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PROJECT EVALUATION SUMMARY - PART II

13. SUMMARY

The dual purpose of the Grains and Perishables Marketing System
loan project is to "increase the efficiency and effectiveness of the
agricultural marketing system and expand its outreach to small farmers."
Tne project is far behind in its schedule, having achieved none of
its objectives during 1977/78. In general, this condition exists
because: there was little progress in establishing the physical infra-
structure required by the Agricultural Marketing Institute (IMA) to
execute 1its public marketing programs; the marketing personnel in IMA
were not sufficiently trained; and technical assistance was not provided
to meet IMA's institutional development needs.

14, EVALUATION METHODOLOGY

This evaluation was conducted pursuant to Section 4.03b of the
Loan Agreer:nt. The evaluation as initially planned covered the period
January 1977-December 1977 for the purpose of measuring the progress
in achieving the project's objectives. The evaluation team was composed
of representatives irom IMA, the Comptroller General of Panama, the
Ministryv of Agricultural Development (MIDA) and USAID/Panama. The
team focuced on the following areas: price and marketing policy,
construction, technical assistance and training. Joint work groups
were formed to evaluate each of these components of the Project.

The methodology used was to review files in IMA and USAID/Panama
and interview the people responsible for the various components of the
project. Each work group prepared a report on its respective component,
which was then reviewed with IMA and USAID project management personnel.

Towards the end of 1977, a majcv diagreement between AID and IMA
over a public bid for the constructicn of grain plants led to a
virtually total stoppage of project inplementation. This dispute
was not resolved until March 1978, but problems related to this bid
continued to plague the project throughcut 1978. As a result, this
PES covers two distinct periods of evaluation: 1) the 1977 period
for which the joint AID/IMA team c¢onducted a normal evaluation; 2) the
post-November 1977 bid date througn the end of 1978, a period for which
only USAID personnel have participated in the evaluation.

No additional costs were incurred because of the evaluation.



15. EXTERNAL FACTORS

A major disagreement between AID and IMA over the bidding for the
primary component of the project has prevented the achievement of most
project objectives. See 16.2 below.

16. INPUTS
1. Utilization of loan funds. Of the $6,200,000 provided by the

loan, only $823,058 had been committed as of December 31, 1977, and
$1,200,200 as of December 31, 1978.

2. Construction. The architectural and engineering consortium
of Harris and Solarian was contracted by IMA to: design &4 grain drying
and storage plants, 1 onion storage plant and 14 purchasing installations
for grains and perishables; to supervise the coustruction of the
installations, and to prepare manuals for the operation of the installations.
For a number of reasons discussed below, the deadline of March 27, 1977,
for submission of the designs was not met.

At the request of Harris and Solarian, a contract amendment was
prepared and signed on May 27, 1977, which reduced the scope of its
work and set new deadlines for different parts of the design work.

But even with these changes, the deadlines were again not met, and the
project was delayed further.

The start of construction was delayed ty the late submission of the
designs and by disagreement over the designs and the cost estimates. Trhe
four grain plants were put out to bid in November, 1977 but the bid was
subsequently cancelled by IMA.

The cancellation of the bid set off a series of events which has
continued to delay the Project to this date. The bid process and the
cancellation were the subjects of an AID/W review, an AG audit and an
IIS investigation. The findings of these reviews are contained in
reports issued separately and are not pre.ented here.

As a result of these reviews, a decision was made to redesign the
grain plants and rebid them by September, 1978. During 1978, the re-
design was accomplished, but for reasons difficult to determine, IMA
did not proceed with the rebid before the end of the year. It is not
clear at this time when, or even whether it will take place.

In addition to the grain plants, IMA was responsible for the con-
struction of other installations - i.e. small purchasing and storage
facilities and an onion plant. The former were designed and put out to
bid in January, 1978 with a contract signed in August, 1978. The contract
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called for delivery of the prefabricated buildings within 150 days for
sone, and 210 days for the remainder. Thus, at the close of 1978, the
facilities were not yet in place.

The onion plant was designed by the A&E firm but was droped from
the project as a result of the revision of the financial plan necessitated
by the higher cost of other project components, particularly the grain
plants.

3. Technical Assistance. The loan was also to cover technical
assistance in five areas for the purpose of institutional development.
As of the end of 1978, the only area in which assistance had been
provided was accounting and finances.

A contract for the financial management tecnnical assistance was
won by the firm of Chandeck and Bosquez, after the contract was put out
for bids on August 30, 1976. The Contract itself was not signed until
September 2, 1977, because it was amended and because the Comptroller
General of Panama did not participate in the contract negotiations from
the outset. The start of work was delayed even more by delays in approving
the letter of credit for payment of Chandeck and Bosquez. Once initiated,
this T. A. was provided successfully and met most of its objectives,

Other technical assistance requirements were not met because IMA
did not give enough attention to this part of the project, partially due
to being too much absorbed with the problems related to the construction
of the installations.

4. Training. Training objectives have not been met, largely as a
result of inadequate planning, which, in turn, is due to insufficient
attention given to the subject by IMA management. Annual detailed
training plans were to have been prepared and followed. While attempts
at these were made, the plans lacked coherence and specificity, leading
to much training being of relatively low priority. Moreover, IMA often
ignored the training plans and proposed training for their personnel
as unplanned training opportunities arose. The Mission usually approved
these ad hoc requests, as there was seldom any solid grounds on which
to deny them.

5. Price and marketing policy. IMA provided price supports for
rice, corn, sorghum, onions, potatoes and bSeans in order to give the
farmers incentives :o increase production of these crops. While the
support prices were considerably above world market prices, there was
production response in some crops, particularly rice and corn. However,
with support prices remaining stable in 1977/78, production began to
stagnate. The price policies have not had the intended result, and
the agriculture sector is burdened with many domestic products priced




-4 -

above world market levels. Moreover, the country is faced with
having to import ever increasing amounts of basic staples,

17. OUTPUTS

None of the planned outputs was achieved because of the problems
with the inputs cited above. Specifically, no storage and handling
facilities were constructed or renovated, IMA marketing personnel
were not sufficiently trained to run an efficient and effective
agricultural marketing system, the quality of farm products was not
upgraded (i.e., spoilage and deterioration of these products were not
reduced) and no new cost accounting system within IMA was established.

18. PURPOSE

"Increase the efficiency and effectiveness of the agricultural
marketing svstem and expand its outreach to small farmers.'" This
purpose was not achieved due to the shortfall of inputs and outputs.

As of the end of 1978, it was clear that the Project would have
to be reconsidered in light of the new cost estimates and the resgults
of the aforementioned reviews.

19. GOAL

1. '"Improve income for small and medium size farmers."

2. '"Reduce the real cost of domestically produced foodstuffs
while improving diets of low income rural and urban
populations."”

While income data were not obtained for the puvpose of this
evaluation, it is obvious that the Project has had no impact on
Goal 1. As of this writing, the impression is that progress toward
Goal 2 does not seem to have been achieved. To be certain, however,
‘a greater analysis of the price and marketing policy and its effects
is required, an analysis which is not warranted at this time. When
the major outputs of the project have been achieved, such analysis
should be undertaken.

20. BENEFICIARIES

The direct beneficiaries are expected to be small and medium
size farmers who belong to collective campesino production groups
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(8,000 members) and rural cooperatives (8,000 members). Other

direct beneficiaries would be 2,500 small producers of vegetables

and 3,500 indigenous farmers and settlers in the province of

Darien. Most of the perishables component of the project was deleted
when the costs of the other components, particularl, the grain plants,
were found to be considerable in excess of those originally estimated.

The indirect beneficiaries would be the low income urban consumer
who would be assured more foodstuffs at fair and stable prices. Due
to almost total lack of accomplishment of Project objectives, there
has been no opportunity to test whether Project benefits were reaching
the intended beneficiaries.

21, UNPLANNED EFFECTS

Not pertimnent at this time.

rJ
[
.

LESSONS LEARNED

Not pertinent at this time,

23. SPECIAL COMMENTS

This evaluation began in late 1977 as a regular joint USAID/GOP
review of the project. Before this review process was completed, the
GOP cancellation of the grain plants bid had precipated the series
of problems and special reviews which continues to this date. During
this series of events, relations between AID and the GOP were so strained
as to prevent the completion of the joint evaluation. Later, preoc-
cupation with resolving the problems c¢f the grain plants bid absorbed
virtually all the attention and efforts of both IMA and USAID.

The finalization and submission of this evaluation was postponed
a number of times with the expectation that resolution of the problems
was just around the proverbial corner. This has proven not to be the
case. It should be noted that this PES does not attempt to present
all the signigicant information related to the implementation of the
project. That would be too huge a task, given the complexity of the
problems encountered. Anyone interested in a full exposition of the
project should consult AG and IIS reports, GC opinions and special
USAID and AID/W reports.
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FOREWORD

This evaluation was undertaken primarily to determine if the
marketing project targets for outputs are being achieved in a
timely manner. A serious attempt was made to identify project
successes and failures and to pin point the underlying causes.

The evaluation team examined the relevance of the project,
reviewed the project design, and measured the performances of
inputs and implementing agents.

A meaningful measurement of purpose and goal was impossible
to achieve at this time due to the short-time span this project
has been in the implementation stage.

Irving G. Tragen, Director
USAID PANAMA

Paul Saenz, Deputy Director
USAID PANAMA

Evaluation Team:

Paul Saenz {Mission Evaluation Officer)
Gene F. Miller

James B. Brody

Richard Solloway

Samuel Scott

José Anibal Rodriguez

Herman G. Obregén

José Barrios

Jaruary 15, 1977
Panama City, R. P,
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SUMMARY

The execution of this project has been satisfactory to date.
Important potential problem areas have been identified. IMA has, or
will, take corrective action as needed.

Mo change in project purpose or goal has taken place nor is any
conteriplated. Input revisions relating to construction, j.e., loca-
tion and capacity changes, were authorized in June 197€ in order to
conform with GIOP priorities and operational loss paterns. The revi-
sions entailed only one major input change, i.e., that of planning
for a fifth arain facility, whereas, only four were specified in the
CAD,

AID/IMA held 2 joint neeting on December 24, 1976, to discuss
project status. In this reeting Minister Paredes established as
nimber 1 CCP priority the construction of 5 large grain facilities
and an onion warehouse.

A rifth grain Yacility (Bayano) which has been approved plus the
possibility of a new onion warehouse (not originally planned), coupled
with inflation and Harris-Solarium's recommendatior that all grain
facilities be enlarged will result in a change in inputs and/or
create a need for additional financing.

In view ¢t the serious losses incurred in the grain and onion
operations the propcsed changes appear to be justified. It now appears
Tikely that the GOP will want to delay construction of the 4 cold-
storage plants so that construction of the grain facilities may proceed
on schedule. Frecise construction changes have not vet been agreed
upon. However, thic aspect of the project is still ahed of schedule.

The .achnical assistarce program suffered a S-month delay in the
area of financial assistance which seriously hampered [MA in its
efforts to develop accurate and up-to-date financial reports and
sound financial management. This in turn has forced IMA management
to rely on intuiticr rather than facts when formulating financial
policy. I!awever. a financial consulting team is scheduled to be on
board Arril 1. The planned level of technical assistarce is deemed
adequate to wee' [MA's pmost pressing needs. However, additional
technical assicténce would prove beneficial to the project. Perhaps
the most important addition would be that of a competent business
advisor (o assi=t the Directer General in his day-to-day decision
making.
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Training is one of the most important components of this project.
Without an intensive training program permanent inprovements cannct
be expected. The training plan is well conceived and addresses IMA's
major problem areas. [MA is confronted with a serious shortage of
qualified, trainable people. It is imperative that IMA assess its
staff as soon as possible to determine potential candidates and need
for lanquage training. The new facilities will require a new expert-
ise that no IMA employee now possesses. Plant managers will require
additional training. It is likely that IMA will have to hire addi-
tional professionals for selected management positions if the train-
ing requirements are to be met.

Comparing the financial nicture of IMA as reflected by financial
statements for the period Jan. 1 - Sept. 30, 1976, with that described
in the CAP, it is apparent that, while accounting data is perhaps more
reliable and available on a more timely basis than before, IMA's basic
financial problems have not been alleviated. Continuing losses, but
at a slightly lower rate have resuited in a negative capital position
and necessitated government guaranteed bank loans to continue operations

From the financial statements of IMA for the period Jan. 1 - Sept.
30, 1976, it is possible to derive a condensed cash flow statement
which perhaps helps highlight some of the problems IMA continues to
encounter (figures are in millions of Balboas):

Sources of Cash

Net borrowings from banks and increase in Accounts Payable 9.3
Gross margin on sales less net cost of inventory spoilage 1.6
Profit on sale of imported commodities and other
miscellaneous income 1.2
Liquidation of working fund advances and net decrease in
Accounts Receivable 1.2
Government subsidies received .3
Total Sources 13.6
Uses of Cash
Build-up of Inventory 6.2
Salaries and Administrative Expersas 3.9
Financial Expenses 2.0
A1l other sources and uses, net .3
Total Uses 12.4
Net Increase in Cash 7.2



This summary clearly shows that the gross margin on sales is not
enough to cover the interest payments (finarcial expenses) necessitated
by large scale torrowing and the high levels of inventory carried,
much lesc IMA's operating expenses. To some extent this, of course,
represents deliberate government poiicy through indirect subsidies to
farmers. Since IMA still does not have a cost accounting system that
segreqgates sales and purchases by commodity, it is not possible to
ascertain how much of these losses represent deliberate policy and
how much inefficiencies in oceration. However, it is clear that to
date government subsidies have not come close to meeting [MA's losses,
[t is also of interest to note that the profit on sales of imported
conmodities contributed almost as much to the cash flow as did the
gross margin on sales of domestic commodities, a much larger part of
IMA's business. 1/

The financial statements again emphasize the need for a clear
separation of the furctions of IMA as an income transfer arm of the
government and as a buying and selling organization which is supposed
to at least come close to being self-supporting. The financial
structure of a government crganization meant to operate from general
revenues is obviously quite different from that of a commercial
venture.

As a commercial verture, IMA can only remain viable as long as
the government is willing to subsidize its operations, either directly
or through guaranteed bank loans. The Minister of Planning and the
National Financial Commission have approved the transfer of $10.0
million from IMA's loan payable to a contribution to capital. The
Mational Treasury will, in effect, assume IMA's $10.0 million liabil-
ity and the Institute's accounting will make an entry to its capital
account as of December 31, 1976. In any case, the government must
have sufficient data on which to base rational decisions in the future
hence an adequate cost accounting system for IMA is needed more than
ever in view of the government's serious financial situation.

1/ Profit on the sale of imported commodities was not included in gross
~ margin on sales because the sale of such commodities is not a part
of IMA's normal operations, and therefore, is considered extraordi-
nary income. In addition, this profit should decrease greatly over
the next few years provided the marketing project and other agricul-
tural projects are successful and Panama becomes self-sufficient
in food production.
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Most of the ratios shown in IMA's analysis are somewhat misleading
because debt is such a major part of their financial structure. For
example, it is true that the current ratic improved from .72 at 9/20/75
to 1.76 at 9/30/76, but this is primarily due to the fact that long-
term debt was substituted for short-term debt. The same improvement
could have been brought about by a fresh influx of capital investmrent
by the government without saddling IMA with the future burden of debt
service. In either event, the improved current ration can only be a
temporary phenomenon unless IMA's operations are changed. It should
also he mentioned that the 9/30/75 current assets are taken from a
report of the Contraloria General and are adjusted for a large write-
of f of spoiled inventory and uncollectable receivables. It seems pro-
bable that the 9/30/76 current asset figures are not adjusted to the
same extent and are somewhat overstated. We were not provided with
the exact terms of the long-term debt, some of which may be due within
a year and therefore be classificable as short term.

While the ratio ardlysis in general may not be particularly

valuable in the case of [MA, there is a ratio which does highlight

a specific problem. The ratio of interest is the Accounts Receivable/
Sales ratio, which, again using an average of beginning and ending
receivables (short and long term) was .15, i.e., about 2 months's
worth of sales were being carried as receivables at any time. More
than half of these receivables are long-term receivables from govern-
ment institutions and represent another large carrying cost to IMA,

In summary, our analysis of [MA's financial position shows that
iMA i< burdened by being capitalized through bank borrowing instead
of direct investment, leading to high interest costs and high debt
servicing costs; by holding large receivables, which has a high
financial cost in addition tc the cost of spoilace and bad debts;,
and by earning insufficient margin on goods sold to even come close
to meeting the cost of deliberate subsidies and market control opera-
tions in addition to IMA's hich operating costs. An improved account-
ing system does not answer these problems, but the financial consult-
ants, who are expected to arrive shortly, can at least help the go-
vernment make rational decisions on whether IMA should be self-
sufficient or not and how - and which of - its operations should be
subsidized.

GOP continues to formulate price policy on the basis of "cost
of production" studies., Despite its superficial appearance of reason-
ableness and simplicity, "cost of production” is not an acceptable
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technique for establishing price levels. Moreover, IMA's price
structure does not adecuately cover the cost of storage and handling.
However, appropriate charges carnot be determined at present
because financial records are nct available for accurate cost account-
ing. Many millers' refusal to buy rice during 1975-1976 was indicative
of the insufficient margins due to price policy -- Consumer unrest in
September 1976 was indicative of too high a price due to price policy.
[MA does not have the capability with its present staff to develop
essential data for use in formulating economic policies,
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Recomnmendations

1. IMA should inmediately recruit competent national professional
personnel so that each technical advisor has capable counter-
parts upon arrival. A detailed scope of work should be pre-
pared for each technical advisor prior to arrival and arrange-
ments for office space, transportation, etc., should be made.

2. IMA should begin now to assess its staff to determine potential
candidates for training and the need for language training.
It must be remembered that non-academic training requires a 90-
day lead time and academic training requires 180-days lead time.
The training committee should start its selection process no
later than March 31, 1977.

3. IMA should, as soon as possible, firm up its constructicn plans
and determine whether (a) additional resources which will be
needed to firance additional facilities can or should be ob-
tained, (b) whether construction should be postponed of some
of the facilities and if so which, or {(c) look around for.a
private group with which to contract perishables storage and
handling if the cold storage compcnent is postponed.

4, IMA should investigate and determine the feasibility of manage-
ment assistance, i.e., a professional marketing man tc directly
advise the Director General.



SECTION I

EVALUATICN OF MARKETING LOAN
No. 525-T-042

A. Introduction

This project evaluation is timely inasmuch as it marks the
first anniversary of IMA as well as nearly cne year of project
implerentation. [t is appropriate, therefore, to begin this
evaluation with an coverview of [MA. The following statement
is a translation of a newscaper articie that appeared in the
Fanamanian press on December 15, 1976,

IMA'S FIRST ANNIVERSARY

This date rarks one year cf existence for the Government's
Agricultural Marketira Institute (I™3). The Institute was created
by organic Lew Ho. 70 on Decerber 15, 1975,

The Director General of the Institute expressed his pleasure
with the results of the first year's operation.

During the year Il'A develeped a strong national marketing
structure that was able to cuarantee the success of the price sta-
bilization activities ¢f the Institute.

The transformation from the "old ('ivision to ithe new "Institute"
has permitted IMA, as an autoncrous Instituts, %0 <erve the public
not only as a price suehilization vehicle, but as 2 dynamic frrce

in the export rariet, and an effective madiur io cuide the irnor-
tation frem zhroad, therctiore, preverting the escane of capital.

excellent relctions that hzve
ute and other agricultural ins-
usiness sector.

tqually irportant bas peen the
becn maintaincd between the Instit
titutions, including the private b

B. Proiect Purpose

The basic purpose of this project is to increase the efficiency
and effectiveness of the agricultural marketing system and
expand its outreach to small and redium-size farmrers,
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Conditions txpected at the End of the Project

By 1973, the public marketing system with sufficient tech-
nically-trairec cersonnel will: (1) be purchasing &1l
price-suprzcrted asricultural comrodities meeting estab-
lished guali=y <tzriarde a3t their minirym estahlished
buyirg prices, subject to marketinc guotas where appli-
cable, fro= all 5mall and rediur size nrocucers desiring

to sell to the govarnrent's buying entity; (2) have

reduced its grain storage/handling losses from an esti-
mated 177 ot averacs inventory in 1975 to 107 (to 5% hy
1980): (%) hsve recduced losses of perishables between
producar ard consumer by 157 below the estirated 1975 pro-
porticn {:y in 1¢2); 47 be 2ble to auantify (and dis-
tinouish betwean) subsidizs and operating costs; (5) be
capable ¢f procrar~ing facilities utilization and finan-
cial raguiromanis cn an annual basis in accordance with
detailes procection/rarketing plans (including irpacts and
exnorts) Tor the princizal products handled; (£) be

capable of sotiing sugport prices and determining subsidies
in accordance with their probable impact on preduction and
consurption.

(G

s

pj

Verificaticn of the Conditions Expected at the End of the
Project.

The types and sources of evidence to be used to verify the
conditicns rxrkirg the end of this project are: (a) peri-
odic field siurveys, (b) analysis of I.M.A.'s financial
records, ard {c) ohservation.

Assumpticrs for Achievinc Purpose

The irportant assumplicns that were made, and rust be
realized 17 this preject is to achieve its purpose, were
as follews:

a, Current G727 plans for expansion of road network will be
inplemernted,

basis for detcrmining

be Profuciiocn tarce 3
i 1 be reached.

storac: capaci

Cce Support c¢r target prices will continue to be suffi-
ciently high to provide zn ircentive for expanding pro-
ductiurn, but not so high as %o limit consurmption arong
low inccime groups and/cr resusll in unmanageable
surpluses.
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C.

Project Inputs

The inputs of this loar consist of two major components designed
to overcome the inefficiencies of the marketing system, They are:
(1) the provision of basic physical infrastructure and (2)
strengthening of the technical and administrative capacity of

IMA.

1. Physical Infrastructure

According to the original plan as described in Annex I of the
Loan Agreement the pnysical infrastructuce financed under the
Project consisted of the following:

a. The construction or renovation anc¢ equipping of country
buying points for grains, fruits, and vegetables. Approxi-
mately fourteen (14) buying points for grains and semi-
perisktables will be constructed, each with a capacity for
storing 5,000 cwt. and equipped with receiving and sampling

equipment.

b, Thiee (2) collection centers for fruits and vegetables will
te constructed as follows: (1) Poguete, Chiricui - 11,000
cubic feet of refricerated storace space and gradinc facil-
ities; () Cerro Punta. Chiriqul - same size and tacilities
as Loguete collection center; ?3) El Valle, Coclé - 4,300
cuhic feet of refrigerated storage space and space for pro-
duct arading.

c. The consirycticn and equinring of coliectior stations for
buyine and storir; ~raine ard sevi-verishebles.  Three (3)
crllecrror ctatiors will b establicrel in the Dariédn Fro-

virgce and eack w11 e equipped with receivirg, dryine

ard o e enuipment: (10 £1 Fead - V10,000 cwt, strage

g vt g ocatr Svgery (00 Caracningé - 20,507 cwt.

Greyqeeocaractta | g tecig - PO CTN cwt. storage

capecity art 3 20 cwt. ko rice 7 ll.

e

LLoa s
i

Jo0 The conciruction ane eauipping of four [4) terrinal plants
for receivirg, dryiro end oterieg grains: (1) Cranquinola,
Foor de? Tore - 170 0000 cwr o bodb, T0,000 cwr, ban capa-

Citys (O Las Teblas, Los tanten - 127000 owt, bulky

-

LoD b copecityy (0) Sertiaco, Veraguss - 200,000 cut
bodb, fooen cwr o hao capeciter (4) Parera City, Paroma -
SN owt L BT, RO eyt R an capegity,

e, U5 exictirg coly storarn certare i1l te dirroved.  The
Fapvea Dity ad Chined cold-<torage rlants vili te equipped
¥ y
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with humidity/tercerature control systems, sliding doors,
subdivided cold rocrms, fork-1ifts and pallet-rack systems,
The Cavid cald-siorace ;‘=n? will be equipped with a fork-
1ift and pallet-rack sys:e

Cold- s*torace and suh-zers Fac11ities will be censtructed
and ecguippes for handli-c and storing oerishidie com-
modities 2s follows: /1 Cc?én, Co]én - €2, O‘n cubic feet
of refrigeratad storaze, “rrluding a 2,009 cubic foot sub-
zero room, érd equisced wi<n a folk- 11ft and pallet rack
systery (0] La Crhorvrer: 70 cubic fest of
refiricerarad storzoe, Sroiud 0 cubic foot sub-
2erc roor and i s t and pailet-rack
systemy (2, Sentid 70 cubic Teet of
rfricerate? sic J cubic foct sub-
zero rocrm; and ar2 &s Santiego plant.

rovince. A
a lcca-

b
prrox1-
S i

~
J .

o provide the following trensport
grains and perishabies marreting

The Projezt willt also
[
b}

equiprent for [@4
operations:

—_—
—_

~—
(ge]

three-cuarter ton dual-wheel traction pick-up trucks;

(2) 5 six-wneel ten-itorn rofrigerated vans;

——
w

e
[Vs}

two-and-g-half ton refricerated vans
(4) 8 half-ton refricerated panel trucrs,

crain-utility trucks;

(5) 10 five-ton

(6) 10 ten-tcn bulk/bag corbination trailers and 3
tractors;

(7) 3 300-150 teon shaliaw draft vessels.

A plant will be e<“b1ifh:4 for ranuf:cturing wire-bound
crates _Hd Boxes Tor cerishible procucts. The plant will

Fave a cepacity for manufzcturing approximately one
million wire-bround crates per year.
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Institutional Development

T

As stated in innex [ the second component of the Project is
concerned with strengthening IMA's technical and administra-
tive capacity for developing and executing sound marketing
rolicies ard programs aimed at encouraging the production of
quality products at minimum cost to the consumer. Specific-
ally, the Project will crovide both training and technical
assistance to IMA for developing and implementing an official
grades and standards system for the major grairs and perish-
ables produced in Panara. A second institutional goal is

the establishment of cost accounting and financial control
systems within IMA. Acdditionally, the Project will provide
technical advisors and training to IMA personnel for improv-
ing the handiing, conditioning and storage techniques for
both grains and perishables as these commodities move through
the marketing channels From producers to consumers. Assist-
ance will also bte provided to IMA for analyzing production
costs at the farm level.

The Project will provide technical assistance to IMA as
follows:

- General marketing advisor - 24 man months
- Fresh produce marketing specialist(s) - 12 man months

- Grades and standards technician for perishables - 12
man months

- Grades and standards technician for grains - 12 man months
- Grain-handling technician - 7 man months

- Financial management, budgeting and cost accounting
consultants - 24 man months

- Farm cost-of-production analyst - 3 man months

IMA will provide secretarial and support facilities, including
transportation, for the technical advisors financed under the
Project. IMA will also designate counterparts for each of

the advisors provided under the Project.

In-country training will be provided by the technical advisors
in their fields of specialization. In addition, the Project
will provide up to 200 man-months of out-of-country training.



Implementation Tarcets

The inputs deccrited in C - are listed by budget cate-
gories as follows:

FINANCIAL PLAN

Combined
Items GOP USAID Total

(000-$) (000-5) (000-%)
Land 500 - 500
Grain facilities 2,193 3,000 5,193
Perishzhle facilities 422 511 933
Vehiclos - 1,144 1,144
Shins {ocean 110 110 220
Borx nlant : 135 135 270
Accounting equiprent - 100 100
Technical assistance - 470 470
A& E consultant - 500 500
Training - 230 230
Total 3,360 6,207 9,560

Assumptions for Providira Inputs (Base Line Data)

In order to verify that the income level of medium and
spall-size farmers has been improved as a result of this
project certain fise-linc data was deencd necessary.

A.1.D., through the Depzytrmont of Statistics and Census for
Panama contrectoc 7or the develor
line data. The prelinirary date shows the following:

a. Grain Summary

(1) Rice

Off-farm sales of rice have held fairly constant
over the past four years, ranging from a high of
75.7% of total production in 1974/75 to a Tow of
69.4% of the total in 1973/74.
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Inasnuch as off farm sales, which represent the bulk
of production, have been fairly constant, that amount
not soid retains a constant relaticonship also. Home
consumption ranged from a high of 27.5% of the total
1975/76 to a low of 22.2° of the total in 1974/75.
Rice held for seec maintained a very narrow range, 2.1
- 3.4, of the total.

Rice producers sold their rice to a variety of buyers.
However, only 4 classes cf buyers were of major import-
ance. Those being in order of importance were IMA (54%);
private dryers/mills (16%); truckers/intermediates (14%);
and processing clants (9°). These buyers bought over

93" of all rice offered for sale.

Corn

Farm disposition of corn shows an entirely different
situation than rice, as might be expected. Approximately
1/3 of total procuction is consumed on the farm as human
food, 1/3 as feed for livestock, and 1/2 is sold. About
2-2. is held for seed. '

Corn producers sold their corn to the same class of buy- -
ers as did rice producers (omitting sales to processing
plants). [IMA, private dryers/mills and truckers/inter-
mediates bought 88" of all corn offered for sale,

Beans

The greatest part of bean production is consumed on the
farr; nearly 66 ¢f total prcduction was utilized in this
marner during 1975/76, About 1/4 to 1/3 of total product-
ion is offered for sale, with less than 2% held over for
seed, VYery little edible beans are fed to livestock;
probebly only that amount which is unfit for human con-
sumption.

The bean buyer of importance was the trucker/intermediate.
This class oT buyer purchased about 447 of all beans sold.
IMA bought 167 ard private dryers/mills bought 26%.

These three classes cf buyers bought 86% of all beans sold.

Farmers Reason for Selling to Particular Buyers

Farmers did ret sell their grain on the basis of price
alecne. In fact, cash payment was determined to be the
most important benefit that induced farmers to sell to
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a particular buyer. Nearly 1/2 of all farms sold their
grain to a cash buyer. Only about 20°. of farms sold on
a price basis. The only other important factor that
caused farmers to sell to certain buyers was ease of
transcortatior. Premium payments for higher quality
comrodities, surprisirgly, was a totally insignificant
sales factor. Less than 2° of farmers sold their pro-
ducts to a particular buyer for quality payments. Un-
fortunately, IMA has a policy of not paying cash for its
purchases which 1imits the effectiveness of its price
stabilization program.

Income and Farm Sales

Total combined gqross income for 87,204 grain farms from
farm and off-rarm sources arnounted to $107.9 millioen
during agricultural year 1975/76. This resulted in a
per farm average annual cross income of $1,227.24. Ex-
penses, unknown, but undoubtedly substantial, leave the
farmer with a much smaller net income.

Total gross farm inccme resulting from sales of agricul-
tural produce amounted to $47.3 million. Farm income
was 42,97 of total income.

Per farm average annual gross income derived from sale
of agricultural procduce was a relatively low $538.31,

Nearly 23 of all grain farms are totally dependent on
agricultural ircorme.

Producticn Corbinations

Farms classifiec as grain farms not only preoduce grains,
but they often procuce other crops. Mearly 197 grow
yucca; 4,77 grow otoe; over 15, grow fame; and 32% grow
platano.

Credit

Only 1,407 farms reported receiving credit from the BDA.
This means that less than 27 of the grain farms received
BDA credit.

Rice farmers as a group received cver 73% of all BDA
credit extended to producers of grain; corn farmers re-
ceived 257 of all BDA credit extended and bean farmers
received about 2%,
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Sales of grain to [MA because of loans from the BDA were
substantial, OCf the 1,207 farms that received BDA credit,
£92 farms (63 } scld their grain to IMA,

Vegetable Currary

Off-farm sales of venetzbles represented more than 90% of
tctal productiorn fcr all vecetables listed in the survey.
Home consumpticn of wvegetables was very low for all vege-
tables. The arount of vegetables fed to livestock and/or
held for ceed was reqgligibla.

Y bouaht more - of the total vecetatle crops of
potetoes (20 'y crvans (35,7 )i melon (46.7 )y and water-
: .

relee (413 pi-taec and hot peppers were also purchased
by A dr curerariial coanritiec,

The tyucter ntermes 200 ver o significant buyer cf all vege-
totles eveert covorcne and beets, This class of buyer bought
freve thar 0 of 3% the cpaons, carrots, table tomatces,

a

| 1 C
het voprers, ronf let g cattace, celery, watermelon énd

cuouribers, aiTered Toy i,

Frocessing plants wers “he major buyers of beets (82.9%.) and
they nade core rorchases of carrots (11.17),

Conperatives vers
celevy and head 1=

tuyers of potatoes, carrots, teets,

AU atber clasces of buyvers were reported as cererally insig-
nificart o rarket «Ctivity,

Frico was ©“ove o7 4 factar i the sale of vegetables than

in tre saie of wrates, fifo, percent of all cnion and

celery saies wers hcel oa price, Cnly 11,1 ¢f watermelon

salas vere baces oo oedce, Cash sales ard sales consurated

due o opane ¢f travorort were frportant selling consider-

dticns for rearly a1y rroduct The enly cateqory that did
2

net veqistes agoar drnortint sales factor for any vegetable
qmon was the ceotacory "presior payment for quality" - only
nelons D04t wern aciocted by ualtity consicerations.

S
S
'

Total comtired aress ircor o fov 211 vegetable farms from
Yo and (CCovzvn seurces avourted te 2.1 milliors during
the period et v - Dec. “t, Y975, This resultecd in a per

fare averane anrual arcss ircore of $2,617.€8,

i)

Total arcss tarn income restlting from sales of acricultural
prcduce amounted to 4.7 nillien. Farm income was 52.87 of
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total incore.

Per farm av
w2

e a2
tural groduce vwas :1,523.58. This amount is about 3 times that
received sy g2in farrars, :

Nearly 37 porcent of 1 vecztable farms are totally depend-
ent on agriculsurz)

0. roject Cutrute
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E.
1.
2.
3.
4.
1/

=11~

Magnitude of Cutputs

IMA's accounting staff will have receive in-country training

in buduet, cost accounting, and inventory control procedures;
supervicory ard gperaticnal personnel assigned to grains and
fresh produce will have received in-country training in grading
and hardling these products; sudervisory personnel assigned to
grains and fresh produce will also travel to U.S. and third
countries for short/long term training and observation of modern
techniques for marketing these commodities; other IMA staff
members will receive in-country training in farm cost-of-
production analysis and in-country/foreign training in market
surveys and analysis.

a. 14 buying points for grains and semi-perishables established
ard operating tv CY 77, each with a capacity for storing
5,000 cwt. and equipped with 1,000 1b. scale, moisture
meter, anc grain sampler. 1/

b. 2 buyino/handlina roints for fruits and vegetables estab-
lished and cperating by CY 77, 1 with 4,300 cu. ft. and 2
with 11,000 cu. f+. each of storage capacity and equipped
with manual grading facilities., 1/

Collection stations established and operating in Darién Province
by CY 77 as follows: {a) El Real - 10,000 cwt. warehcuse with 80
HP grain dryer, 1,000 1b. scale, moisture meter, and grain
sampler; (b) Garachiné - 50,000 cwt. warehouse with same equip-
ment as (a'; {c) Rio Iglesia - 50,000 cwt. warehcuse with same
equipment as (a) plus a 20 cwt./hr. rice mill. V

4 terminal plants will bte constructed and operating by CY 77
as followe:

a. Changuincla, focas 4del Toro: 100,000 cwt. bulk, 50,000 cwt,
bag capacity with augers, cleaners, dryers, conveyors, and
fork 1ift.

b. Las Tablas, Los Santos: 100,000 cwt. bulk, 50,000 cwt. bag
capacity with equiprent similar to {a) above.

c. Santiago, Veraguas: 200,000 cwt. bulk, 50,000 cwt. bag
capacity with equipment similar to (a) above,

As originally envisioned in the CAP, the dates for completion were
one year earlier. However, the dates were revised during develop-
ment of the time phased implementation plan called for in Section
3.03 of the Loan Agreement.
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. d. Panama City, Panama: 200,000 cwt. bulk, 50,000
cwt. tag capacity with equipment similar to (a)
above.

5. By CY 77, the Panara City and Chitre cold storage
plants will have been equipped with humidity/
temperature control systems, sliding doors, sub-
divided cold rcoms, fork 1ifts, and pallet-rack
systems. The David plant will also be equipped with

‘@ new fork 1ift and pallet rack system.

6. a. BY CY 77, new refrigerated cold rooms will have
been constructed and operating as follows:
(1 Colen: 4 cold rooms, 1 sub-zero room with a
capacity of 13,520 cwt.; (2) La Chorrera: 3
cold reors, 1 sub-zero room, with a capacity of

10,000 cwt.; {3) Sartiago: 2 cold rooms, 1 sub-
zeyd reom, with a capacity of 7,000 cwt.;
Ferorore: 1 could room and 1 sub-zerc room, with
a copacity of 7,000 cwt,

b.  The Coleon and La Chorrera plants will also be
equipped with Tork Tifts and pallet rack systems.

7. By March 1978, the following transport equipment will
be operational: V

a. 5 six-wheel ten-ton refrigerated vans;
b. 9 two-and-half ton refrigerated vans;
C. 8 half-ton refrigerated panel trucks;
d. 10 five-ton grain utility trucks;

€. 10 ten-ton buli/bag corbination trailers and
3 trectors;

f.  3100-150 ton shallow-draft vessels.

8. By Cr 77 one floating dock 7 x 16 meters will have
been constricted at €] £1 feel; and a wharf, founded on
pilira, 12 x 80 meters will have been constructed at
Rio Igiesia. 1/

9. By 1977, & plant will have been established and
operating in Eastern Farama with a minimum capacity for
manufacturing one miliion wire-bound wooden crates per
year.

1/ Ibid.
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10. By 1978, (a) an officialgrades and standards system
will be uniformly enforced nation-wide; (b) all com-
modities purchased by IMA will meet the minimum
establishec araces and standards.

11. By 1975, a cost accounting system will have bean
estahlished within [MA for providing timely and
accurate cat: for ranagement, As a minimum, the
systert will have established a basis for appropriately
allocating all direct costs so as to identify operat-
ing profits or deficits by products or groups of
products.

F. Verification cf CQutputs

The means of verifying the magnitude of the outputs indi-
cated in tihe above ere (1) review of IMA's personnel
records, (2) observation, (3) inspection by enaineers
grain handling and fresh produce marketing specialists,
(4) repor*ts of IMA's market inspectors and USAID spot
checks, and (5) periodic audits of IMA's records and
accounts.

G. Assunptions for Achieving Tutputs

The external factors that must be realized if the planned
outputs are to be obtained on time are:

1. Most of the persons trained under the Project will
remain emnloyed with Mercadeo for at least thiee years
after tieir training.

2. (a) Prices for gocds and services will not increase by
more than 35% during the project's implerentation pericd,

(b) GOP counterpart funds will be available as neces-
sary.

3. The private trade will use the new shipping crates.

4. Producers, middlernzn, and consumers will accept the
new grades and standards.

1.  Program and Scctor Coal

The broader objectives to which this project contributes
is the inprovement of income for small and medium-size
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farmers. It is alsc anticipated that the real cost of
domestically-produced foodstuffs will be reduced and
that the diets of low incoma rural and urban people will
be improved.

2. Measures of Goal Achieverent

The objectively verifiable indicators that will measure
goal achievement are:

a. (1) Over the period 1975 to 1980, an increase in the
real income of small and medium farmers of 20%.
(2) Qver the period 1675 to 1980, a reduction of the
number of subsistence farmars (full-time farmers
producing less than SE£00 of food commodities at
1970 prices) by 207,

b. By 1980, approxinztely ¢0% increase in volume per
year of retail marketinas of protective foods (fruits,
vegetables) and 107 cdecrease of average real price.

3. Verification of Ceal A-hicvement

Verification of gnal achievement will be measured in
two ways, (1) (&) Annual anzlyses of IMA's records
and surveyvs of marketings. (b) Comparison of 1980
census cdata with that of 1970, (2) (a) Retail price
comparisens from records of IMA, Office cf Price
Regulation, and Contraloria. (b) Surveys of compa-
rative cuantities of selected products rmarketed thru
varicus types of wholesale and retail outlets.

4. Assumticns for Achioving Goal Taroets

The follewing assurptions are deemed essential if the
project is to rake its expected coniribution to the
progran and secter goals.

a. (1) Production inputs (credit seed, fertilizer,
water, T.A., etc. avaiiable to facilitate procduc-
tion increases. (2) GOP policies, including
marketing ccntinue to favor low income farmers.

b. (1) Low incoma rural and urban populations will
purchase protective foods when made available to
them at fair retail prices, reflecting expected
high price clasticity of demand among lower
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income consumers., (2) Realistic price support levels will
be maintained; i.e., levels which do not materially and
consistently exceed landed cost of food imports.

I. Analysis of Project Activiries

1. Project Inputs

a.

Preparatory: In October 1975 IMA appointed a Project Manager
of the marketing lcan who immediately assembled a staff and

within six months successfully executed the following project
components, i.e., conditions precedent.

(1) A plan for a system of maintenance for all vehicles,
machinery, equipment and facilities to be financed
for the Project.

(2) A detailed time-phased implementation plan for the
Froject.

(3) A financial glan for the Project setting forth the
timing and amounts of Loan and Borrower counterpart
funding for the Project.

(4) A technical assistance program, including provision
for establishing a cost accounting system for improving
the grains and perishables operations.

(5} A current profit and loss statement and balance sheet
for Borrower's implementing agency prepared by the
Controller General of the Republic.

After a thorough review of the above C.P. documentation, the
Mission approved all Tive components by Implementation Letter
No. 6, dated March 12, 1976,

IMA developed within the same time frame an approved training
plan which specified the nature and duration of such tiaining
and criteria for selecting trainees within the framework of
an employee developmert plan.

The IMA/USAID Project Manager resigned his position in May
1976. IMA appointed a new Froject Manager shortly there-
after. This changeover resulted in minor project implement-
ation delays.
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Technical Assistance

The seven technical assistance positions shown in the CAP
and Loan Aqreement were the result of intense negotiations
tetween the Mission and the GOP.

The first technical assistance plan and a proposed revision
to the technical assis*tance plan were thoroughly examined.
These documents provided an excellent detailed time-phased
overview of the Project.

IMA's technical assistance plan provided for all seven of
the positions descrited under project inputs/Institutional
Development, pace 5.

The plan and related ccmponents were reviewed to determine
if, {1) qualified counterparts for the advisors are avail-
able within IMA, (Z) the planned technical assistance cor-
rectly addresses all the problem areas, and (3) the timing
of the assistance meshes with construction and training
plans.

An appraisal of planned technical assistance needs versus
actual execution follows:

(1) A&E firm. Contracted and on board as planned. See
Section II, page 48, for performance evaluation.

(2) General Marketing Advisor. Contracted and on board
as planned. See Section II, page 56, for performance
analysis,

—
(&8 )
~—

Financial Advisor. There has been a delay in filling
this position.

(a) As of this time the financial advisor has not yet
been contracted. But IFBs were sent out, four
firms were prequalified. The proposals have been .
evaluated and contract riegotiations have begun
with the number one firm. It is anticipated that
the contractor will b working by Aprii 1, which
is approximately 9 months after the originally
planned starting date.

(b) Why the delay and what is its impact?
It appears that the greatest cause for the delay



(c)

-17-

was possibly due to IMA's lack of capacity to
cdetermine what vias needed, coupled with a new
administraticn's natural resistance to a "ready
made" program. In addition, the Controller
General's Office promised to provide two people
to study the situation and make recommendations,
This never occurred thereby contributing to the
delay. Tne Director of IMA recently stated that
he was anxiously awaiting the arrival of the
financial technical assistance.

Even thcuagh [MA is a marketing institution, it

is involved in commercial activities and thereby
requires up to date and accurate financial reports
so thar saurd fiscal policics and decisions can

be rendered. As evidenced by some of the other
evaluaticon rantors, it is apparent that IMA has
been ceficiant in financial expertise for some
time. Thic deficiency was properly identified

in the Capitai Assistance Paper. Lack of proper
financial 4irzction can prevent an organization
from makirg decisions frem a position of knowledge
and consenuertly large sums of money may be lost.
[f a firancial advisor had been contracted earlier,
[MA might nave already been on the road *0 a
bet*er finarcial position. It is still apparent
that they ars not yet sophisticated enough to pro-
vide the desired financial information within the
Institute.

Establishment of unais, cbjectives, and policies
are dasiratle in order to estabtlish the direction
an organizaticn wishes to follow. IMA has estab-
lished ar o-ieciive of price support. Budgets
have teen Zeveicced and absclute quantities of
monies have teen cet aside for purchases. Targets
and goals hawve been programmed for the Institute.
Logically, after establishing goals, objectives
and policies, an organization must have adequate
firancial data to analyze the impact of their
decisions. This thereby, results in the need for
a cost accounting system, and capable personnel
(zided by the financial advisor) to interpret the
data. Without the financial obfectives, goals and
policies being formally defined ind periodically
reviewed, it is quite possiktle that IMA has, in
the past, made some unsound policy decisions.
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As pointed out in tne preceding section the project began
to experience delays irn mid-year 1976, In addition to

the delays previously stated, IMA underwent organizational
changes that were alen of a delaying nature., These additional
delays were dun orizarily to IMA's removal from the Minis-
try of Aariculture ar¢ redesignation as an autonomous
entity. The Mission ercouraged the change even though pro-
JECT Cciuyy wele ca,=Cned because IMA's operational effi-
ciency was expected to improve as a result. The delays
were agoravatecd because IMA had three different adminis-
trators during the chanceover period.

The new administratior trought new concepts and a desire
for charie. However, *t2chnical assistance did not receive
the attention it warrarted at this time due to IMA's need
to focus on several cirizical internal problems, i.e.,
industry unvest, extozirdinary large purchases of rice,
and related shortage of 3torage space and greater than
normal finarcial recuirerents,

When [MA's catzentior was eazin focused on technical assistance
requirements 1t was cetzrmined that changes were necessary.
Basically, changes were in arder due to several factors:

(1Y Aiprove

d charass ir fecilities (see sectien cor Constructicn
1) D e

Vo ;f‘,
L f

s (D

O pechpocal anoie oo o cas of MY went beyend the loan.,
(8) Thre severe cperaticral losses of IMA would require an im-
mediate and concentrated focus on grain handiing,

In June 1976, IMA undertoct tc redesicn the technical assistance
plan. As a conseguence o7 this reappraisal the remaining tech-
nical assistance positicrs were reprograrmed in the following

manner.

(1) Cecntracting for perishables marketing expert; expert on
board by Fetruary 28, 1577,

(2) Contractirg for grades and standards expert; expert on
bcard ty August 31, 1977.

(3) Contractino for grain handling expert; expert on board
by Aucust 21, 1977,

BEST COPY Avaliagk
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(4) Contractirg for cost of procduction expert; expert on
board by Aucust 21, 1877.

The initial technical aszistance plan envisioned a total of 94
man-months of technical assistarce. The plan outlined above
calls for 92 man-months, s:ill within an acceptable range of
technical assistance utilizaticn when compared to the original
plan. [MA's present technical assistance plan deviates from
the original in the following ways and for the following
reasons,

(a) The grain-handlina expert was reprogrammed from 7
months tc 12 renths. This was deemed necessary
because of severe limitation in ability to properly
stere and handle grains. This limitation led to
excessive crain Tosces during 1976,

(b) Adgitional *teccnrical assistance for price analysis
work was deered zdvisable inasmuch as IMA experienced
areat difficulties in their price stabilization pro-
gram during 1977, This position was reprogrammed
from 3 months to 12 months,

(c) [IMA has tentatively combined the two grades and
standards positions into one, and reprogrammed the
time from 24 months (tctal) to & months because of
anticipated budget limitations. :

Only the chanaes discussed under ‘c) reflect a decrease in time
and/or positions. “hilz maintainirg the grades and standards
technical assistance at the ;revious level is highly desirable
it i< the orinion cf zhe 2valuators that the pricrities have
been correctly icdenti<ied ard that the other tecnnical assist-
ance is necessary fcr IMA's Jongrun success.

Perusal of the base-line cata offers additional justification
for the changes a&s ihese cdata point ocut that product quality

is not an important consideration when producers sell their
product. Given this factor and weighed against the dire need
for improverent in price policy and storage/handling techniques
the priorities are judaed appreopriate. :

Generally, the plan conforms to reeds and timing aspects of the
project. However, IMA dces not have sufficient qualified counter-
part personnel to adequately fulfill the objectives of the tech-
nical assistance progranm.
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(Mote:  Trme jrerpsce Tirzrcial planp
funds ‘er techrical zcs starce, sea

c.

degrad oo ey

Trainir:

An drpor-art copeorart o this orgiect is treinirg for
ingti-utianal svzicrpeano,  In-country trainirc will te
pravided Ly the tocerical advisors in their fields of
specializacion. v oaci1zion, uo 0 200 par-ronths of
Cut-of-sourtey “riining Tor 57 pacticitanto hao been
orograrred cor 1277 ans 1370

: rrainirg pian which IHA
vhich TrociTies e pature and duraticn of

T
. d e T
such wrain - = and oric:r: for celecting trainees within
t
S

¢ frarewore of an smployes develicprert plar is rfre-
N T .

been acdjudged to be an

. : as

accap*ab =nccmnasses all <he major institu-
ticnal CEPparers,

The 212 svalving within DA ere not wWith

s reizte’ *¢ irclerentatior. Basic-
’ hoocwyme Srstituticral weak-
cred o impreove, Y.e.,
a ririmun cr11er€cn
or cindidete recuire-

The trainin. pracraw and related cemnonents were reviewed
to deternine i7:

[1Y Tre vresert worb7orce of IMA is sufficient in depth
God erpavtise o groviace the nurber of rarticipants
renuired,

(2) The planned trainira addresses the known weak points
in tre presert s:aff.

(I} The traininrg Lackstops the technical assistance plan.



N
=21

(4) The trainmiry, corvecionds to the losc natterr.,

(5) Prelimirary *rainirc activities, *.e., candidate
selection, larguzce traininc, etc. is being carried
out.

(6) The taimirn ¢f the 'raining meshes witn construction
and technical assistarce,

The latest availatle Yisting of MA's workforce shows that
there are 262 penple amnlcoved by IMA,  Approxirmately 107
of the woriforce are clzecified as professiorals, 167 as
clerical 'secretariz’, ard 74 as non-rrofessigral,laborers,
[t g estimared Skt (rl. abeut 5-77 of the workforce have
had the zdvantass 77 < enialized or acvanced frairing,
Undoub-ecl,, M2 ha2s suv-fcient numbers of ermclovees Trem
which to crocse r2r-=igtrarts <or the trainira crocran,

'S ZouttTL 7 there ars “Yiciert capatble

However, 1+ 3s 72 g,
people in Ma to nermit <he trainirg crogram ‘o be carried
forwarc anc et the sare %ime carry on the Cay to day
activities.

The statfing cattern “or the operation cf Silos <e Fanama
was exarired and is used as an erample fo portray the
general erployinent oractice of IMA, There are 72 people
now erploved at this 7acility. Six are charactericzed eas
professional/semi-orofessional, ¢ as clerical/secretarial,
ard 67 as Jaborers. A similar Taciiity located in the
United States would ampicy ro more than 20 cecpie /less if

fully auteirated),

Thic orsaryed ornio mant vractice rav well be e
i

omp i rens cenrerzT an solicy anc therefore Ty s
certain 477 oblecti.ae.  Trne comparisor was rade eriy te
show <rat adminisTrative costs are nict and could te greatly

reduces.

Close examiration 2¢ zhe trainirc rlan shows that the plan
does, ‘1) acdress *“hs kHOwﬂ viear points in the present
staff, (2% tacks=ar tv= tecknice! assistance plan, (3) fcr-

respord to the Joss paf‘sfv (crincipally rice and oniors)
ard, (4} is timed tc mesh with construction and techn1ca1
assistanrce.

A mere evpaustive evaluation wes neot nossible at this time
because the prciect nas rot reachec a majer implerentation
plateau - thko trairing advisors are not yet on btonard and
the firs* group of participarts are nct scheduled for out-
of-country trainirc untii mid 1677,
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To date the trainirc irputs have been cererally preovided os
plarred. M ocppoivoee orodr-house traininn comnitiee in
October 1076,
devetonad for
country zand
defimitr ¢

B
focoptarle trainirg proarars have been
11 resiec trainire areac: arpropriate thivd
irzni-uriaral cortacts have been made;

> ccnet.isc have been agreec upon; yet, select-
jor ¢ ~3ecticivarts, oncurentattaon, lanquage trziring, and
cther dr-touse preparatory activities have not been pursued
in oy timaly rarn

In & ~ce<irn Feld cr Dacenter 24, AID officials expressed
their coroore =g ke Yricser of ?cr'rviturs and *he Director
Corer=1 or M aheut 7he reed tor imreciate attention regard-
ing techrical asticizra: and trainirs

The
ieopoy

oot aowion and dindicaticns are that IME
g ! i i 5
with carniiLz‘a 3o

“starce and croceeding

The oleviyire mrairir s crghicer, teo fow qralifies reople
to choona Sear re“aiW? ino sericus ebetacle arad will be
crme. Very few employees of MR
uhe rrecianred training programs

a 2 cut in the United S*ates. [t is pos-
sible =kaz U, S, trainirnT can be accomplisked through trans-
latien, ~ut *his is an exnensive ajternative and can only
be used witer reiatively large groups are trained in one

body,

At this -ire, ore cendidate hac been selectec for academic
trainira and iz screculed to depart for the U1.S. on June 1
It g drrerariva that [PA begin ney to 2ssess it staff

dezerriire adiiticral note ntial cancidetes ard the need fcr

bl + - - -~
N e Yz orin
rantuene T ring.

In acdditien, *he rew “ecilities will raquire a new expertise
that ne 002 erolovie row nossesses, It j¢ mardatory. there-
fore, “hat sraipirc bg o of vicus ettanticn. A1l plant
nanacevs i1 recuire additiona! “rainirg and it is likely
thet M0 will bave z¢ kire addtioral profescionals if the
troanirs recyirerents are o be rot,

Substartial 4CE drnute are csrecitied in the project desicn.
Princicaliy, the S0P rust provide sufficiert working
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capital to erable iME to purchase all price-supported agri-
cultural cormoaities mecting estatlished quality stancards,
subject to rarke*ins guo=as, where applicable, from ail rro-
gucers desirin: ‘o <ot o MA, TMA rmust also continue tc

3 . ,ure that the <ebt burden of

opera*te frocuCh 3 rarrar €5
ational viability

[MA does rot irmreir T8 ac

In order to ascerta®™ “¢ ley OOP inputs are being provided
in a tirely rvarner an erariration of IMA's financial condi-
tion anc price s-ab 1\ aticrn policy was undertaken. The
evaluaticr results are ciscussed below.

-
“

(1) Finarcial &ryiveis

["A prepared and hzc precsented firarncial data for
January 1 bl
thru Septerber

These 173 have tesr analvzed and selected corparisons
Fave been rags “c <Fcw important changes and/or dif-

ferercns tha- ~co .o durinc the period. (See Annex
[T for +irarciai

(a) Balance thios

Current a&ssets tor 1G7€ show an increase of

<6 81C,227 ow2 1975 due primarily te the build-
up 07 routn rice inventories over the period (9
nontns!. 'r ron-current assets, the deferrad
resermve To ouality losses in inventories for

heat arg ‘nsacs _:mare has been elirirated, write-
of~* ‘or **;a‘*mlj losses are currently charced to

eperitiors. ne 1rnv ot rendinc by the auditors
6f the Lorsra“orfa, "Débitos y Créditos cor Exami-
nar' in t-e g‘anL 0¥ S$511,12€ has been recently
arilyzed ani the nrcoper acccunting entries have

beean mac=.

Accourts
has been

rzceivable From governmental agencies
reauc
of the acc

eiuced by $610,840 and a machine ageing
cont has been initicted.

The subsidy iter of $333,412 appearing in 976 re-
presents ar ertry in t*e accounts receivable from
the governrert for payments rade to rice proccessors
uncer Pesoluticn No. 15 - IMA of June 25, 1976, for
compensaticr of *he par+ial devaluation inventories
of rough anc rillecd rice held August 31, 197€ due
to the coverrment edict recucing the retail grice
from 22¢ rer pound to 27¢ per pound.
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The 1iatilities and capi*a] section of the bal-
ance sheer sfows significant changes. The bank
overcraf- ras heen e11n1rated. Short-term financ-
ing has cecreased by 35.0 millior. In an attempt
to wrave ito Yipaercial policy, MA increased

its long--ai “inarcial obtligations,

The carital sccrion shows a net 1noss between the
two pericds of approximately $4.0 million. In

the letter ¢f *ransmittal of the December 31, 197¢
financia!l stz:enean, Cesar A, Cordoba, Admiris-
trative Ziractor of IME, explains capitel lesses

as follcws . 'The aJF1t oxam1net1on cf IMA
establisre: accimuiated operatine losses stemming
from the crzzticn of ONMA (19673) to date of
S4,EC6,73c nnam, in fact, alimirated all retained

proftits anc acsorbed the carital of the Institute.”

Profit ard Lnss Staterents

In comraricon with the first nine months of 1975,
crerations in 1275 revealed significant changes
with trends incicating improvements for the Insti-
s coerational activities., A decrease in
sales of $1.400,000 is noted, however, the change
in ccst ot sales for the first nine months of 1976
is encourating, Ciscourting the one time charge
of ST,267,777 +c cost of sales for the estimated
inventor, "os:iss due tc damacad ! .errhardise, S1ross
nroTits for <re firss nine meonths of 1676 would

snov aimcst 21,0 million instead of a S267,438
loss,

Lnaouozesly tre Institute's operation has not
rezched 2 12vel

of efficiercy that will respond
to the oble s of guarartying markets for agri-
cultural products at rerunerative crices. The
format of the profit and loss statemert leaves
much o ke desired. A breakdown of the results
of the price policy that usually produce losses
does not exict, This is of vital necessity to
the Institute ir its executicn of covernment
policy. Corscious of its meny ceficiencies in
its operatior, IMA has initiated a program tc
inprove its level of technical and professioral
personpe 1. in Septembev 1975 IMA emploved 1,0€6
pecple - by Qacewber 1976 this rumber was down
to 202, 2 net reduction in personrel of 184,
Mere important than the actual decrease in per-
sonnel was the replacerent of departing employees
with tet-:v quelified ermployees.
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(c) Analysis

The Audit Cerartment of the Contralcria General
included in its =xamination of the financial
status of MY of Zentember 30, 1975, certain
analysic art coorente ies cn the financial situa-
tion of *na It:titute. This analysis is compared
witn tne r=oulcs of September 30, 1976,

(d) Capital

The ani.c < of cepital shows the capacity of the
Instituws to scguive short-term indebtedness
fiven tim rzlation of net capital and long-term
debt = i 223375, In the past year, the

inseoverart in T“a ,a‘acity to acquire short-term
deht i5 in oo ooder of 11,829 to 555,

In zre loariouos's mortfolic of loans pajab]e, it
i$ notea ThLt v ;“fe ber !G7J only 13

10ans cro. lang-term tas For Lhe same
data for 0757 th: .u”"—te ath 1oans have increased

to 67 of the ican pertfolio. In effect, this is
an indication -zt the financial policy of IMA is
gradualiy charging to permit the repavment of

lears witrous endangering the future liquidity of
the Inshitu-:

Until Febriary 1977, the deficit position of its

cari=a’ > rwoblem for the administration.
Tha unw ays in the funds of the govern-
nent, i in Arvicle 14 of the Law =7
caused the capital situaticn from
Seuta conpared o the care date in
197¢ ynad that a total loss of capital

for the ceriog avoulLef to £4,669,938. In this
period, for the firsi time, a subsidy from the
governmert in tre amount of $837,816 was pledged
to the { rarciai furd. Curinc February the Minis-
ter of Plzrning anc the Mational Financial Commis-
gsion approved the trancfer of $S10.0 million from
IMA's Toan sayable “c a cortrititicn to capital.
The Hational Traasury will, in effect, assume
[MA's $13.0 million liability and the Institute's
accounting will make an entry to its capital
account as of December 31, 1976. The $10.0 million
will be raid back to *the nau1ona1 Treasury out of
IMA's operations margin at some unspecified future
date.



(e)

Liquidity

In Septeuber 1975 the relation of current assets
to current liabilities was 1:0.72. This relation
had impreoved substantially by September 1976 when
i* was recorded as 1:1.76. Short-term loans,
under currart assets, were reduced from 109.69%

FrT1eTs wp D ie 1677 Ie conparison, the liquid-

Ce e e \_w.agmg nuwcvel
arob]ems in the accounts receivable and inventories
are recognized and muist be dealth with,

The ageing
dicate a ¢
o p LBICEr

grioration in ¢rains and salt. In
receivatle we

ot accounts ard notes receivable in-
T

, “5 0T these acccunts anc rotes
= within the €0-day column with

14
only & n tha 1Z1-days or rore column. However,
in 1375, 27 are in the 60-day column and 22%

in the 1’1-da/e or more,

Fully aware o7 +thic probler, IMA has initiated
procedures tc expedite the preparation of ageing
informatior, -hereby enabling the administration
to take irmediate ac:iien in collections. For
“he Tircc fire or zooinc 0 *the acoounts veceiy-
able “rni svgvneness? o coepcios vne ke Spiticted,

Thoe boeoe e : [T S N pe o by

Zue to the shert-comings of the present procedures
for physic:l irventery, a reserve was established
fcr darazec inventories ¢t ¢réins anc cercals.

The chzrse %o operations for the first nine months
of 137¢ was for 31,267,007. Physicel inventories
are stiil rct teken at regular intervals. In view
cf this, action has been initiated within IMA to
establisrh a disciplire in this very important cur-
rent asset control,

IMA is aware of the impcrtance of the accounts re-
ceivable in the acid tests relative to ligquidity.
Comparison of 1576 to 1975 shows small improvement
in this respect. A 1:0.24 to 1:0.44 is rotsd for

the pevinde cf Sartarba. 107C —oa 1077

BEST COPY AVAILABLE
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(f) Capacity to Accuire New Loans

The caracity of the Institute to acquire new
lToans cortirues to be very limited. To alleviate
this 3i* .3 it becomes inperative for IMA to

0

;

N
AL 0r

i
deterrira i-c croraticnal deficits directly at-
trifutad <o rre

plerentation of goverrment price

rn the sare manner, the cost of

-
policy are racuest timely reimbursement., In
great par: tﬁeJe deficits stem from the pricirg
policy esstallisned by GOP to encourage agricultu-
ral LFCW.”iTZ” j

nt

maintainis;
mucT he
nermitoin
and receris guare

ary reserves for the Government
viaived with accuracy anc promptness
+

-~ Institute te charge *hese costs
from the Centrail Government,

cereral ocrizerion for establishing its
gricuic.: st otoes: that they be stable, remunerative
for poocucers, o Tair 6 Cconsumers,

In addition o *n¢ three general criferion mentioned
above, the agricultural sector has the following policy
coals:

(a} Increased ‘rccome for the agricultural sector.

(b) Ircreases 2rnioyment cpporturities and product-

(e} Pruvide zonsumsr protection,
(f) Import sutstitution.

The prircipal c¢hallerce o GOP during 1975/7€ was the
level of prices *c producers. Hovw dces one determine
vhat remuneraticn the producer should have? C(learly,
from the consurers' viewpoint, the price to be paid
to producers muzt bpe adequate to bring forth the
desired nroducticn. Once this_ is established, the
interests of carsumers would be best served bty fixing
raximum selling crices to cover
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costs of storace and handling and allow a reasonable
margin of profit to the intermediary - how well did
GOP accaoirplish all these tasks during the past year?

(a) Prices Paid tp Producer

The agricultural sector has accepted the noticn
that it shculd be possible to calculate the costs
of producticn, and to assure producers that their
costs would be covered by the mipimum price.
Despite its cuperficial appearance of reasonable-
ress and siintiicity, cost ¢f production is not an
acceptabie tectnique for establishing price levels
even 1n the area of sublic utility regulations
(enterprises wnich keep complete and accurate re-
cords) erdlecs arcument is pessible over what items
of expenss shoull be allowed to be decducted from
gross incore —c determine ret income; and ther,
what shoul< te =he allcwable rate of return on in-
vested capitai., I IMA wishes to follow this tech-
nigue it 7us® carry out a stratified sample of farm
producticn costs and krow the costs of each class
of producer. Tnis must be done in order to deter-
mine which producer class will tenefit from IMA's
pricing policy.

Within this setting the agricultural sector supported
the price for rice for the agricultural year 1975-76
at 310.0C rer cwt., For the year 1976-77 the price
vas lowered *o £2,90 per cwt., but in September

1976 the prizs was raisad to 510.50 per cw:. Tre
iustificaticn for the ircrease was stated tc be

*re reed “nv fdennifyirc the producer for (1)

higher procuction ccsts and {2) drought damdge,

The arrguncerent that crices were to be raised was
mede in Septerber {Just prior to harvest) when the
major procduction ccst components had been incurred
menths before, The folicwing table shows the

support orices for selected prcducts since 1972-73.

SUPPORT PRICCS 0F SELECTED FRCLLCTES

Rice Eeansg Onians Corn
Year S/CHT  TIndex S/CHT Irdex S/CHWT TIrndex S/CWT TIndex
1972/73 6.50 106G 10.75 160 =50 100 2,50 160
1973/74 .00 105 17.5C 163 17.070 137 6.00 133
1974/75 10.00 154 50.CC 279 13.¢C 1€5 .50 142
1675/76 10.C0 154 15.CC 150 13.CC 163 8.5C 142
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Special erphasis has been placed on raising sup-
pert orices to rore rerunerative levels and tec
broader l*s's nurchasing rower, The increased
suprort levels were of most benefit to producers
during ac-ic.lourel years 1972-74 and 1974-75.
The incraase in rice for 1972-74 with respect to
the y23r "2753re was 87, and %45 for 1574-75 com-
pared <o 1272-73. For corn these increases were
in the orcer o 337 and 229 respectively. The
following +znle shows that the new pricing policy
had a positive impact on the farmer,

INDEX OF PROOHCTIC!N SF <TLECTED PRODUCTS
Year Rice Leuns Cnions Corn
- oernent -
1872/72..... LN TN 100 130
1973/74.. ... 13C 12 156 124
1974775, .. .. 1dd T 175 134
1875/76..... e 174 162 146

Rice production in 1975-76 was 48° over the base

year 1972-72. The increase for corn was 347 for
the sare period,

The GOP's nevw pricing colicy resulted in IMA be-

corving & oo izive force in the marketing of agri-
cultural ocroducse. This is borne out by the fol-
Towing table.

PROCUREMENT ThCEw OF “IZLECTED PROCUCTS, IMA
Year Rice Pears Cnicns Corn
- sercent -
1972/73..... 100 100 100 100
1973/74..... 166 £50 49 116
1974/775..... 244 2,350 71 i1l
1675/76..... an 950 133 11

IMA's purchases since 1972/73 have increased
dramatically (3117 for rice and 850% for beans).
These increases have naturally created storage

and nandling problems for IMA who is burdered
with nbsnle+a farilitiec.
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(b) Costy of Storace, Hardlinc ard Distribution

[MA is authorized uncer Law No, 70 %o charge for
the services the Institute performs. IMA is ex-
pected to charce sufficient fees to cover all
costs of stcrage and handiing.

It i¢ impossible *to determine at this time if
IMA's price structure adequately covers the cost
of storage and handling. Indications are that
they are no*, (see the financial analysis section).
Appropriate charges are indeterminate at present
because IMA ceces not have the facility for accu-
rate cos* accourting., A re. cost accounting
svstem 15 ar =lgment of this Prcject which has
not reached *he implerertation stage.

An important element of [MA's marketing program

is the determinztion ¢f a price structure that
allows a reasongble margin of prefit tc the inter-
~ediary. [IMA's otticial tuy/sell margins are
shewn in the following table.

OFFICIAL EUY/SELL CPERATING MARGINS (S)

Commnodity 1975/76 1976/77
Rice....c.vvunnn 0.80 1.70
Corn.ovvvennt n.7% 0.94
Beans.. . ... 2.43 2.00
Iimported Ceans... a, 76 1.00

Source: fregrara de Actividaces 197€/77

(3)

Organizational 2evision

Most of the ferejein~ discussion has raised issues
which econcric andé statistical aralysic can evaluate,
and which shouid be evaluated by sound, objective pro-
cedures, by acecuately-trained personnel, so that
policy makers can exercise their responsibilities with
full awareress cf the prctable consequences of altern-
ative courses of action.

The revision of !“A's organizational functions re-
flects an effort to cope with its many cperationeal

problems, The firencial segment, ever increasing in
complexity as the Institute strives to finance its own
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activities, was separated from the administrative
services sectior in order to strerqthen it. Admin-
istrative servicso< are also currently in the process
of being strerctnened to perform in a more efficient
manner .,

Effectively, “re racenanizaticnal process of IMA ds
in the final stages of implementation.

In order to inprcve the mectanics recessary to evelop
meaningful rrcarams, IMA has converted the 0ffice of
Investiuatfor ant Cevejoprent to the Planning Cffice.
Tre followinu cescribes tre four departrents in the
f5%ice anc th=ir “.ncticns:

fa) Departrent of Ceoqrans

Prenaratior ¢ reaw plare and procrams for the
Institute. Tevaloprert of arnu~l activities and
graervatire rroavat, ccordirating systems, and
avajuaticr ac ities

(b)Y Cerartment of Toreoric Studies

Provizs markat aralvsis, structure of markets,
cest studies, ard vasearch for the purpese of
establishirg nri-: fa*a for services and products

(¢} Degartrner* ¢ Technical Stucies

Crovide rassorver for the irprovement of stcoraqe,
handling arc crecessira of aaricultural rreducts,
Adcitionally, orer2re, with producer

ard mublic ang ;»1 arte institutions, crades and
s*tandaras “or aaricultural cermoditiec.

(¢} Departrert cf investrert Frojects

[mplementa*ior and contrel cf investment projects
with naticral and irterratiore]l financing organi-
zatiors.,

IMP will dincorravate the followirs activities into the
Plarring Cffice's scope of respcreiuility.

(a} Activity - Class |1

The work fcr the annual budaet ard program should

t
include an arpraisal of likely market conditions
for the
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tasic.feed creps during the cominc year (with
attenticn *o *heir pesition within a loncer run
context!, orc-ecticrs of the normal prices Yikely
to orevail, ar ectimate of the possible minimum
prices teo b oo for cvep years beginpina within
the calentar Lear, and estimates of likely [MA
involvement, cuantities, purchases, etc. at these
prices.

Activity

B )
Class 2

The coecial cemndity pagers, one for each of the
bacic “oc: orans, are to te timed to aid the gen-
egral ~arz:or «nd Directive Council ir deciding
upen the ~ricyr and raxinue prices to te anncunced
for tre oror near, It woule tring to a foccus anatl-
yees. smatis=igal *ab'es, studies cof the supply and
demar i siIuzticor and orosoects, a surmary of macro-
ecoromic assurpticns 2 fecting supply and demand,
ralevart foraigr market conditions, and a set of

¢ anc the implicaticns of alternative
sirirur and raximur prices.

The pericdic {weekly or biweekly) situation reports
stoulc contiin a stardard table of statistical in-
formaticn, i.e., current prices, stoces, imports
ard exzo~ts, oreduction data, and key statistics
for neichtering countries anc world market, with
cotparissot, [0 chould include a brief picghlight
essay or 2vv sianificart recent cevelorment in

crices, Zurgly or dictribution affectirc the
crospects foroary of IMA's current or rear Tuture

NroaGrars,

Activity - Chass &

The ecororic ~roup shculd nermally be working on
ane or rore special prcjects aimed at irproving
i*g servicee: cuch sul‘ects as the statistical
hase on wnich 3% makes i*s rreojection, srecial
analyses ¢f ovitical icsues, such as protlems of
seascnalit,, tie locztion ¢f purinasing ectiv-
itiec, estab lichment or modification of orice

differentiais, the effects of imports anc exports,
the inproverert of estirating equatiors, etc.
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(4)

The following stazistics will either be qathered by IMA

cr

rade availerle <o it for use in planning and policy

mab Ing activis e,

(a)

(b)

Supply ard U<i1ity Balances are reqularly prenared
for the rolicwing rroducts: rice, corn and beans,
sorghur, cotfee, cnions, potatoes and some other
vegetables. Tre gcal for this work is to realire
balarces for the 22 most important products in
rartertine,  Thes cbjective ¢f this consists in pro-
viding tro ‘,1"ts, technicians ard directors
vith a rescarcr cource containing subject informa-
tion,

Frincipal irverents of eaqricultural products be-
Lween prcfi nces are being tabulated through bo*h

the Rica CLu fate 31 Chiriqui and Registros de
Lutaridaz Fortuarie ir Fanara City witn rparticular
attertior :1id o rroduce from Chiriqui and
agricultural oroducts “rem E1 Darién,. These amounts
are usod 25 oroduction and supp]v indicators for
preducts rot teing reported in timely fashion in

the officiel statistic informatior.

Impors and vt infcrnatior is obtained from Pe-
aistres de in¢armacién de la Tirecciér de Opera-
ciones (1Y apc from the Direccién de Comercio
‘nternacicrel {IMA). In addition, Statistic and
Lansus pubiishes a yeartook summariZing the perti-
nert intoreation.

Surveys cre rmad
clude plantes 3y
matec harves*®.

for cotatces and orions which in-
ca, prcducticn feorecast and esti-

(.

QOther surveve are conducted in order to obtain
inventery ieve1s in farms and warehouses for rice,
corn, sorf“ , coftee, potatoes anc onions.

The Frice ant "arketing Information Office ccllects
daily rezail src wholesale prices at the puklic
markets in tre cities of Panama and Cavid. This
service is tzing reviewed for its future expansion.
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(g} IMA's purcnzc» ard sale irformatior is obtainec
from recorc: ¢ the Operations Departrment. This
service is 21vc under study in order to erpecite
the gatherirg 0 information directly fron the
Finance Departvent and also to increase the nurber
of procucts, in particular perishable products.

(R) Informatior on neat espcris are maintained.

(i) Pegular statistics are maintained relating to
internaticral price inforration obtained utiliz-
irg the Lall Street Journial and from other records
naintaines Ly the Direccidr ae Comercio Interna-
cional.

(i) A monthiyv ublclesale pricss ssrvice is provicded but
it needs :-.vz2rsicr relative to providing  prompt
and timzl, “ricrmation or national anc interna-
tional prices.

(k' Preducticn *or s are provided by the CPPSL‘
Derartment. I[MA develops forecast$ on crions and

potatoes Tor ir.erna; DUTrPOSES.

(1) Pericdic situation reports and surveys of agricul-
tural prcaucts are maintainec,

Construction anc Frocuverent

ity
are

Since Losn sionzture thne constructior and crocurement activ-
has uraeraone crae raic
a5 folicws:

r revision. The approvea changes

Aceoa 250,000 cuintal <torage facility in Devid,

Add a 207 .°P0 quintal stcrace facility in Bayano;

AT

guintal cicrage facility in Changuinola;

Reduce by 130,707 uintals & storane facility in
Cantirno:

[ ]
,-1

Reduce by &C,070 quintals re facilit, in Panama;

Peduce by 40,000 quintals a storace facility in
Garachiné;
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(7) Recuce by 40,000 quintals a storage facility in Rfo
fglesia;

(&) Delete a £,000 gquintal storage facility in Alto Bayano;

(2) Delete the purcnhase of 100-150 ton shallow draft
vessel;

(10) Celete the construction of a wharf at Ric Igiesia.
These changes were reguested because of the following reasons:

A tetter knowledge of *he existinc facilities and the pro-
posed installations in the main rice production areas.
This includes changes from (1) to (5) (as shown on page 34).

A better knowledge of agricultural production in the Darién
area which requires a recuction of design capacity. The
result is the changes incicated in 6, 7, &, and 10 (as dis-
cussed on pages 34 and 25),.

The adcition of a 250,000 qq plant in David allows sufficient
facilities in an arez of expansion and principal rice pro-
ductior. IMA's purchases in the David area are substantially
greater than purchases in any cther province in the Republic.
The present capacity rearly all rerted) piaces IMA in an
extrenel, undesirable cost situation,

The acdi“ior 0f a fecility in Payanc with ¢ capacity of
200,000 44, will satisfy demands in this area which has con-
siderat e potential for increased rice prcduction. There
existe a potential for farming more tkan 5,0CC ha., using
irrigation, with possibly two hiarvest seascns anrually, pro-
ducine about %0 qo. per hectare - thus justifying the
construction of this irstallation.

The olirination ot ithe 150,000 gg. facility in Changuincla
results frem a policy change and ture cver of all invest-
wert to the Integrated Develcpment Corporation of Bocas del
Tore vhich i the short-term, will satisfy current production
nesds T the aveg, ‘

The ypar2*ion ip caracity of the Taciity in Santiagc by
T iy coresulted frore the vecent serstructior of the
TROLe0 S racitity din Sond oand the FRDL,N00 gg. intall-
étion i leronere,
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*  The reduction ¢f Z0.00C ug. in the Parama facility is based
on the closeness ancd the capacity storage of the facility
in Ckero, which permnits arn immedia-e supply of rice to
Panara City.

*  The reduction cf 40,000 qq. in Garachiné and Fio Iglesia
ie besed on a more exact understanding of production capacity
gerera*ec in these areas.

* The facility to te constructed in Bayano will permit elimina-
tion ¢f 5,000 qq. from the storage capacity in Alto Bayano.

*  The «lirination of one of the shallow-draft vessels will not
decrease the capacity for transporting rroducts from Darién
to Manamd.

*  The 1centificztien of La Faira as a legical reint for hardling
productc r the area of the outlet of the Tuira River makes
it teroo do cgratvuct arether deck circe aroarpronviate
TON o e AT al e

1 . N T Y ' L,k
S Lrats

Several charges in (roject inputs have teer made over the past
year. Each change has been described ir detzil in the section
inmediately preceeding. Justification for each change was anal-
yzed and it was ~ *ermined to be rational, providing the basis
for a sounder project.

s
~
-~

€
h

If the inputs are provided on schedule it is reasonable to ex-
pect that tte cutputs will be produced on schecule.

One exteynal facter that ncw looms important, and must be real-
ized if the planned outputs are to be obtained on time; that is,
vwill GOF  counterpart funcds be availatle? Panama's present
financial crunch could seriovsly affect the project if counter-
part funds are not forthcoming as needed.

Transformaticn cf Outputs to Furpose

a. Testinag Frcject Purpese fgainst Cenditicns Expected

Inasmuch as several rmajcr revisicrs of cutputs are row con-
terplated it will ke impossible <o fully achieye the project
purpcse within the presert time frame. The specific output
revision that materially effects *he preciect purpcse is the
proposed delay in the -old-storage construction program in
erder to corstruct th. large grain storage facilities and
onion varehouse. IMA will rot be acble to recuce the lesses
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of perishables between producer and consumer by 15% below
the estimated 1975 proportion as planned. However, in
view of large losses incurred in grain and onion handling,
this is justified. All other conditions expected at the
end of the project remain valid.

Several input/output alternatives are available to IMA at
this time. Each alternative has its own financial and
priority constraints. One such input/output plan is pre-
sented at the end of this section. This revised plan is

in discussion stage and has not been subjected to intensive
analysis.

Testing Cutput and Purpose Level Assumptions

Past experience and familiarity with local developments leads
the evaluators to believe that the purpose level assumptions

are valid. IMA must, however, exercise care in the future

to assure that support prices are not set so high as to limit
consumption among low income groups.

Achievement of Conditions Expected with Outputs Provided

The output Tevels as planned will lead to all but one of the
set of conditions which are expected at the end of the project.
That one condition (reducing perishable losses) will not be
totally attainable without additional outputs. Additional
funding must be forthcoming if this condition is to be real-
ized (see proposed financial plan - Note: Training in perish-
ables will continue as planned).

The above three steps have shown that the conditions expected
at end-of-project will not achieve the project purpose unless
the GOP is able to increase its counterpart contribution, or
external sources of financing become available.

Transformatior of Purpose to Goal

There is sufficient evidence throughout the world to convince the
evaluators that when the efficiency and effectiveness of the
Agricultural Marketing System in Panara has been improved the
incomes of srall and medium-size farmers will also be improved.

Tecting Measures of Goal Achieverent Against Goal

The indicaters of Project impact are reasonably related to
the goal,
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Contribution of Purpose to Goal

The extent of the marketing problems in Panama are great.
The CAP adequately portrayed the losses and their causes.
This evaluation report provides an additional insight to
the extent of losses suffered by IMA (see financial section).

The GOP has realistically focused ir on their major loss
items, grains and onions. It is their understandable desire
to attack the "worse" problems first, then proceeding with
the construction plan as money permits.

The evaluators are satisfied that the inputs remain of
critical importance to the agricultural marketing plan of
the GOP. The accomplishment of the grain marketing plan
alone will prave extremely beneficial to the small and
medium-size farmer,

Proposed Financial Plan (12-28-76)

On December 17, 1976, Harris-Sglarian submitted to IMA a
schedule of revised construction costs based upon their
preliminary designs for the 5 large grair facilities. These
cost estimates were considerably higher than anticipated
due to several factors including increased total plant
capacity, upgraded design, and underestimation of the rate
of inflation that has occurred since Loan signature.

The following financial pian is a tentative proposal, pre-
pared by the Loan-financed Marketing advisor, for IMA and
is tased upon cdata provided by the A&&E firm. This plan has
not been approved by IMA or AID. Essentially, the expected
impact would be that of delay in the construction of the
four cold storage plants. Further impact analysis will be
undertaken by the Mission when a formal request for change
has been received in the Mission.

(1) Land

Land costs for Panama, David, Santiago, and a new onion
warehouse are estimated to be $300,000. (This amount
was reduced from the original plan becasue IMA is using
land already owned by the government for all other grain
facilities.)

(2) Terminal Grain Plants

Harris-Solarian estimate the costs of the five terminal
grain plants to be $6,295,000.
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Country Elevators

The original plan has been adjusted by the elimination

of three country elevators each having 5,000 cwt. capacity.

Vehicles and Equipment

The number of vehicles has been reduced, but sufficient
vehicles have Ltuen retained for efficient grain move-
ment. A1l auxiliary equipment has been retained as
originally planned. Laboratory equipment has been in-
creased by $30,000 to improve IMA's capacity to analyze
grain for water content, etc., at the time of purchase.

New Installation

IMA has suffered severe losses in the past in onions
through improper curing, drying and storage. It is
estimated that the losses for 197€ were in excess of
$206,000. According to preliminary cost estimates sub-
witted by Farris-Solavisn, new onion facilities will
ont AT rcinately S0, 00,

Acccunting Equipment

Accounting equipment has been reduced by $50,000.

Engineering Services

The Harris-Solarian contract was signed for $549,000
or 549,000 over plan. This item has been increased by
$49,000.

Technical Assistance and Training

The concern of Minister Paredes and AIN regarding
adequacy of technical assistance and training has re-
sulted in an increase of $30,000 in technical assist-
ance and $70,000 for training. An additional $120,000
has been reserved for a consultant to work directly
with the Director General of IMA,

Marine Ships and Box Plant

Under the proposed plan all of the ships and the box
plant would be eliminated with the expectation that
they will be included in a later loan request.
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I

Land

Grain Facilities

A. Terminal Plants
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PROPOSED FINANCIAL PLAN

Chiriqui
Bayano
Panamd

Las Tablas

Santiago

LOAN N2 525-T-042

($-000)
IMA
300

690
572
572
497
317
2,708

B. COUNTRY BUYING STATIONS

Garachiné
Rio Iglesia

E1 Real

Muelle Flotante

C. Small Buying Points

13 in Total

944
784

681

TOTAL
300

29
29
29
20
a7

369



SECTION II

PERFORMANCE ANALYSIS




ITI

VI

VI

D. Vehicles and Equiprent

Trailers
Tractors
Trucks
Pick-ups
Fork Lifts
Conveyors

Laeboratory Equipment

Snecial Installations

Dryirg and Storage for Onions
Accounting £quicment

A & E Services
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Technical Assistance and Training

Technical Assistance
Training
Consultant to Director General

(Marketing)

TOTALS
p4

3,360

54
81
100

257
50
600

500
300

V) -
(%] N
o o

TOTAL

54
81
100

400
50
600

500
300

-
~n
(&)

920

100%
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PERFORMANCE ANALYSIS

ACTION AGENT - Cooperating country (The Agricultural Marketing
institute - IMA)

Evaluation for periecd: March 1, 1976 to December 31, 1976

A. Important cutputs dependent predominantly on the Host
Government:

1. Construct or renovate and equip buying points for grains,
fruits and vegetables,

2. Construct and equip collection stations for buying and
storing grains and semi-perishcbles,

3. Construct terminal plants for receiving, drying and
storing grains,

4. Improve storage/distribution centers for fruits and
vegetables.

5. Construct cold storage and sub-zero facilities for
"working" and storing perishables.

6. Construct deck facilities in Darien Province.

7. Establish a plant for.manufacturing shipping crates for
fruits and vegetables,

B. Actual periorinance during the period as compared to plans:



1a.

2a.

3a.

1b.

Factors/Consultant
_Selection rhase

Preparation, review
and approva) of ce-
tailed scope of work
for engineering
consultant services.

Effectiveness of
evaluation ifeanm res-
ponsible for shert-
listing and final
selecticn of cor-
sultant to submit
technical proncsels.

Evaluation tear's
review ard analysis
of technical pro-
posals and selection
of consultant fer

contract negotiations,

Effectiveness of
consuitant contract
negotiations.
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Actual Performance
Compared Lo Plan

Actual performance
of the action was
carried out on
schedule and with-
in designated time
frame.

Actual performance
of this action by
the evaluation team
was carried out ¢n
time within desig-
nated time frame.

Delay of epprox-
imately one month
caused by changes
in IMA administra-
tive staff and also
changes in project
construction sites
which were based on
re-evaluatien of
overall prcgram re-
guiraments.

Actual perforinance
of this ac:tion was
carried out on
schedule and within
designated time
frame.

Effect on
Project

None,

None.

Delay resulted
in adjustment
to irplement-
ation schedule
and an exten-
sion of approx.
one menth prior
to initiating
formal contract
negotiations

lione.



Factors/Consultant
Selection Phase

2b. Prices negotiated
within estimates
and budrset limit-

ib. How actual con=
tract time re-
lates to IMA
estimates.

4b. Agreerents and/
or concessicns
made by IMA in
order to nego-
tiate contract
amount down,
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Actual Performance
Corpared to Plans

The consultants ini-
tial cost proposal
of $B4Q,856 was ne-
qotiated dewn to
$551,000 (including
bink charges). This
amount exceeded the
budget estirate by
$51,000. It is anti-
cipated that this
amcunt  will be made
up from economies in
other areas of the
financial glan, Al-
though the $5:51,C00
anounts exceeds the
estimate the figure
is still considered
to bte an acceptable
negotiated amount.

Contract Timing:
Design: 34 wks. 36 wks.
Censtruction:

40 wks - 52 wks.

Total contract time
reduced by one month
with the contract
period estimated to
end mid March 1978.

In crder to realize a
savings in the nego-
tiated contract amount
IMA agreed to provide
the following scrvices
in lieu of the con-
sultant: Reproduction
(xerox and drawings)
Furnished office space
Three field engineers -
construction phase.
One draftsman - cons-
truction phase,

Effect on
Project

None.

None,

None.



(VA)

Factors:/Zcnsultant
Selecsizn rhice

Final lesa:’ re-
view Ingd execu-
tizn of coroaitn-

ant ccntrace

Provision cf tech-
nical in‘ecrration
(maps, olars, 7727
toponrachy cf
¢chzsen sicss, soi)
perforaticrs 2ng
correspcncing 1&b-

oratory <na.sses)
the cersuliant
in a ¢irely —anrer

cas calico for in

the c¢centrace
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Actual Perforrarce

‘ .
Cercered g 2lang

Ce‘ays were axpe-
rienczs in carrying
put Lhis acticn be-
cause ¢f extra tire
eeced ¢ determine
the tyce oF reten-
ticn clause to be
inser<ec in *he

contrace,

~C%icns o cecntract

with Technicians
required <G execute

the szil irvestica-

ticn wera noT ini-

tizzte i1 aftar

tre coriract cer-
forrance chase tagen
These ‘ans should
have carried cut
wel) V3NnC2 <0

the ¢ cent ccould ce
provi T8 CerTinent
sia az “re very
begirn 27 the on-
tracs 24, Sore
jeizy SOr-Rehid Rery!

¢r the istgr £lan of
Action “ar zorstruction

Wwas§ SxTertantal e
acdciticn o the ekcve,
some delay resuited from
[MA not ha.wrg firm
locations icenzified for

all the si‘es where grain
and perishables facility
cons<ruction is to be

persermod,

Effect on
Project

The additional
time required by
I¥A lecal startf
rake this
ru]ing resul ted
in the contract
not being signed
on time and the
program schecule

hac to be ad-

Justed.

£ffoct of not
having relevant
technical data
availeble inme-
diztely was a
1css of valuehle
tTTQ during the
initial week of-

the centract ce-
sicn phase, I%
1s anticipated
~hat this tire
rnar. be race up
withcut having
an adverse 1rT-
sazct on the over-
317 schedule of
consultan: cen-
tract activities.



1d.

2d.

Factors/Consultart
Selecticn Fhasa

1on ¢of of-
rice sgace, nquip-
mENT arc vehicular
support =c the
consultert in a
tinely ranpner, as
called for in the
contract.

Pravis

IMA Const "u*‘icr
¢t Buyira Poire
{Puestcs ze r‘f")r:s)

Conpletizn
standard ¢
stecifiee
5G6C0 ard

Site visits to *he
propos=<C lccaticns
of the buyina
points 1. orde
make Cﬁtor ina
re over=: fea
4.

ticn and agr1cu1~ura1
precuct producticn
in the trea selectad.

Acquisiticen of
land titles
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Actual Perforrance
Ccroared to Plans

The office space
was not irreciately
rade available *o
tha consultant and
this resulted in
come inconvenience
during the initial
weak cf the cdesign
pericd, Mo major
adverse irpact or
deiays were ex-
veriencad.

To dete final
standard designs
ard spocificaticns
have not been 5ub-
Titted to AID for
review and apgroval
pricr to the starg
of constructiocn.
The original sche-
duie called for de-
sign and specs. to
be completed in
orczr for censtruc-
ticn to begin in
Hovermder 1976,

To date only about
heii of the pro-
posed sites
visited by IMA and/or
USAIC staff., Plans
arc being made to
visit the remainder
of the proposed
sites, but delays

in carrying out

these visits could
have ean adverse
irpact on the over-
all construction pro-
gram for the buying
points,

havye been

Effect on
Project

None,

The effect of
delay in cxe-
cuting this
action will be
critical to the
project activity
if construction
does mt get
underway this
dry season
(Cec. 76-

April 77).

The effect of
delays in
mzking neces-
sary field
visits to the
construction
sites might be
the prolongation of
construction
activities te-
yond the cur-
rent dry season.



3d.

4d.

1

Contrac*.il

hire enginee

a

ment witn [tA
r

ponsible for:

a. Scheduling ccns-
truction ma“erial
procurerenc,

b. Identiication of
skillec and semi-
skilled 1zbeor re-
gquirerents for
censtruction.

¢. Construction
maracerent and
supervyision,

Constructicn of
Floating Cock

(Muelle Flotante)
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Actual Performance
Ccmparad o Pians

The hiring of a
local engineer by
IMA was rot ori-
ginally called for
in the initial
prciect plan. [IMA
has contracted the
services ¢7v a com-
petent 2rgireer to
provice essential
managarant and
sLcervisory ser-
vices for the
exacuticn of [MA
cons*ruction acdi-
vities. These ser=-
vices srouid expe-
dite censtruction
activity and help
to avoid delays

in imrzlerentation.

eliminary/firal
cn iaveout end
s for
geck

—
IO
ct
[44]

orcer o 2y

dry seasen in
accordance wizh
the project sche-
dule prior to
commencemrent of
construction,

final design,

specs and cost es-
timates must be
submitted to AID
for review and ap-
proval.

Effect on
Project

None.

None.



Factors/Consultant
Selecticn Phase

sd. Construction of
Box Factory

6d. Project vehicle
and equipment
procurcment,
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Actual Perforpmance
Ccmpared to Plans

In acrcordance with

the project <-hedule
acticen is being

taken to identify and
locate a feasible
construction site.
Development of a cons-
truction and equip-
ment progrzm must be
carried out early in
Ct 77 to avoid delay
in having this project
element available and
functioning in orcer
to meet scheduled box/
¢rate production re-
quirements,

The project schedule
calls for [MA to pro-
cure project related
vehicles and equip-
ment. A prcgram for
advertising, bidding,
purchase and delivery
of these items is
being developed ac-
cording to the over-
all project implement-
ation plan. In order
to avoid delay in
delivery, [MA must
cerplete all specifi-
cations and bid docu-
mertation during the
early part of Cf 77.

Effect on
Project

None
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RATING:  (Actual gerformance during the period as compared to
plans

UHSATISFACTIKT SATISFACTORY QUTSTANDING
1 2 @ 4 5 6 7

RATING: (Importance for Achieving Project-Purpose)

Low MEDTUM HIGH
L] Actual vl Actudl
<] lrmcact ] Imoaat
O o
— | - = <
sl 3 'zl 5= § sl 3 '4 5{=5
gZls AT < o= Slxe
X =
FACTO2S 1] gfve FACTORS N S A
—_—— O [% L = - e pe p— o L |w Sl o
PERITINEL A TR CTHER FACTORS 2!tz 2102
. Competence: Centinuity p \ V7 1. Cocperatica within Host \/
of Prorect Lesge=rship v Goverrment
. Ability to imziement , 2. Hest Government Cooperction with v/
Project Pl v HNon-Government Orcanizotions
. Use of Froiezt~ 3. Avaiiability of Reliable ‘
Treired Manpower v/ DatarStatistics ! V
. Technicai 3xills cf i ,i 4. Adequscy cof Project .
Protect Perconnei v Funzina /
1 - S ! am: "™ a i
. Planning and ‘ ‘/‘ S. :e:..slarno. Chenges \/ ‘
Muncrement Skiils Seievent on Proieze !
. Technrcai den- v 5. Adequccy of Prajecs. \/ ‘
years Averishie ) Related Cracnizetion
7. Cortinuity =i Staff \/ | 7. Physical Rescurce Inputs v
. Willingness to %ork 3. Maintencnce of Facilities V
in Rurai Areas '\/ cnd Ezuipment
. Adequccy of Poy 7. Political Cenditions
ond Allewences v Specific 1o Project \/
10. Resalution of
. Counterpart Acceptance Surecucratic Prehlems V
of and Associcticn with
Project Purpase )
! P Vv 11. Rezeptiveness ta Change Vv
- Management of v 12. Actuzt Discemiration of 4
Cemmuodities Praiact Denafits
13. Intent Tsopocity to sustain andor -
Expand Project Impact After U.S, V
Inputs re Termincred




ACTION RECUIZED:  (What acticns{s) shculd be *aken to improve
the perfor—ance of the cooperating country - IMA)

1. The continuity cf ™
success of nrolect o
tion phase., Therefor
avoid changas in per

ment staff is vital to the
§ during the upcerming construc-
v e“fort should be made to

‘13(!2

2. In order for IMA to provide the services which have been
identified for the constructtn phase, an expanded and
strengthenzd organizaticn2] staff of field inspection
enginecrs and constructicn managerent staff will have to
be rmade avzilabla wi-hin the tire frama stipulated in
the consultant contract schedule (Master r|qn) and the
overall oroject implerentetion plian.

3. Counternart ‘undirc allccat
100,000 and for 1S77 <hz sum of

N

"~ by GOP for 1976 was
¢ M was bucdgated., The
ounterpart funds shall

Joan aoreerzrt stioulatas C
sh. I"4 should insure

at
be $520,0700 lanc anc $C,220,000
that .this ~crey rerains availab

el

CHENGES TN CONSTRUCTICH PRCCRAM

Changes in fz
rentation Let
been rade by 1
in the Construc

ilisy 1oc <icn and capacity 2r-oreved by Imple-
wo. &, znd raticnale for revisiont which have
Zuring the evaluution pariod are explained
icn and Procurerent section, page 22.

1. Action Frent - Contracter: Harris-Selarian, Engineerirg
Consultant, Jainl Vent.re /Desian and Construction Suservision
Phases of Project Activity,. Evaluation for period o7f Octcber

11, 1976 to Decezmber 21, 1976,

Funding:

1. Cumuleat e Cbligations 2. Estimated Budget 3. Estimated
through p=ior fiscal current fiscal Additional
year, year Budget current

fiscal year
$128,971.50 $422,028.50


http:422,028.50
http:128,971.50

Ime
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ortant Outtuts depencent sibhstantiallv on the action

agent.

1.

3.

Construct terminal olants for receivirg, ¢rying and
storing

Improve storage/cistributicn centers for fruits and
vegetakbles,

Construct cold storxge and sub-zero facilities for
"workinn" and storing perishablec.

Actual Perfor~a-ze cyrirs <he -arisd as cerzared to plans:
- Cmecn 7{ DERFORMANCE AGAINST PLAN M
1. EYL JATION FACTZIRS nem i = TTITIITIITT
0. Undersfonding 2ro1amt CUIZO3O. o 0 v vt vt oo n v e n o oot s oneonanssunes (")
b, Planning 12 327 eve pU'SA3@., . L . i sttt vt s s e e s e s . (%l ]
c. Stoff of proper xrzm L L L e e e e e et e e e e e L ! et
a Timely strival af saseznmal (o000 e e Ve i s s e ; . ! b
e. Techvical quaiific=rians of personnel . . . .. . v oo et e e e e 7 : (+)
f. Resronsivenass ' - 1.D. Directions ... ... C oo a e e cee s | e
c. Adlerenca r scane shwaie oL o . e et e e e e ; -
h. Acherancs 5 weork schecule o o 00 it e i o oo e S et e s e e e . (=) |
i. Contrarct~:'5 "1ome difice supparr . L L., C e e s s s e e e ee e s v’
i. Relations witn c2nperating country nationals . et e et e e e e s (+)
k. Local stait vvaieng cnd utilizotion .. v i i et v e s e e s e e e ‘ ‘ ol
I. Effective aémimistrzticn of parficipentse o .o v et a e e e .. ol
M. Management 2F ComARGINIAT L L L e e e e e e e S e s e e e s L v
n, Timely submission of requomd raportsS. © v ot v v o s o s v o v o oo b a ot o s " (=) ‘
0. Cardor and uselulness ¢l AQquired rAPOITS L v v s v v oo s o o v o ot s a0 oo 0w ‘ : (—) i
. Cther (opmciiy) Ai :
i | |
VRIS rerirractna | ourtrisdme
2. OVERALL EVALUATION e T T s T e 1>
(/f Check 008 e i [ - [

Explanaticn o

f performance symbels: used above:

(=) : Scrcwhat less than 2s planned, but not negative
/ : As planned
(+) : Soiwewhat more than as plznned, but not superior


http:perSonn.el
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Action Required: What 2ction(s) should be taken and by
whom to imnro.we nerforrarce,

1. I+ is believed that “n order to more effactively per-
form its contractual and technical reguirements during
the rerz2ircar c7 the caesign phase and the construction
phase, the engineering consultant will have to show
increasec interast anc involvement in the policy as-
pects of the preciact., This can be accomplizhed through
increased cormunicaticn and coordination with IMA
managemen’ stafi having responsibility for fcrmulating
policy tc meet oroject ctjectives.

2. A ccmplete and zhorouc~ Mastzr Plan of Action has been
cevelcped. Tha cons . =ant :111 have to tzke action to
insure that ; irtormance reguirerants are achered to
within the :Iima zchadule. Scocific action regquirements
snould be ciscus-ac and altaevrnative courses explained
in sufficient dezail to avoid delays in (IMA) decision

making.

I11. Action Acent: USAID/Panama
Qutputs dependent substantially on USAID actions

1. Construct or renovate and equip buying points for grains,
fruits ara vegotables.,

24 eauip collection stations for buying and
3 ami-perishables.

“erminal plants for receiving, drying &nd
4. Improve s*orage/distribution centers for fruits and
vegetabies.

5. Construct zoid storage and sub-zerc facilities for
"working" 3nd storing perishebles.

6. Corstruct dock facilities in Larien Province,

7. Establish a plant for manufacturirig shipping crates for
fruits and vegetables.



CSAID/PANAMA
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B ACTUAL PERFC=MANCE OF USA D DURING THE PERICD C. IMPORTANCE FOR ACHIEVING
(Compore i1 ta cemmitments mocde 12 ~ast Country in the PioAgj PROJECT PURP(Q:E
Unsotisiocrory Satisfacrory Jutstanding Low Medium High
' AN
1 2 2 1 &l os 7 112 3 D s
Not Actual Imoger Check
D. PERFORMANCE FACTOR RATING Appli- ] As _ i Ime
FACTORS coblle Negative lanned Superior portant
1. Responsibilities Defined and Assigned in USAID v
7. Aurhorities Uefined and Assigned in USAID [
3. Effective Communicanions within USAID (g
4. Eifective Cemmuniccticns with Crner
Action Acents (g
5 Mobilizstion of thissien Stoff cs Needed v’
6. Coordina* o with Related Project(s) L/
7. USAID Perfzrmance per Terms af V
ProAgs/Contrects, PASAS

IV. Action Agent:

AID/Washington

A. Important cutputs dependent substantially cn AID Washington

1.

2.

Canstruct cor renovate and equip buying points for
grains, fruits and vegetables

Construc*t and equip coliection s*taticns for buying and
stering grains and semi-perishadles.

Construct termiral plants for receiving, drying and
storing grains,

Improve storage/distribution centers for fruits and
vecetables,

Construct cold storace and sub-zero ftacilities for
"working" and storing perishables,

Construct dock facilities in Darien Province,

Establish a plant for manufacturing shipping crates for
fruits and vegetables.
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B. ACTUAL PERFTRMANCE CURING THE PERICD
AS COMPARED TO PLAMS

C. IMPORTANCE FOR ACHIEVYING
PROJECT PURF JSE

Unsatisiactory Satisfactory Qutstandig Law Aedium T High
1 2 3 4 s |6 7 | 2 3 4 | s
{ Actuel Impact
D. PERFORMANCE FACTOR 2AT" o ’ = s Check
4 [ r . , . -
FACTORS conle egative Blaored uperior porrant
. Pravision of Personnel -
. Provision of Commodities |
. Provision of Agequate A 0 D W Techmizal
Bac'nuoppmq 1/
. Contract Negcti< on v

Action Required:
to stimulate improved AID/W performance.

¥hat rission action(s) should be taken

1. Improve communications to speed up cpening of L/Corms

2. Improve communications to speed up publication of
required Commerce Business Daily Advertisements



-55.

Performance Analysis Eveluation

for Period: _3=1-7f/ 1o 12-31-76_

INPUT . PARTICIPANT TRAINING

Training Progrom: m 1S, D Third Country

bl NG

1 C wuiotive Gtligations 2. Estimated Budget, 3. Estimated Additional Budget to
Threugh Prios Fiscal  ear Current Fiscal Year Complstion, After Current Fiscal Year
$ Zero $ Zero $230,000

B IMPORTANT wUTPUTS CEPENDENT SUBSTANTIALLY ON THIS TRAINING

Sufficiently trained GOP marketing personrel for operating an improved marketing

system.

N

C. ACTUAL PERFORMANCE |
PROJICT DUIRICLE

UR'NG Tz PERIQOD l D. INPORTANCE FO? ACIRIEVYING

T

AN D)
AS COWPARID T3 PLANS
3

Unsorisractory Satisioctory Ovctsranding Low Nodiom lTigT;—
| 2 3 4 S | 6 7 1 2 3 ! L 5
—
£. PERFORIANCE FACTOR RAT NG St /*”:“”9“' Crack
FACTORS c::la Negative P!cmsned Superior - portant
PREDCPARTURE
1 Eaglish L:nguase Abiliy fUS. Training) X
2. Hast Country Funding X
3. Orientation : r X T
4 Parhcipant Availadiiity , X
5. Trainee Setcction X
|
POST.-TRAINING
1. Relevance of Training ta Provect
2. Recagnition of Degree Equivaiency X
3. Appropriate Facilities and Equipment for
Returned Trainees
4. Employment Appropriate to Project X
S. Supersvisor Recephvaness X
¥

F. ACTION REQUIRED:: #hat action{s) should be tcken to make the participant eiement more effective?

1. Assessmeat of staff to determine potential candidades.
2. Start language training as required.



[MA
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PERFORMANCE ANALYSIS

Effectiveness of Price Policy.

Eva1uat1on

for Period: 3/ /ato _/&/3//26

A.

1. Pevelocrert of ecornomic and statistical data.

2. Analysis

ST ecen

mic ind s*a
3. Projecticns of supply and demand.

tistical data.

Important factors derencent pradomirantly on the Host Government.

B.

Actual Performance during the period

C. Importance to project

Unsatisiiceory Satrsfacwery Jutstarding|lcow Medium High
1 O ; ) L ol IR 2 3 G 5
- Actual J Actual*'
TIoos. In .|
b hP:::::Tancc _g;*;fé :’i Z. Periormance ‘ﬁ;n%fcf;ﬂ g
FACLEL mating o] A0 e Factor Rating 121 % -3!; S
miad e 1Y) = {9 g MU N
TATTORS o2a L2 A FACTORS Sln5 212 8
Y 2y L - ‘3":"h.:,'///Z/,’/‘,/l////”// RSy EY: Lo et ’-El(JE
1. Sufficrent s=afi fcr X 2. Chjective criterion for %
pr:ce analwsis fixinq orice
J. Stratificd farm samcie i 4. Cevelcrment of addlztional
for oktaing cost ef X <inds ot basic data for X
produchicn STIULstics decicsion making
5. Retail price not Zeman 6. Fcrecast cf sucrply and
dioreszan: A demand X
7. Procedures devalcrced §. Evaluation of guantita-
for projecting shert X tive implicaticns of X
run essimates 20 sucol grice colicy
9. snalvsis <L 2r£i=2:cts 10. Tracders are able top rea-
Taintaing minima A lize resonabls orcfit X
above ogurlibre: i
12, Acdeguates ZIinanc.al re-
sourcas £0 curchase all X
guantities Zor sala
14. Remunerative (to IMA) i
geograrhic crice stnct. X
16. Pericdic situation re- X
corts prepared
18. Intra-year changes in ¥
announced price
20. Acegquate nmargin for X
I millers
22, Domestic rprice corpares
favorarly <o world crice X
24. Tirely planning for
needed imgcrts X
<5. Surplus above need and ,
reserve X
27. Key cawa froem neicn- 28, IMA's contributica to
boring ccurtrics and X Naticnal gocals substan- X
world cvaileable tive | N



http:ccnnod:.ty

-57-
PERFORMANCE ANALYSIS

IMA - Financial Activities For period:_1-3-76 to 12-31-76

A. Important factors dependent oredominantly on the Host Government.

. Qualified and experiencad managerent,

Establishment of cost accourting and financial control systems.
Contracsing and utilization of financial consultant assistance.
Counterzart funding.

oy —
. P

B. Important factors dependent predominantly on A.I.D.

Coordination, review and aporoval.

c. PERFCAMANCE RATINGS

FACTORS Accomplished !Impact/Significance
—_— N/A YES NO PARTIALI HIGH vzD. LCW

1. Contracting of
Financial advisar. X X

2. .Has [ established

financial cbjectives,

coals, policies, etc. X X
and are the periodically
revieved.

3. Timeliness or financial X X
reports

4, Establishment of cost
accounting svstem and
ability to identify X X

costs, losses, inventory
of each comrodity.

5. Need for stronger X X

different CPs.

6. Frequency of inventories X X

condition accuracy, etc.

7. Are producers timely paid. X X
8. Availability and budgeting X

of counterpart funding. X
9. Analysis of financial state-} X X

ment.

ACTION REQUIRED

1. IMA to proceed
with contracti
of f inancial
consultants.

2. Timely submis-

sion to AID of
financial
documents.



-58-
PERFORMANCE ANALYSIS

Evaluvation

f iog:
U.S. ACTION AGENT - or Period: _3ala7f 10 12231276
Agent: Herman Cbregon

s FURDING .
1 Cumuiative Couiganians Tstimarted Sudget, 3. Estimated Additional Budget to

Through Prior Fiscoi Tear Current Fiscai Year Compietion, After Current Fiscai Year

S Zero $35,141.47 $85,303.53
B IMPURTANT CUTPUTS CEPENDENT SUBSTANTIALLY ON THE ACTION AGENT:

1) Identify soecific acticns nceced to improve “he marketing infrastructure;

2) Assist in the exransion and strengtharing of the procedures for purchasing,
receiving, seiecting, classifyine, cacxing, storing and distributidng agricultural
prcducts Trcm collection cantars %0 consurer centers;

3) Advis2 cn orsanizational and staffing changes to improve efficiency in operations
ard adminis<raticn;

e

C. ACTUAL PERFGRMANCE ZURING 1=2 PERIDD AS CCWPARED 10 PLANS

1 I . - t=vca '{=EWF3!=\«ANC§_A:.\'~:‘,' CIr_Af) 1Y)
L EVALUATION FACTORS Ve VP Epvaien
T3, UNGrealonging Droject DUTPOSE . . . . b 4 s a e e s e e s b et e e s il , L~

b, Planning 10 2¢hinvm DLrfII8 . o v o v s v oo o b o st o et oot s e e e l v’
s, Stall of proper size ... i i i e s e P A Vel l
? Timely areival of persennal L L L0 o e e i e e e e e i l
. Tecnmicai quaiifications of qu‘,v\t s e e e bt v @ 0 e o 8 e e PPN . l [
f. Reavpongiveness 1o A LD, Directicns o v 0 v v v ot g e oot so vt oot naas | [ . -
3. Adnrrence 'o scope of wake Lo o e b e e r e e e e | ' v’
W, Adherence !'o work seheduie . . . . L L0 v i s e e e e G ee e S U ‘ [
Contractnr’s heme nthice sugport © o v v v vt v v i v v v L e e st e ; ! v
i, Relations w th ¢ooparating zountry NGHONGIS L v v o v v v v s s et st o v o s o . Pl
w., Lacaistatl iaiming end utirhiz 1ton L0 0 00 0 i s e b e e e e s e e s ! ! i ] | l
I, Effective guamacastrat.on of pgarticiaonts. o v v o v v o v o v s e o e e R f e _] 1 i
M., Mancjiement of CammomitIes . L Lo e u e s s e e e e e Wl l vt | ; l
N, Timeiv submission af required reROTISL L L L L L e s e e e e s . { | | !\ »
0. Tandor ana 1vefulnaes 0. fEqUITED FESOP S « o o v o v v a o s v o st s v e e e ke ! ! vl
p. Othee fscacify) ; I
l
l.l-nll'-‘lngv:nv] teTierac Iy 'Y AUTITeanOng
2. OYERALL EVALUATION v 1 a v | e | s
L/ Check 008 comem— E [

D. ACTICH'REGUIRED: “hat actionys) shouia ke taken and by whom to improve performance?

None


http:85,30,3.53
http:35,141.47

ANNEX [.

REPUBLICA CE PANAMA
INSTITUTO DE MERCADEQ AGRCPECUARIO

-59-

PROGRAMA T ADIESTRAMIENTD

- Numero Total
de Meses/

Acacémico Participartas H. 77 78 79
POStGraso
Comerciazlizacibn -
ispacto ecandrico USA 2 16 8 8 --
Ascecto *écnico USA 2 16 8 8 .-
Téaonics iZministra-
acr
Grancs
Administracor de
Scdegas rurales Panamd 20 60 60 - --
Mercaceg y aima-
cenamiento UsA 10 20 10 6 4
An&lisis ce labe-
ritorio y normas
de calidad USA 3 12 4 4 4
ACMiNTs tracdor Je
nlantas Colombia 6 24 8 8 8
rere aderys
Normas <de calidad
y erbalaie USA 2 8 4 4 -
Administracdor y
mane;o de plantas A.L.-USA 6 12 6 6 -
Técnica del pro-
ceso c2 pre-enfri-
amiento y almace-
naje 2 8 4 4 .-
Curaciin, secado y
alracenariento de
Fipas y cetolla 1USA 2 12 6 6 --
Organizacidon y '
Promocidn A.L.-USA 2 8 4 4 -



INSTITUTQ DE MERCADEQ AGROPECUARIQ

COMPARISON OF FINANCIAL DATA

ANNEX T1,
—_— SEPTEMBER 30 - 1975 & 1976 -60-
(%) ) L L
1975 1976 Difference
ASSETS

Current

Cash Fund for Procurenent 1,410,861 774 116 {636,745)

Cash in Bank 1,445,857 2,673,163 1,227,306

Loans, etc. 75,429 208,779 133,350

Accounts Receivable 1,532,637 1,426,948 {105,689)

Less Reserves 277,012 312,247 35,235

) 1,255,625 1,114,701 {(140,924)
Inventory 10,336,578 15,942,177 5,605,599
Less Reserves 2,034,456 1,448,671 585,785)
8,302,122 14,493,506 6,191,384

Other 627 36,483 35,050

Total Current L4905 19,300,748 810227
Deferred

Accounts to be examined 511,136 -—- (511,136)

Doubtful Accounts 263,989 263,989 -—-

Damaged Inventory 2,034,456 -— (2.034,456)

Prepaid lnsurance - 83,472 83,472
Total Deferred 2,809,581 347,461 {2,462,120)
Long Term

Accounts Receivable

tate Institutions 1,944,499 1,333,659 610,840

Salt coops. 23,603 19,035 4,568

Subsidies -—- 333,413 333,413
Total Long Term 1,968,102 1,686,107 (281,995)



Cont.-
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1975 1976 Difference
Fixed
tand 182,676 182,676 -—-
Construction i{n Progress 400,443 773,587 373,144
Office Equipment 396,997 449,411 52,414
Machinery & Equipment 820,418 931,924 111,506
Other Building & Equipment 252,039 264,422 32,383
Buildings 1,032,599 1,934,599 -——
Tools 12,988 29,277 16,289
Vehicles 510,948 627,683 116,735
Ships - 147,989 300,289 152,300
Total 3,175,978 3,657,605 481,627
Less Depreciation 1,385,286 1,641,263 255,577
Total Less Depreciation 1,790,692 2,016,342 225,650
Total Fixed Assets 2,373,811 2,972,605 598,794
TOTAL ASSETS 1916424015 24,306!921 4|664|906




INSTITUTO DE _MERCAUEG AGROPECUARIO

COMPARISON OF FIMANCIAL DATA
“SEPTENSER 30 - Y975 8 1978

($) -&-
1975 1976 Diffevencs
LIABILITIES AND CAPITAL

Current

Overdraft 2,325,221 -— (2.328,221)

Accounts payable 1,012,003 1,477,670 465,667

Other Accounts Payable - 190,113 190,113

Interest to Pay 342,875 716,90} 324,226

Loans to Pay 13,700,000 8,552,525 {5,147,475)

Total Current Liabilities 17,379,799 10,937,209 (6.442,5%0)
Long Term ’
" Loans to Pay 1,980,566 17,750,000 15,769,434

Tota) Liabllities 19,360,365 28,687,209 9,326,044
Capital

Inftial 6,656,036 6,656,036 —

Adjusted - 1975 (1,869,650) 51.825.066 44,504

m:‘u:od ; 1976 N.ul)s ;n.ctl:s

tiona 14,416 4,416
]l ,869,650) ]l .765.055) 104,595

Subtotal 4,786,388 4,890,981 104,595
[T)

oss to Septesber 1975 4,504,736

Loss to Decesber 1975 5,998,748

Less to Septesber 1976

4,504,736 9,211,269 4,768,513

Actual Capfital 30-9-75 281,650 (4,380,288) 4,098,638
Tota) Liabilities and Capitsl 19,642,015 24,306,921 4,664,906



INSTITUTO DE MCRCADLO AGROPECUARIO

FROM 1 DEC. THRU 3T SEPT. - 9 MONTIS - 1975-76

PROFIT AND LOSS STATIMENT

-63-
(%)
197 X 1976 x DIFFERENCE
Gross Sales 13,850,619 12,191,404 (1,659,215
ess: Returns 46,465 18,673 27,792
Net Sales 13,604,157 100.00 12,072,730 100.00 T.E3A23
Cost of Sales
ost of Product 14,251,287 102.24 10,925,040 89.75 3,326,247
Product lp.osses 361,755 2,62 248,122 2.04 113.633
Damaged Product - , 1,267,007 10.4) 1,267,067
Total Cost of Sales 14,613,042 10586 — 12,440,169 102,20 21721873
Gross Proftt (Loss) ‘808.888 {(5.86) (267,438) ~12.20) 547,450)
Other lncdme
D: fer?nce 174,750 1.27 1,125,230 9.24 950.480)
Miscellaneous 66,959 .48 40,720 .3 { 331,333
Total Other Income 241,709 “1.7% 1,165,950 T9.58 974,247
Sub-Total —(%67,173) ) 858,512 738 T 28239)
Expenses
ersonnel 1,391,321 10.08 1,921,994 18.79 530, 3
Administration 1,172,696 8.49 924,836 1.60 ( 247,860)
Depreci:tll‘on 123,645. .90 198,613 1.€62 ( zgg.o.lls)
Doubtful Accounts 277,013 2.01 17,101 .14 259,91
Total Expenses 2,965 675 “21.a8 3,062,544 2518 96,809
Proﬂt'( oss) :n Operations ,532,85%) 125,%9) {2.76%,032) q7.7§) ('IT%E‘:‘BSE)
Cost of Financin 971,832 7.04 1,702,305 3.98 2
Loss for the Per?od (4,504,736) 32.63 ,866,337) 131.786) '(‘"6"18’,‘3%)
State Subsidies 0 593,816 4.88 593,816
Net Loss for the Period 4,504,736) 32.63 {3,272,521) {26.88) T,232,a0%
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INSTITUTO DE MERCADEQ AGROPECUARIO

ANALYSIS OF FINANCIAL INDICATORS

($)
Sept. 1975 Dec. 1975 June 1976 Sept. 19754

CAPITALIZATICN
Net Capital 281,650 (1,155,053) (2,687,245) (4,380,283)
Long-Term Debt 1,980,566 1,999,566 10,572,000 17,750,000

TOTAL 2,262,216 844,513 _7,884,755 13,369,712
Total Current 19,642,015 20,798,420 30,773,584 24,306,921
% OF ASSETS —_— ‘
PLECGED FOR SHORT TERM 11.52 4.06 25.62[ [ $5.00
LIQU IDITY
Current Assets 12,490,521 14,695,411 25,489,169 19,300,745
Current Liabilities 17,279,799 19,953,907 22,887,863 10,937,209
TOTAL LIQUIDITY 1:0.72 1:0.74 | 1:1.11 M76)
Current Asse:s 12,490,521 14,695,411 25,489,160 19,200,748
Less Inventories 8,302,122 12,530,642 18,930,081 14,493,505

TOTAL NET 4,188,399 2,164,769 6,559,079 4,207,242
Current Liabilities 17,379,799 19,953,907 22,887,863 10,937,20¢
Liquidity - Acid Test [1:0.24] (1:0.29] [1:0.24]

INDEBTEDNESS

fotal Liability 19,360, 365 21,953,473 33,460,829 28,687,203
Total Current 19,642,015 20,798,420 30,773,584 24,306,927
Capacity for Indebtedness

Promized - 98.57 105. 55 108.73 ‘118.02‘




INSTITUTO DE MERCADEO AGROPECUARIQ

ACCOUNTS RECEiVABLE

_ (%) — -
AGE - DAYS
September 1975 Total 1-30 31-60 61-90 91 -gO 121-150 151 -More
Fruits & Vegetables in,s49 187,661 35,132 6,282 44,502 37,972
1 100 60.23 11.28 2.02 14.28 12.19
Grains & Salt 550,865 513,408 1,309 591 - 35,557
4 100 93.20 .24 .10 -~ 6.46
Promissory Notes 670,223 336,054 137,544 85,402 .- 11,224
) 4 100 50.14 20.52 12.74 == 16.60
September 1976
Fruits & Vegetables 173,297
Grains & Salt - 360,895 145,368 36,876 50,758 —— 49,649 78,244
1 100 4. 28 10.22 14.06 - 13.76 21.68
Promissory Notes 941,001 355,13 174,099 60,267 --- 241,419 110,095
) 100 37.74 18.50 6.40 -——— 25.66 11.70
October 1976
Statz Institutions 1.338,604 67,029 84,081 29,493 20,151 1,137,910
) 4 100 5.Q1 6.28 2.20 1.51 85.00






