:iticipant training in not proin Lhose fcw areas in w.hin it would have been useful 

'. t io)n xpcctcd to be p ;ouuced ,.; t ,,,r .ri ;:t: icre sLc ul dS,.)unc basis providefor increascd attention huianp-,ricipant training arid 
to ii)'( cv:iW, resourc-:;. Therefore,local training course-,;, including Canalcourses, should Zone-assistedbe a principal 1'-ature of the Improvement plan for Calendar 

Years 196.9 ,cnd 1'70. 
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080 - The narrative portion describes 
the 
lack of coordination within the DGR.
Also, there has been a 
lack of outside Influence on the DGR
agencies having an from those
Interest 
in its customs program--the Tariff Commission,
the Planning Office, the Office of Price Regulation and Control, among
others--to see that non-revenue-producing 
aspects of GOP policy are 
carried
 
out.
 

082 
- Little data has been requested or developed regarding the volume and nature
of customs transactions, importations, and duty collections.
statistics are developed only by 
Host customs


the Comptroller General's Office, and are
not always pertinent to customs needs. 
 This Is a reflection of
pacity or indifference to project planning on 
the inca

the part of the GOP 
in the
customs area.
 

083 
- The Director General of Revenues has 
generally been 
a competent executive.
Other key personnel have been of mediocre or undependable quality.
customs area, In the
this has been indicative of the real 
level
Continuity of GOP interest.,
in all positions suffered during Calendar Year 
1968.
 
086 - The three-way split 
in the customs 
function militated against theof any single project-related counterpart organization 

Jdequa(
 
in the customs nre.. 

07 - This was partly a bad 
fruit of faulty organization. Wheneverhave been such prohli-.',.faced and resolved, 
it has been mostly due 
to the personal intervent ion 
of the DGR.
 

091 - The attitude at the Departmental 
level has been that of
to change and passive indifferencr
innovation. 
 Little initiative toward 
improvement has 
co m,from that level.
 

092 - Although the 
Director General of Revenues 
is nominally and 
legally sunerior
to the Director of 
Fiscal Vigilance, all 
DFV's since
intimate informal 1964 have had an
channel of communication with persons superior
hierarchy to the DGR, in
for instance the Minister of Finance or the Prcsidcr.This has enabled Fiscal Vigilance to grow beyond
made it difficult its real bounds and hasto control even for 
 own ImPtovement.
its This problem
still exists since the reorganization. 
 The manner
is treated at the highest levels of the GOP will 
In which this problem
 

indicate 
its real attitude toward the reorganization of the 
GOP, and 
therefore toward decisionsnecessary for econLaic development. 

093 
- When ideas have been 
generated and accepted, they have sometimes been
killed or 
altered beyond recognition 
In their i;-.plejrentation.has more often been Successa matter of higher-level 
Interest 
in a given project.
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094 -
At this point in time, there is little doubt that the customs project
would be abandoned if U.S. Inputs 
were terminated Immediately. 
 The diffusion of the customs function and the lack of a project-related counterpart have left the USAID as the chief promoter of unified customs policy
Implementation in the ROP. 
The December 1968 reorganization is expected
to make the Customs Division of the Directorate General of Revenues the
focal point for customs policy implementation.
 
096 -
There has not yet been any experience with participants. 
The GOP has in
the past had an organizational incapacity to absorb trained personnel 
in
the customs area.
 

100 -
These skills have been lacking below the level of the DGR, and should be
emphasized during the remainder of the project.
Employee Development Program of the Panama Canal 
The resources of the
 
Company may be very
helpful in the orientation toward improved management.
 

101 -
The Customs Department has been chronically short-staffed, even as
DFV has been overstaffed. the
Potentially capable supervisors have been
retained in technical jobs due to the scarcity of trained and trainable
technicians to replace them. 
 The ROP is relatively rich
resources Ineducational
for basic technical skills, with an adult 
literacy rate of b0%
and considerable sophistication 
In industry and comrerce. But
the reasons outlined in Part for all
III, not enough trained technicians have been
brought into the customs area.
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PART IV - PROGRAMMING IMPLICATIONS 

IV.A - EFFECT ON PURPOSE AND DESIGN 

Indicate in a brief narrative whether the Mission experience to date with this project and/or changing country circumstances call for 
some adjustment inproject purposes of desiln, and why, and the approximate cost implications. Cover any of the following considerations or 
others that may be relevant. (See Detailed Instructions for additional Illustrative considerations.) Relevant experience or country situations 
that were described earlier can simply be referenced. The spelling out of specific changes should be left to the appropriate programming doc
uments, but a brief indication of the type of chaige contemplated should be given here to clarify the need for change. 
For example, changes might be indicated If they would: 

1. better achieve progiam/project purposes; 
2. address more critical or higher priority purposes within a goal plan; 
3. produce desired results at less cost; 
4. give more assurance of lasting institutional development upon U.S. withdrawal. 

107 NARRATIVE FOR PART IV-A (Continue on form AID 1020-25 I): 

1. 	Both the Mission and the GOP have recognized the importance of customs as a revenue
 
producer, as attested by the goal statements of the Mission and the interest of the
 
Directorate General of Revenues in requesting customs advisor assistance. The
 
adoption of needed improvements will sustain the revenue importance of customs for
 
maniy years. Increasing efficiency in the customs area will compensate for a
 
declining base of customs duties.
 

Nevertheless, the customs project should be related to another national goal of
 
the GOP--providing an improved economic climate In the ROP for domestic and private
 
investment, thereby increasing the amount of aggregate wealth on which 
internal
 
taxes can be levied.
 

To this end, a project should be directed toward strengthening the voice and in
fluence of entities having an interest in the non-revenue-producing aspects of
 
cutonis policy and administration. Such entities include the Presidency, the
 
Tariff Comission, the Department of Financial Affairs, the Office of Price Regu
lation and Control, the Colon Free Zone, and the Planning Office. One of the aims
 
of the project should be to develop objective methods of evaluating the success
 

of the customs organization in carrying out overall economnic policy determined by
 
the 	sare entities. 
 (continued)
 

tr1-tT
_5 TtE roject Appraisal Report made 

IV-B - PROPOSED AC I ION 

108 r-is r,r0o' sl-,,,,Id(Placebe or,"X" or opprolwiate block(s)): 

I. C inti,eI is presen-tIy scheduled in PIP. 
2. C r~ueJ .ith rrinor ch _gsin tle PIP, mode at Mission level (not requiring surnission of on ar,,widpd PIP to AID .. 

3. nti l with si7 nifir...... nt changes in the PIP (but not ,ufrician, to requir, a r. vised PROP). A fornlliy revsed PIP -,11 .o. ... 
4. Extended beyond itspresen schedule to (Date)w Mo. Day Yr. Explain in na,rtive, PROP will 1oll.-
S. Subsahtively revised. PROP will follow. 

6. E,,litd indepth todetermine its effectivene ss, Future scope, and dLiotio. 
7. D isc.ontinuedc earlier -thai _present-ly scheduled. Date roc Iomimended for termination- Mo. - Doy - Yr.

8. C"' -r. Explainin narrative. 

1091 NAR1ATVE fOR PART IV-B: 
on the customs project. Further

mnrre, the.re was no Project Implementation Plan until the hastily-prepared effort of 
Jr;c l'-, which embodied mostly the existinq projects as enunciated in the original 

, Projects Plan. 

ieal accorpl ihrnt:nts have be,,n made in the Lustonis project, but at this point in 
t, if. of thc project, it is ad,'i,,,ible that a sub' tiiritiflly revised Project Paper 
ai! Pr-)jecL Implementation Plan be pr'epared which will: 

(continued)
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PART IV-A (Continued)
 

2. 
The current customs project Is not prepared to deal with several major changes

which will either be carried out, or whose basic planning will be completed,

bcfor the termination of the customs project In FY 1972:
 

Tocument Airport Terminal Complex.--A feasibility study will soon be made regard
in, the design and construction of air passenger and cargo facilities to preserve

Pan'?,ia's importance as a north-south and east-west hub of air conmmerce. 
 The com
pi-"¢ is expected to contain an extension of the Colon Free Zone, a fly-in Indus
trial park, and other modern airport facilities. The customs project should take

iito consideration customs needs and physical requirements, changes in Import

p.rordures, Increases in personnel, and other factors so that requisite changes

(.a, be made at the proper time in the development of the complex.
 

Re.:-ision of Panama Canal Treaty.--At this time it cannot be predicted when nego-

Liiations will be resumed for a new Panama Canal 
Treaty between the U.S. and the 
(OP;. However, basic plans should be formulated, and revised as additional infor
r,.,-t oq becomes available, for increased participation by the GOP in various areas 
to;i,-;ed upon in the treaty drafts of 1967. 
 The principal areas of customs interest

lie 
in the operation of port facilities and the addition of new territory to the
 
C.,icon Free Zone in the Coco Solo area.
 

1.11v
basic plans will be formulated within the guidelines of USAID and Embassy

policy with respect to the Canal before submission to the GOP.
 

l'n:r-.American Highway.--Although this project is not 
scheduled for completion

t:itil much later than 1972, 
It should be an objective of the customs project 
to
 
develop viable systems for the in-bond transit of highway cargoes and the rapid

cus:oms clearance of passengers and cargo at highway border crossings. The suac
cessftul development of systems at 
this time will make their adaptation to the
 
hnter-American Highway system much simpler.
 

3. 
Little attention has been given to the modification of existing customs tariffs

bince 1957. 
 In a recent report, Tax Policies for the Economic Development of
 
Pannama, 
by Dr. Milton C. Taulor of Michigan State University, a comprehensive
 
study of the GOP tariff structure was proposed, such study to be made by an
 
impartial international organization.
 

The economic effect of tariff reform is closely associated with the effects of

import quotas, duty exemptions, industrial incentives and other non-tariff devices
 
Involved in economic policy. 
 If the GOP develops and demonstrates interest in
 
the subject of tariff reform, it is strongly recommended that the USAID promote

the study recommeroded by Dr. Taylor, expanded to Include non-tariff considerations
 
in import policy.
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The 	current customs project 
is limited to customs administration, whereas the
 
reconinended study deals with economic and import policy. 
 The customs project

should continue to be limited to administrative aspects. However, increased

attention should be directed toward providing a suitable foundation for the
 
study in the following respects:
 

(a) 	Identify and solve administrative problems in non-tariff areas within the
 
existing legal framework.
 

(b) 	identify administrative problems created by the existing law for presenta
tion 
to the USAID and the person(s) who make the import policy studyt
 

(c) 	hftiprove the statistical capability of the Directorate General of Revenues,

the Tariff Comnission, and other appropriate entities to provide accurate

information regarding the implementation and administration of import policy.
 

PART 	IV-B IContinued)
 

1. Reflect changes 
in the purpose and design of the project.
 

2. Emphasize the development of human resources.
 

3. Reflect a complete plan through FY 1972.
 

4I. Have flexibility for the hope-for 
increased input of the implementing
 
agency in terms of additional advisory manpower.
 

Past 	project evaluation has been difficult because the 
individual projects were

defined in a manner that was difficult to quantify. Doubtless not all projects can

be quantified, but an 
Increased effort will be made on the forthcoming PIP to redefine
 
projects in a quantifiable manner for easier and more objective evaluation.
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SPECIAL CONSIDERATIONS REGARDING TREASURY PASA PARIS
 

The 	AID airgram regarding Treasury PASA projects outlined several areas of 
interest
to be included in the Program Evaluation by the Mission. 
These points have mostly
been ctvvered in the attached PAR, but within the context of the PAR. 
Specific replies

to each of these considerations 
are set forth hereafter:
 

I. 	AtLitude of host country officials:
 

a. 	Higher-level officials have accepted advice explicitly and implicitly

Isolated projects. in
 

Lower-level officials, those at the Departmental level

and below, have generally not accepted advice until 
it came down as dictum
 
from above,
 

b. 
The 	functional elements of customs administration are recognized in the
Customs Department and the Directorate General of Revenues. 
 Fiscal Vigilance
has not recogniZed the distinction between the investigative and the routine

operational "permissive" type of activity 
in either customs or tax adminis-
tration.
 

2. 	Revenue increases:
 

a. 	Revenue has increased 
in real terms, as noted in the attached chart, each
 
year since 1965, except for 1968. Inflation is tied to that of the exporting

country, 
in the case of the ROP, mostly the U. S.
 

b. 	Note attached Chart No. I
 

c. 	Nunber of increases in 
customs collections have been roughly a mathematical
function of the value of imported merchandise. 
 There have been no changes

in efficiency of administration, tariff rates, general policy, or other
factors of a magnitude to divert customs collections from their direct
 
relation to importations.
 

3. 	Coilection efficiency:
 

a. 	The annual 
unit cost of collection has decreased. 
The value of Importations

end therefore customs collections has continued to rise, while th~e payroll
of the Customs Department has remained the same. 
 However, this ratio may be
illusory because many customs functions 
are 	performed by the Department of
Fiscal Vigilance, whose cost accounting has thus 
far 	defied analysis.
 

b. 	Yes, to the extent indicated in (a.). 
 The same number of employees has
 
simply had to handle more transactions.
 

c. 	Yes, as noted in (a.).
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4. Equitable application of revenue laws:
 

a. The problem is that 
it has not changed in such a way as to give increased
 
attention to the customs area.
 

b. 
All duties must be paid before the merchandise is released to the importer.
This system was 
in effect before the customs project was begun. There in no
problem of current payment of duties.
 

c. Not enough; 
an audit unit was created and has been active in the Customs
Department. 
 But little progress has been made in making Fiscal Vigilance

a better agent of either integrity programs or law enforcement.
 

d. No significant progress for the 
reason outlined In (c.). 
 The GOP did not
show any ability to channel Fiscal Vigilance effort into meaningful law
enforcement work until 
the recent reorganization of December 1968.
 

5. Public Support: 

a. Changes 
in the customs area have been duly publicized when they have 
involved
information on a need-to-know basis to the community--the opening and addr(s5
of a new office, for instance. 
 But there has been no public relations
campaign to 
improve the public image of customs. The USIS has assi!-ted invarious projects to pub!icize joint "Alliance for Progress" type effort, 

b. Compliance has not 
been a problem in the customs area, 
so that public in
formation techniques have not been used.
 

014 - General 
level of importations has been increasing, directly affecting cu-,totn.
 
revenue,
 

015 - No other donors in the customs area. 

018 - Emphasis is being placed on the right sources of revenue--income tax and
customs--because they are 
the two largest revenue producers, 33% and 25%
respectively, of GOP revenue. 
However, the emphasis on 
the customs program
should be broadened beyond its revenue-producing role 
to improve its Impact

on the economic climate of the ROP.
 

020 - No. 

028 - Only one member on the team. Another member needed with skills In customs
 
inspection and/or Investigative work.
 

035 - (i) The Mission has 
an adequate standard orientation schedule and a sponsor

for each arriving technician. The system seems to work well.
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(Ii)	Since June 1968 the customs advisor has participated In the weekly staff
meeting of the Mission Director. This participation has been important in
forming a comprehensive view of what has been going on in the Mission and
to improve coordination of the customs advisory effort with other projects,
even at the cost of a few hours of "coordination" time each week.
 

036 
 Fluent in Spanish, which has been important since few ROP customs officials
 
speak 	understandable English.
 

038 	 () Training in all 
these 	areas was good, lasting a total of one year. However,
due to purely fortuitous circumttances, there was an unfortunate break of
eight 	months between the end of the training course and assignment to a
Mission, which took some of the keen edge off the training.
 

(ii)Yes,--the Director of Foreign Customs Assistance of the Bureau of clusto 
s.
 

(iii) 	 The visit was useful in clarifying the job to be done by the custons

advisor relative to that performed by the IRS Tax Team. 
 I have no knowledge 	of the effect of his visit on (a), (b), or (c).
 

(iv)Yes, at 
least 	two visits by the Director of Foreign Customs Assistatic.c
 

(v) The visits resulted in increased effectiveness of the advisor, in ci ; .j
points of difference between the advisor and the Mission. 
 No projer!t n
m.r
fications resulted from the visits. 
 Backstopping by the Bureau of CLIstx.;i 
has always been good. 

PART 	[313.2
 

(i)Most participant training for customs projects 
is technical in nature,

utilizing U.S. Customs facilities in the U.S. 
 It is doubtful thor. sliv ,lc,high-quality technical training can 
be found elsewhere in the Western
 
Hemisphere.
 

In-country training courses of a general nature can 
be very well perfo.-med
in the ROP. Canal Zone and military authorities assisted very able in
one
course, and can probably assist in other courses 
covering supervisory skills,,
office skills and, perhaps, basic investigative training.
 

(ii)No. The best technical training is found 
in the U.S., and all general

courses can be conveniently taught 
in the ROPOR In the Canal Zone.
 

(iii) 	 No. for the same reason as in II).
 

091 -
As explained in the PAR, the GOP agreed to its need for customs techqical assistance, but it has never committed itself to a program for action, or even stated
its own goals in the customs area. 
 Since 	this has been largely due to its own
organizational confusion, its commitment may Improve 
as a 	result of the Decembe
1968 	reorganization.
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