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I. INTRODUCTIOK 

A. Overvle"ll of the NCDC/CLUSA Oilseeds Jf~8.gement O.P.G. 

India's National Cooperative Development Corporation (NCDC) 

was established in 1963. It is responsible for the planning and im­

plementation of country-vide programs through cooperative societies 

for the production, storage, processing, marketing, and sale of agri­

cultural commodities. One of NCDC's most critically important activi­

ties--considering India's heavy dependence on vegetable oils in the 

national diet--is the Corporation's financial and technical assistance 

to cooperative sector oilseed processing plants. These inc~ude SO~E 

150 expeller oil mills, 24 solvent extraction plants, 8 rice bran 

processing plants, 6 cottonseed processing plants, 6 Vanaspati (like 

Crisco) refineries, and 25 feed mills. From 1965 through 1979 total 

NCDC investments in such oilseed processing facilities have surpassec 

US$ 51 million. 

The experience of Indian cooperatives in oilseed processing 

has generally proven disappointing at best; at worst it has been dis­

asterous. Plant construction has suffered from so many delays that 

the average start-up time for these units is about four years. This 

problem, coupled vith frequent work stoppages causing plants to oper­

ate at a fraction of full-capacity, have eleva~ed financial co~ts on 

fixed investment to the point that profitable operations have become 

impossible in most 'plants. The insolvency of the original plant owners 

\. 
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--many of them primary cooperative societies--has led to the take-over 

of their facilities by state marketing federatior.s (V~rrEDs) since the 

state governments were guarantors of the original financing. Other plants 

in the cooperative sector were built for VJffiFEDs directly. In either case, 

apex-level concentration of plant ownership was inevitable because of 

the huge requirements of the oilseed processing facilities for operating 

capital anc markej;ing outlets. Nevertheless, the HAIUITED operations are 

generally operated with little or no direct contact with oilseed growers, 

purchase most of their raw material from non-cooperative sources, and pro­

vide few benefits to village-level cooperative society members. The effi­

ciency and profite.'tility of the cooperative oilseed processors contin-ue 

to be hampered by a wide variety of factors: pocrly-fabri ca'teci· machinery, 

ba<ily-operated processing plants, lack of adequate rm,' material supply, 

fuel ane power shortages resulting in frequent work stoppages, casual 

operating controls ~ollowing rated capacities set too 10. by equipment 

manufacturers, poor inventory management, inadequate and untimely access 

to operating capital, and others. 

To address these problems the NCDC has formulated a lO-year Oilseed 

Processing Sector Development Program, Which is intended to provide tech-­

nieal, managerial, and financial assistance to cooperative oilseed pro­

cessors on a subsidized basis. NCDC also functions like a development bank, 

providing investment capital ~or plant renovation or expansion, rehabili­

tation loans to consolidate indebtedness, and operating capital lbans 

for so-called "margin money" to be used as collateral for local borrowings 

at the state level. 
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CLUSA has been assisting Indian cooperative oilseed processors 

since 1965 when it assigned ~~. Reed Rexfora, a management advisor, 

to work .ith the first NCDC-sponsored plants. He was followed _by Hr. 

Harold Rissler (1966-1970), a technical advisor in oilseed processing. 

during whose tour the number of co-op processors grew from four to 

fifteen. * The original proposal for the present CLUSA O.F.G. was pre-

pared by Rex Wingard in 1973. just prior to the five-year "tilt periOd" 

when India-U.S. relations withered, and had been approved for financing 

under a USAID task order. The initiative was recovered in August 1978 

when AID approved CLUSA's proposal for an OPG of US$ 475.000 (with 

host-country contributions valued at US$ 282.300) to support the NCrC 

Oilseed Processing Sector Development Prograre.** 

The grant covers the services of two expatriate advisors On 

a reside~t basis in India: (1) a management specialist to assist co-

operative processors in the areas of cost and financial controls, in-

formation systems, persollIlel management, raw material grading and 

storage. procurement, and marketing; and (2) a technical specialist 

to \Tork On methods for increasing equipment performance and plant 

efficiency, production of new products, processing of new oil-bearing 

~ Rissler's end-of-tour report contains an inventory of problems confront­
ing cooperative oilseed processing plants which remain as current today 
as they were in 1970. Perhaps prophetically, Rissler argued that the 
processing sector was acquiring experience very slowly, but-that it 
was difficult to rush things. Citing the U.S. experience, he said 
American co-ops spent many years in primary processing, slowly de­
veloping a strong marketing system and able management. and only then 
advanced to the secondary processing stage, which India has tried to 
reach in a single step. 

U* This grant was the first OPG made by USAIDs in the entire Asia region. 
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ray materials, and more adequate laboratory controls. Under the OPG 

agreement the NCDC committed itself to supply eact CLUSA advisor 

~ith a full-time Indian counterpart. With their counterparts, the 

CLUSA advisors were to visit cooperative sector oilseed processors, 

reside at one or more representative plants to identify priority 

,problems to address, develop and test solutions to these problercs, 

train their counterparts to teach these improvements to plant per-

sonnel, and prepare an operations manual to facilitate the training 

of Indian managers and operating staff in the plants. The OPG also 

called for periodic visits by the U.S. Cooperative Oilseeds Y~age-

ment Advisory Committee to provide selective and specialized exper-

tise, as required. 

B. Purpose of the Present Evaluation 

As required by the OPG agreement, the present evaluation 

constitutes a mid-point reviey_of the p~ogram's accomplishments. 
, 

Although initially conceived as a joint CLUSA-USAID evaluation exer-

cise, for reasons of timing conflicts and other constrain.s it ~as 

decided that the study would be made as an internal evaluation b~ 

CLUSA only. 

The evaluation is to address each major component of the 

Oilseed Management OPG, namely: (1) Technical Advisor, (2) Manage­

ment Advisor, (3) NCDC Counterpart Contributions, (4) CLUSA/India 
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Management of the OPG. For each of these components I viII attempt to 

identify (al strengths and accomplishments. and (t) deficiencies and 

suggestions for overcoming the~. The concluding section of the report is 

devoted to a review of the project I s end-conditions and performance tar­

gets (medium-term) of which several are no longer realistic and merit 

amendment. Several annexes are included in the report cDvering (Al Act:'.· .. :i­

ties Conducted by the Evaluator in India. (Bl Persons Contacted in the 

Course of the Evaluation. and (el The Khanna Incentive Plan for Employees, 

which is vorthy of wider replication among NCDC-supported oilseed processcrr. 

Fieldvork in Incia to complete this evaluation vaE conducted fro~ Se!­

tember 14 to October 3. 1980 following which a first draft of the report 

~as prepared and circulated. On a subsequent visit to India for the evalua­

tion of other programs the NCDC report was up-dated and further revisions 

made·in March 1981. This final draft vas completed in the first week of 

April. 

C. Acknowledgements 

I vish to express my sincere appreciation to the eLUSA/India Repre­

sentative. Mr. Rex Wingard. for his guidance'and total cooperation with 

this study; to Mr. Carl Petersen, eLUSA Management Advisor, for his patient 

replies to my endless questions over a three-week period; to Mr. R.N. Trikha, 

USAID Program Specialist (Agriculture). who provided technic!!.l insights as 

veIl as good-natured company over sever!!.l field tripSI and to dozens of 

other individuals--Indians and expatriates--vhose many contributions both 

large and small helped to strengthen this report. 

" 
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II. TECHNICAL ADVISOR 

A. Background 

The Technical Adyisor recruited for the program by CLl'SA was 

Dr. Walter P. Gibble, a 64-year-old retired oil che~st. Dr. Gibble 

received his Ph.D. in Chemistry from the University of Arizona (1955). 

From 1962-1976 he served as Research Scientist and Senior Chemist at 

Hunt-Wesson Foods Inc., Fullerton, California. After early retirement 

in 1976, Dr. Gibble worked as a self-employed industrial consultant 

in oilseed refining. It is noteworthy that CLUSA experienced consider­

able difficulty recruitin~ candidates for the assignment of Technical 

Advisor in India; Dr. Gibble was the only applicant. However, he was 

interviewed and approved by senior NCDC staff in the U.S. prior to 

his subsequent travel to India. 

B. Strengths and ACCOmplishments 

Dr. Gibble's technical qualifications in the field of vegetable 

oil refining are unquestionable. At the end of 19 months in India he 

had written a voluminous manual on refining methods for vegetable oil. 

The manual is a solidly professional achievement. It contains seven 

chapters and 117 pages covering (1) Characteristics of Commercial Oils, 

(2) Refining ~etbods (batch, semi-continuous, and continuous), (3) 

Bleaching, (4) Hydrogenation, (5) Crystalization, (6) Deodorization, 

and (7) a special chapter on Quality Control in Soybean Processing. 
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Dr. Gibble's manual also contains 21 technical drayings, 90 technical 

references or patent citations, and an Appendix which is almost as lonf 

(109 pages) as the manual itself. The Appendix covers a variety of 

problem-oriented subjects including Packaging, Inert Gas Storage of 

Finished Oil, Procedures for Vegetable Oil Soapstock, Oil Drum Cleaning, 

Qualitative Tests for Plant Chemists, Development of Special Oil-Based 

Products, Literature Review or, the Problem of Stability of Fats and Oils, 

Extracts of Private Technical Communication (on soybean oil processine:), ¥ 

Use or disposal of Oil Processing Wastes, and a Glossary of Technical 

Ter=. 

The approach atcempted by Dr. Gibble in this Eanual appears to be 

academically valid, namely: First, to introduce the reader to an under-

standing of the oil chemistry underlying each refining stage; second, to 

describe the procedures to be done in the plant or laboratory at each 

stage; and third, to list references for the reader who seeks additional 

inforffiation. In the hands of an experienced chemist the manual could be 

potentially quite useful. 

C. Deficiencies and Suggestions 

The consultant was only able to intervie¥ Dr. Gibble for two hours 

on the last day (September 14, 1980) of the adviso~ shortened duty tour 

a According to the CLUSA/lndia Representative, Dr. Gibble made many import~~t 
contributions to NCDC and state government (Madhya Pradesh) planning efforts 
to develop the production and processing of soybean. These contributions, 
cited in Quarterly Reports, "ere outside the advisor's OPG Bcope of work. 
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in India. Hence, many of the follo.~ng comments are based on second-hand 

inr-ormation that could not be discussed with, or confirmed by, Dr. Gicble. 

It was reported to the consultant that Dr. Gibble did not enjoy India. 

After several initial brief visits to cooperative oilseed processing plants 

in early 1979, Dr. Gibble virtually terminated all field travel. During hi, 

19 months in India he spent a mere 18 days in the field. He did not mal:s 

a single plant visit during his last seven months. I was told that Dr. Gib­

ble found field travel unbearably stressful, that he could not cope with 

breakdo.~s in communications .~th Indians, that he was appalled by operating 

conditions in the plants, that he lectured rather than listened, and that he 

had little patience or interest in conducting hands-on training of counter­

parts or pl~~t Chemists in the field. Worse still, his technical background 

was strictly in the field of vegetable oil refining--not expeller aT solveLt 

oil extraction--and there is really only one operational vegetable oil re­

finery in the cooperative sector--the plant at Khanna--which might have pro­

fited from Dr. Gibble's knowledge. Yet remarkably, the advisor never visited 

Khanna, even though it is located only ~-5 hours by car from Delhi and can 

be reached by one of India's better highways. 

In sum, it appears Dr. Gibble was over specialized for his Indian 

assignment, lacked the interpersonal skills to relate constructively with 

Indians, and was unwilling to endure' the.physical discomforts of field 

travel. For .. the above reasons it was agreed between the CLUSA/India Rep­

resentative and Dr. Gibble that the advisor would be more useful by remain­

ing in Delhi to lrrite a manual on vegetable oil refining (answering techni-

i: 
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cal consultations there) and'would refrain from plant visits in the field. 

Dr. Gibble completed the manual after 19 months in India whereupon his re­

quest fer early termination wa~ approved. 

- / 

While it is easy in retrospect to cite deficiencies in the background 

and performance of Dr. Gibble as a technical advisor, he does not deserve 

to be held fully accountable; CLUSA must also bear responsibility. Tne 

first error was made by CLUSA/Washington in recruiting Dr. Gibble in the 

first place. It is alleged by CLUSA/W staff that dilseed processing experts 

available for long-term assignments are extremely scarce, particularly 

those in mid-career and still young enough to "rough it" overseas. Dr. Gie­

ble, they maintain, was the only candidate available. If that is ir>deed 

the case it raises serious questions both about CLUSA's selection criteria 

for ad\~sor positions and about the institution's ability tc mobilize ~uman 

resources for technical assistance overseas. 

The initial error was then compounded by CLUSA/India, which sought to 

make the best of a less-tban-desireable advisor by redefining his scope of 

work, The initial assignments of the NCDC advisors, as described in the OPG, 

contained the requirement of extensive field travel. This was absolutely 

correct for a very fundamental reason. There is no such thing as an outside 

"expert" whose knowledge is ready-lIl8.de and appropriate for India. To be 

effective, outside technicians must first become students of Indian problems 

and "Indian capabilities; they must be increasingly knowledgeable about the 

local setting in order to "bridge back" to their own expertise and knOI< 

whether it is relevant and if so, what and where to apply it. 140reover, this 
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learn~ng must ~ stop, as it did in the caSe of Dr. Gibble. In the 

opinion of the consultant, learning about the oilseed industry in India 

must predominantly occur outside Delhi. Ti1s.t is where the oilseeds are 

grown; that is whe,.e the processing plants are located; that is where 

most of the indu.trY's problemE are manifested on a day-to-day basis. I 

therefore believe that the advisor who does not travel frequently to the 

field is the advisor who has stopped learning. And this is also why I be-

lieve that Dr. Gibble's ~funual of Vegetable Oil Refining will never be 

intensively use~ul to Indian cooperative processor~.* 

SUGGESTIOlI: In recruiting candidates for future advisory positions 
overseas, CLUSA should avoid conducting its search only alIlon" hig;,­
ly-speciali zed professionals. Indi viduals without advanced degrees 
(possibly even without college educations) may still offer the ex­
perience and skills required to be effective advisors. Consideration 
should be given to plant managers, production supervisors, and simi­
lar personnel with hands-on 'operating experience. Candidates from 
bot!: outside as well as within the U.S. cooperative movement should 
be considered. Since highly skilled technicians are not likely to be 
readily available for long-term overseas assignments, they should 
be recruited for intensive short-term assignments that provide back­
up to less qualified long-term personnel. Finally, no candidate for 
" CLUSA advisor should ever be selected--regardless of his tecbnical 
qualifications--if he does not demonstrate good interpersonal skills. 
In particular, he must be a good listener, be humble about what be 
knows, demonstrate patience, and have a good sense of humor. 

SUGGESTIOli: CLUSA/Washington should require--and CLUSA S'ountry repre­
sentatives strictly enforce--that all advisors engage in extensive 
field travel. This expectation should be made clear at the outset of 
the advisor's duty tour. Each advisor's job description should make 
explicit vhat kinds of field activity he will be conducting, for how 
long, with what frequency, and with 1<1bat kinds of counterparts. It 
should also be made explicit that the long-term advisor is expected 
to refrain from "advising" during an initial period of. aa:y, 3-6 
monthS (call it bis "in-country training") during which time he will 
be paid to learn, a student of local practices. 

" I regret to say that on the point of frequent field travel 'by CLUSA ad­
visors, my views are not shared by the CLUSA/lndia Representative. Rex 
Wingard also disagrees with my prediction regarding the usefulness of 
Dr. Gibble's manual. 
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III. MP~AGEMENT ADVISOR 

A. Background 

The J~agement Advisor recruited by CLt'SA is Mr. Carl V. Peter­

sen. Carl holds a B.Sc. in Agriculture from the University o~ Y.inne­

sota. Born on a SIT£ll fa~ and having operated his own spread from 

1963 to 1971, Caxl likes to describe himself as a "dumb dirt farmer". 

He also has two years of experience teaching vocational agriculture, 

which serves him in good stead when he gets dow~ to hands-on train-

ine encounters with Indian co~~terparts. From 1971 to 1978 Carl worked 

for Dawson Mills (Soybean Processor), first as a ~funager o! Personnel 

and Public Relations, then as a Manager of Edible Soy Products Divi­

sion. He is 49 years old. 

B. Strengths and Accomplishments 

Everything CLUSA or India may have lost with the performance 

of Walter Gibble, it recovered--and more--with the performance of 

Carl Petersen. As luck would have it, Carl has a very rich applied 

technical background in mechanics, as well as extensive management 

experience. He understands basic processing chemistry, knows the ins 

and outs of several generations of oilseed processing equipment, is 

handy with tools, is an excellent problem-solver, and is almost ideal­

ly suited by his temperament for person-to-person, hands-on,-applied 

technology training. His small farm background gives him a unique 
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perspective: faTThing equipment and conditions seen in today's India 

he remembers being the same back in rural Minnesota of 20, 30, and 

40 years ago. But most important, Carl has a great deal of respect 

for human beings. He is a good listener and a skilled conversational­

ist. He likes to laugh, hug people, clap them on the shoulders, kid 

them, and otherwise demonstrate his enjoyment of their company. He 

has an insatiable interest in, and sensitivity for, Indian c~toms, 

food, and language. In sum, Carl is ~ CLUSA's mano.gement and 

technical advisors rolled into one individual. 

As a development practitioner and consultant I have worked 

in the third world over 14 years and have dealt with hundreds of 

Americans attempting to assist the rural poor--Peace Corps volun­

teers, businessmen, bureaucrats, scientists, and other consultants. 

But in my opinion I would rate Carl Petersen among the five most 

effective expatriates I have ever worked with. 

Carl gets to the field. He has personally visited over 12 

cooperative processing plants, selecting five of them for frequent 

repeat visits and intensive technical assistance in their operations. 

In 1979 he spent a total of 39 days in the field distributed over 

10 separate trips. In his first eight months of 1980 he has spent 

44 days in the field, aVeraging over four days stay at each plant 

visited. In 80 doing he is apparently the first CLUSA advisor to 
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have spent so much time at the plant operations level, and to have 

become thoroughly faffiiliar with the engineering limitations as vell 

as potential of existing processing equipment. Some of Petersen's 

discoveries constitute extremely important break-throughs towarc 

achieving greatly increased efficiency and profitability. And he has 

apparently just scratched the surface. Because of their significance, 

several of Carl's innovations viII be described belovo 

1. Efficiency Improvements: Anand Cottonseed Plant 

DELINTING: By adjustments to delinting saws, and by increas-

ing the frequency of sav blade sharpening, Petersen helped Anand to in-

creaSe lint recovery from 4.25% to 5.6%. This seemingly miniscule im-

provement represents an increase of 469.8 tons of lint recovery per 

year. At the current price of Rs. 1,600 per ton of lint, the additional 

income generated by the improvement amounts to 7.5 laths (US$98,900). 

With further improvements in equipment operating practices, Carl ex-

pects to increase lint recovery to 8.75% and raise through-put from 

70 to 150 tons per day. This would result in an additional 1,096 tons 

of lint recovered valued at 17.5 laths (US$230,OOO). 

EXPELLER OPERATION: The worm or screw configuration on each 

expeller vas changed and through-put increased to 160% of rated capa-

city. As a result, five expellers are operated instead of s~en, which 

results in a savings of electricity alone of 1.6 1akhs (US$ 21.134), 

, ., 
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not to mention additional (unmeasured) savings in steaffi, labor, and 

maintenence costs. The idled expellers may now be used for groundnut 

processing, and the Anand cooperative society has applied for a licence 

for this purpose. 

SOLVENT EXTRACTION: The solvent plant was rated by the 

manufacturer (Servotech!India) at 100 tons per day of e,:peller cotton­

seed cake. Ey increasing and maintaining the temperature in the extract­

er, keeping pressure stable, replacing seals, and other minor adjust­

ments, Petersen has successfully operated the extracter at 240 tons 

per day without any capital expenditure. In Petersen's absence P.nand 

operators have been able to maintain capacity at 190-200 tons per day. 

Increased capacity has resulted in a reduction of 2.1 liters per ton 

of Hexane consumption, 18 liters per ton in fuel oil, and 11 kilowatt 

hours per ton in electricity. Collectively the value of these savings 

on an annual basis amounts to 7.9 lakhs (U8$104,000). 

2. Efficiency Improvements: Gidderbaha Cottonseed Plant 

DELINTING: Lint recovery has been increased from 4.6% to 

6.0%. resulting in 176.4 additional tons of lint valued at Rs. 2.8 

lakhs (US$37,OOO). Petersen believes lint recovery can be raised to 

9% in the near future. 
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EXPELLER OPERATION: By altering the worm (screw) configura­

tion, through-put increased 150%, tvo expellers vere used instead of 

three, and power consumption was cut in half. Remarkably, each of the 

remaining expellers used less pover (36 KWH instead of 46 KWH) than 

they did at far lover initial capacity. Savings on power amounted to 

RS. 65,862 (US$8,662). 

SOLVENT EXTRACTION: The manufacturer's rated capacity 

vas 60 tons'per day, but Petersen demonstrated the plant could operate 

satisfaccorily at 120 tons per day. This resulted in a 1 liter per 

ton reduction in hexane solvent used, and 50% reductions in coal and 

electricity consumption. At the time Petersen cDnducted his test, the 

Gidderbaha plant had re~uested financing from NCDC for expansion to 

a 150-tDn capacity at an estimated investment of Rs. 80 lakhs (US$ 

1,050,000). In the wake of the Petersen experiment the desired 150 

ton capacity was achieved with a modest investment Df only Rs. 10 

lakhs (US$131,OOO). 

3. Efficiency Improvements: Vijayawada Rice Bran Plant 

SOLVENT EXTRACTION: The vijayawada plant approached NCDC 

for financing of Rs. 29 lakhs (US$380,000) to expand their solvent 

extraction capacity from 30 tD 50 tons per day. Petersen's counterpart 

at NCDC, Mr. B.S. Shekhvat, suggested they do a capacity test. With 
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the purchase of only Rs.200 worth of pipe, combined with adjustments 

to steam pressure, heat, and other operating conditions" the extract-

ion facility's' capacity 'reached 67 tons per day. Its actual capacity 

was even higher--90 tons per day--but this level could not be Bustainec 

because the pellet mill which feeds the extracter has not yet gone be­

yond 45 tons per day, On a return visit to Vijayawada in the near fu­

ture, Petersen estimates he can raise pellet mill capacity to 75 tons 

per day with a maximum expenditure of Rs.1,OOO in spare parts. Meanwhile, 

in addition to having economized 29 laF~s worth of new investment in 

fixec assets, experiments by Shekhwat and Petersen have resulted in a 

3 liter per ton reduction in hexane, 200 kilos per ton savings in coal, 

and 13 kilowatt hours economized per ton of rice bran, 

4. Counterpart and Plant Personnel Training 

At different times Petersen has conducted his plant visits 

with a variety of NCDC counterparts. Shekhwat accompanied him on 17 of 

39 days in the field in 1979 and 16 of' 44 days so f'ar in 1980. 'Ramanathan 

accompanied Petersen on 13 days in 1979 and 2 days in 1980. A third NCDC 

counterpart--S.M. Batra--accompanied Petersen on a five day visit to 

Gidderbaha in 1980. Of the three, Shekhwat is the only counterpart who 

fUlly understands Petersen's experiments and has the technical skills 

to duplicate them. 

Gradually the managers of balf a dozen cooperative oilseed pro­

cessing plants bave been exposed to Petersen's experiments and have made 
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some effort to implement his suggestions. It took a "hi1e to "brea}: the 

ice", Petersen adn:its. But "ith every repeat visit Carl proves his sin-

cerity and improves his credibility vith plant personnel. For Carl the 

bottom line of every innovation is its profitability. It must either 

increase income or decrease fixed/operating costs per ton of raw material 

processed. This has made Carl increasingly popular with plant managers, 

for whom his suggestions mean money-in-the bank. Petersen receives fre-

~uent letters re~uesting follow-up advice between visits. When in New 

Delhi his office usual~y has several visitors per day from the field. 

In addition to direct training o~ Indian counterparts and plant 

personnel, Petersen has urged them to begin assisting each other in 

training operating personnel. At Petersen's suggestion the Punjab MARKFED 

sent a plant engineer and a senior operator to study plant operations at 

Anand for a week. One technician from Darmavad (Maharashtra) has spent 

three months "training" at Anand on an NCDC scholarship. As operating 

conditions in Petersen' a 4-5 "model plants" are increasingly up-graded, 

it is inevitable that these informal training activities vi-thin the 

cooperative oilseed processing sector will become more fre~uent. 

5. Contributions to the NCDC Plant Operations Manual 

In May the CLUSA/NCDC Oi1seeds Advisory Committee met to de-

termine a definitive format for an operations manual, as required by the 

OPG. The meeting produced a 13-chapter outline, as follo"s: (1) Project 

, 

, 
\ 
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Construction Management, (2) Raw Material Procurement and Movement, (3) 

Storage and Inventory Control, (~) Production Planr.ing and Control, (5) 

Process Efficiency and Control, (6) Quality Control, (7) Cost Accounting, 

(8) Pinance, (9) Organizational Structure and Personnel, (10) Ma.nage",ent. 

Information and Reporting, (11) Marketing, (12) ~~mber Relations and Ser­

vices, ~~d (13 Board/Management Relations. The distribution of 'Titir.[ 

responsibility ~or these chapters was noteworthy: Indian counterparts-­

chapters 7, 8, 11; Rex Wingard--chapters 1, 13; Walter Gibble--chapter 6; 

Carl Petersen--chapters 2, 3, 4, 5, 9, 10, 12. The manua~ is r.ow complet~ 

anc Petersen wrcte over two-ttirds c~ it, de~onstrating once again that 

he is 0. man of unusual produc:tivi ty. 

However, let us not overeEphasize the importance of the written 

man~al. To begin with it is not a permanent document but rather~ in loose­

leaf forffi, will be added to and subtracted from for years to comE. Second­

ly, the manual will serve as an adjunct to live, on-the-job training in 

selected "model" processing plants. Here Indian plant managers and key 

operating personnel will become acquainted .~th processing facilities 

that run 30C plus days per year, that utilize their equipment at or above 

their rated capacities, that demonstrate above-average savings in fuel and 

hexane (solvent) consumption, that utilize timely quality control, that 

run under tight management, and above all are operating profitably. So far, 

Petersen has assisted at least four plants to achieve these characteristics. 

They cover groundnut, cottonseed, rice bran, and soybean processing opera­

tions. Each plant is becoming a future classrooom--a living manual. 

, 



-19-

c. Deficiencies and Suggestions 

The very success of Petersen's performance to date--both as a 

management ~ technical adviscr--draws attention to the OPG prcgrare's 

extreme vulnerability. Petersen's tour has been extended through April 

1981, but veTe he to leave India at that time there is little liklihood 

that the OPG prograre would reach its objectives. There does not yet 

exist an adequate basis for continuity of training acti;~ties by NCDC 

nor are many operating improvements at the plant level yet fully demon­

strated. Several of the model plants are still below their full potential 

in terms of operating efficiency; it is yet somewhat premature to us~ 

then: as classrool!lS--or living manuals. as it were--for on-the-job trair:iq; 

of plant managers and other personnel. At this moment there is not morc 

than one NCDC counterpart--Shekhwat--sufficiently experienced with the 

introduction of plant efficiency innovations that he could replace Peter­

sen, or conduct plant-based training. A cadre of six Indian trainers was 

to have been established by this time, according to the OPG. 

The CLUSA/India Representative has requested that Petersen's tour of 

service be extended by six months, and that the grant period itself be 

extended through February 1982 to allow sufficient wrap-up timc as vell 

as a more complete final evaluation. The consultant totally endorses the 

necessity and rationale of these extensions. However, it remains question­

able vhethcr a sl~-mcnth extension of Petersen's tour would be sufficient. 

Two possibilities present themselves. Petersen has been asked by the Na­

tional Dairy Development Board (NDDB) to accept a tvo-year assignment as 

an advisor to their Oilseed Growers Cooperative Project (OGCP). If Peter-
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sen accepts this assignment he would theoretically be available fer cor.­

tinuing short-term assistancE to the NCDC in both developing model plants 

to a state of higher efficiency and in teaching NCDC and NDDB counterparts 

how to teach operating improvements to plant personnel. The second option 

would be that it Petersen leaves India by July 1981, he would bE' hired hy 

CLUSA as a consultant tor'one or more short-terrr (1-2 month) follow-up 

visits to India to assist llith the training of plant personnel. In e:r.o' 

event, the elaboration of a decailed training program plan must be con­

pleted in the near future before Petersen's departure from service with 

the NCDC. Such a plan, according to the CLUSA/India Representative, will 

be developed in April as a joint exerciSE betweeD NCLC and CLUSA staff. 

The primary reason Petersen remains indispensable is because he has 

not had ade~uate NCDC counterpart participation in his fieldwork. At the 

time the original evaluation was made (September 1980) Petersen had made 

10 field trips covering 44 days. of which he was accompanied by an NCDe 

counterpart on only five trips totaling 21 days. ~be advisor is personally 

~uite aware of the implications of this problem and has made every effort 

to get NCDC to assign counterparts for field travel. There are a variety 

of reasons for faulty compliance by NCDC. The most important stems from 

a basic misunderstanding between CLUSA and NCDC at the outset of the OPG 

as to the latter's counterpart obligations. CLUSA's expectation vas that 

NCDC counterparts would be assigned full-time to each advisor; NCne under­

stood their commitment to be part-time on an as-available basis. To compli­

cate matters, NCDC has launched preparations for a massive soybean develop­

ment and processing scheme with financing from the European Economic Com­

munity and other donors. This has distracted large amounts of staff atten-
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tion a~ay from the processine of conventional vegetable oil materials--

like groundnut,'cottonseed, and rice bran--~hich is what Petersen has 

been addressing, even though he is most familiar with soybeans. For his 

own part, the attention of the CLUSA/India Representative has also been 

distracted away from the Oilseeds Management OPG because he has had to 

address on a full-time basis problems arising out of the NDDB project. 

Thus, the problem of Petersen's inadequate NCDC counterpart support has 

siffiply not received the attention it deserves. 

SUGGESTIOK: Now that NDDB-related issues are largely resolved, and 
as 'part of the process of fo~ulating a detailed training plan by 
NCDC and CLUSA personnel, it is critical that the CLUSA/India Rcp­
resentative give immediate attention to the need for Petersen to 
receive maximum NCDC counterpart participation in his fieldwork with 
selected "model plants" for the duration of his duty tour. Obtaining 
such participation is now more the responsibility of Winga~d than of 
Petersen because it requires a significant reassignment of NCDC staff 
resources which can only be authorized by NCDC's highest decision­
m~\ers. As part of the intensification of attention to the Oilseed 
Management OPG, Wingard should urge that the NCDCjCLUSA Advisory 
Committee meet on a monthly basis from now until the end of Petersen's 
tour. 

SUGGESTION; USAIDjlndia should immediately approve an extension of 
Petersen's service tour for a six month minimum period, together with 
a budget amendment to the OPG sufficient to finance this extension. 
The budget amendment should include aufficient funds to allow Peter­
sen to accompany the NCDC study team on its forthcoming visit to the 
U.S. (see belm;). 

SUGGESTION: Beginning in the second quarter of 1981, CLUSA is plan­
ning for a team of NCDC oilseed technicians to visit the U.S. for a 
study jin-service visit of cilseed processing plants, paffiCUlarly 
soybean operations. If such a visit begins prior to the end of Peter­
sen's tour it will be counterproductive because it will remove from 
India some of the very counterparts the advisor is trying to train 
as part of a cadre of future trainers. It is therefore suggested the 
U.S. visit be postponed until after mid-1981. It is also suggested 
that Petersen be asked to accompany the Indian technicians on their 
U.S. ri~·ft. 't~'-;;'-;;;ist host plants l.n providing their visitors vith the 
most relevant and practical training possible. Such a trip by Petersen 
could be arranged as an add-on to his home leave or end of service. 
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IV. HOS~-COUNTRY CONTRIBUTIONf 

A. Strengths and Accompljshmer.ts 

In general the NCDC has honored all its COmmltments to the Oilseed" 

Management OPG, at least as it understood them to be. It has provided the 

CLUSA advisors with counterparts, although not on a full-time basis. It has 

facilitated the travel of CLUSA advisors to the field, assisting with air 

connection$, use of automobiles, contacts with state government officials, 

commQ~ications with plants, and other services. NCDC has provided each ad­

visor with B. car and driver. It ha5 cooperated in obtaining the exoneration 

of the advisors from pa,~ent of Indian incollie taxes. It has provided thee 

wi th office space, furr.i ture, and secretarial services. 

Because the cooperative sector's oilseed processors are fundamentally 

MAPKFED operations--i.e., large-scale plants tightly controlled by state 

governments--and created because of the large needs for working capital 

and management back-up in the oilseed industry, these apex-level coopera­

tive institutions often resemble heads without a body. In many cases they 

are out of touch with oilseed growers at the village level; they are general­

ly indifferent to the need for offering these growers price incentives or 

patronage refunds which would encourage mare reliable oilseed production 

and generate incollie benefits for the rural poor. ·It is therefore most en­

couraging to note that NCDC has recently iIli tiated a pilot "Gl'oundnut Ex­

tension Scheme" which is being introduced at five plants: Hardoi (Uttar 

Pradesh), Fatenagar (Rajasthan), AnanthapQl' (Andhra Pradesh), Karimnagar 

(~~dhya Pradesh), and Rajkot (Gujarat). This scheme will sponsor the services 

of oilseed extension supervisors--employed by co-op processing plants--
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vbo viII demonstrate im~roved production practices, facilitate supplies 

of improved seed and subsidized fertilizer to small farmers, 'and ",ill 

help coordinate vi11aee-level marketing arrangements for r~v materials 

sold to the sponsoring cooperative processor. 

The consultant "'as also impressed ",ith the initiative of the 

MARKFED Vanaspati Processing Unit at Khanna (Punjab), which has set up 

a successful incentive scheme for plant workers. Under this scheme the 

base target production level was set at 1,200 tons of refined oil per 

month. For ever;)" 50 tons of produc'tion increase above this level, every 

employee in the plant--from C~neral Manager to lowest machine operator 

--will receive a day's wage. The scheme has been in operation for three 

years. It paid 30 days o~ extrs wages in 1978-9, 41 days in 1979-Bc, 

and in the first two months of the 19Bo-l fiscal year has generated 8 

dsys cf extra wages. Credit for implementing the scheme must go to 

M.S. Sidhu, NCDC's Director of Oilseed Processing, because he was the 

Khanna plant's General Manager when the incentives scheme was first in-

troduced. The scheme is reportedly spreading to other MARKFED processors 

in the Punjab, Because of its potential benefit to still other co-op 

processors, the full text of the Khanna scheme's feasibility study has 

been included in Annex D. 

!! It is noteworthy t'hat Dr. Gibble urged NCDC to promote an incentives 
scheme among oilseed processors. Gibble's idea consisted of a-kind of 
annual award for the most successful plant manager. The Khanna scheme 
seens to be a more complete idea because it rewards all employees of 
a successful plant. 
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B. Deficiencies and Bugsestions 

Hcnc's failure to provide Petersen with a full-time counterpart 

has already been mentioned. It is worth mentioning, however, tha~ even 

when Petersen is assigned a counterpart, the latter's ability to learn 

problem-sol ving skills from the CLUSA advisor is sometimes hampered b~' 

NCDC regulations. For example, neither Ramanathan nor Shekhwat are con-

sidered senior staff and hence do not enjoy air travel rights in the 

field. Thus, while Petersen may fly to Anand (Gujarat), his counterparts 

must take the train. In some cases Petersen's colleagues actually spend 

more time traveling to a site than they spend at the site itself. The 

counterproductive implications of NCDC's travel policy in this case are 

self-evident. 

The consultant also observed a tendency for NCDC senior staff 

to place too much importance on the forthcoming Operations Manual and 

insufficient attentioD to advance planning for how the manual, once 

completed, might be utilized. In asking several people for their plans 

to guarantee continuity and transfer of Petersen's expertise, the stand-

ard reply was: " ... once the manual is complete we will plan' accordingly." 

This view is nearsighted for t'10 reasons. First, training on an ad hoc ---
basis has already begun before the publication of the manual; and such 

training is vital to testing the validity of the manual's content be-

fore it is published. Second, under the testing of experience, once the' 

IllB.nual is published it will quickly begin to be obsolete, requiring con-

tinuous up-dating. In other words, the manual should be viewed not as 

a final product but rather as a process. And the critcal issue is not 
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what the manual says but how the manual is used. Who will be the intended 

users of the manual? Is it for general managers only, or are plant opera-

tors and co-op directors to be included as its readers? What level of 

simplification will be necessary for the least-educated clients-of the 

manual to understand its content? Is one large document contereplated or 

a series of smaller, specialized-manuals to be used? Answers to these 

questions should be clear before the manual is ~itten, not left to be 

resolved after pUblication. 

SUGGES~lDK: NCDC senior staff is urged to make an exception 
in operating regulations which .'ill penri t counte:-parts to CVJSt. 
advisors to travel by the same means of transportation as tLe 
latter. 

SUGGESTION: It is possible that by the time this evaluation 
report is vritten, rotations and changes in NCDC senior staff 
Will have occurred. In such an event, the ne, officers will 
possibly be completely ignorant Of the purpose, objectives, anc 
other details of the Oilseeds Management OPG. The CLUSA/India 
Representative is urged to make a special effort to "brier" all 
NCDC senior staff newcomers in the characteristics of the OPG 
program, and to make sure a monthly meeting of the Oilseeds 
Management Coordinating Committee does occur on a routine basis. 

_. .sUGGESTION.: It is suggested that the :proposed Operations 
¥~ual be reviewed once again between CLUSA and NCDC to discuss 
and define who its primary users will be, what level of simpli­
cation 0111 be required, and whether the manual 0111 be subdivid­
ed into more specialized mini-manuals. The consultant recommends 
that the manual be divided into four specialized divisions or 
mini-manuals: one for the plant's Commercial Division, one for 
the Production Division, one for the Administrative Division, 
and one for the Quality Control Division. Furthermore, it is sug­
gested that the manusl be :published in a loose-leaf format (ring 
binder) Which facilitates the removal of old pages and the in­
troduction of nev material. Such a format dramatizes the impor­
tant concept that the manual is a continuing activity ~ose con­
tent must always be adapted to changing circumstances. 
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V. THE C.L.U.S.A./INDIA RErRESENTAT"VE 

A. Background 

The CLUSA/lndia Representative is MI. Rex Wingard. He holds 

a degree in Rubber Technology from Akron University (19~2), did graduate 

work in Biochemistry and Engineerin5 at the Universicy of V~chigan (19~8) 

and is a registered Professional Cherrical Engineer. After occupying 

various positions.in the field of oil processing engineering, with spe­

cialization in plant design, Mr. Wingard became the Vice President and 

an o"ner of Davidson Kenned;,· Associates (195(;), a firm that builds indus­

trial plants. When DKA sold out to the Austin Company in 1961, Wingard 

spent the next decade running forocer DKA operations as a profit center 

for Austin, which is currently the second largest engineering firm in 

the world. It vas here that he acquired extensive experience as an inter­

national management consultant serving the food processing industry. Hence, 

Wingard's skills cover a broad technical spectrum: plant design, feasibility 

studies, plant construction and start-up, equipment research and develop­

ment, and management consulting in food processing. 

Wingard first came to India on a fraternal visit sponsored by CLUSA. 

He returned in 1973 On an IB-month CLUSA contract which bas. been indefi­

nitely extended to the present. Over the years he has managed to visit 

most of India's oilseed processors, co-op and private, and for several 
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has provided them with free consulting services in ad\~sing choice o~ 

equipment and reviewing specifications and bids. Wingard's acquaint­

ances .~th India's cooperative leaders are many, and he is widely res­

pected by them, During the "Tilt Period" (1973-1978) the CLUSA Repre­

sentative served as a communications liaison between the U.S. Embassy 

and GOI officials when both sides had difficulty makinE direct contacts. 

The knowledge of India which Rex carries about in his head, but is no­

where in CLUSA files, is impressive. He has an astonishing number of 

friene.s and contacts. Along with Allie Felder, the only long-te= CLUS,'. 

predecessor to Wingare., he has been largely responsible for consolidating 

and legitimating CLUSA's role of tecbr.ical assist~~ce to the, Indier. cc­

operative moveEent. Rex is 59 years old. 

B. Strengths and Accomplishments 

Both Walter Gibble and Carl Petersen expressed deep appreciation 

and praise for Wingard's excellent logistical support of their efforts. 

The families of both advisors were housed and nourished generously in 

the Wingard home until they were able to find their o.~ housing. The 

CLUSA office gave prompt support, and Wingard his personal attention, 

to many of the advisor's problems with obtaining documents, clearances, 

and permits; in addressing problems with their landlords; in resolving 

tax problems, arranging for R and R, and many other services. 

The consultant, like 80 many TOYs before me, ~s a direct bene-

\ 
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ficiary of Wingard hospitality. Having spent a week in their bome I 

experienced first-hand that the \vingard residence is truly a magnet 

for both outsiders and resident expatriates, as veIl as many Indian 

citizens. It is apparent that over the years many serious issues haVe 

been resolved, ideas launched, and political contacts established over 

drinks and dinner at the Wingard residence. In this sense both Rex and 

Marilyn Wingard are 24-bour CLUSA Representatives. Their borne belongs 

to everybody. 

Rex Wingard bas written two important chapters for the Oilseeds 

Operations Manual. The first is entitled "Establishing tbe Unit" (Con­

struction Management) and contains information on (1) conducting plant 

feasibility studies, (2) obtaining investment financing, (3) meeting 

legal formalities, (4) principles of effective construction management, 

(5) monitoring construction implementation, (6) management controls, 

and (6) presents formats for required working documents. The consultant 

was unable to review Wingard's second chapter, whicb addresses the sub­

ject of Board/Management Relations. 

Having reviewed the Representative's quarterly and annual reports 

for the Oilseeds Management OPG, I consider tbese documents to be quite 

concise, well-organized, punctually-submitted, and generally adequate 

for purposes of monitoring grant performance against achievement ~ndi­

cators contained in the basic OPG document. 
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C. Deficiencies and Suggestions 

As the CLUSA/India Representative, Rex Wingard has direct adrrinis-

trative responsibility over not only the Oilseeds Management OPG but also 

a $204,000 Progra~ Development OPG, a $375,000 Technical Assistance orG 

to the NDDB Oilseed Gro~ers Cooperative Project, and is ultimately account-

able to USAID for a huge $160 million donation of PL480--Title II vegetacle 

oil commodities to the NDDB to finance the OGCP. The magnitude of tbe last-

named activity completely dwarfs all other program activities of the CLUSt. 

Office in India. Even under normal circumstances it ~ould be expected to 

consume the predominant share of the Representative's attention. But the 

NElE pro~ect hau not enjoyed normalcy; in fact it bas generated considerable 

controversy. It has been the subject of one large and punitive audit, a~ost 

continuous'meetings and correspondence with USAlD to discuss procedural 

issues, monthly field inspections, and mammoth cable traffic with the U.S. 

As such the OGCP has become an a~ost permanent distraction of the energies 

and attention of Rex Wingard. Overly-adsorbed in tbis buge project, the 

Representative's other program responsibilities have suffered from inadequate 

attention. 

The Oilseed Management OPO displays several signs of Wingard's neglect. 

He never accompanied either Gibble or Petersen on a field trip or plant vi-

sit. He has not maintained periodic, routine contacts with senior NCDC staff 

to discuss the work of the CLUSA advisors, the adequacy of NCDC counterpart 

participation, end other matters. As of the consultant's first visit to In-

-dia in mid-September, the NCDC/CLUSA Oilseeds Management Advisory Committee 

had not met in th;ee months (since May). But perhaps the biggest loss for 

, , 
• 
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the OPG has been Wingard's very limited involvement as a technician. 

He is a qualified edible oil processing engineer vith extensive expe-

rience as a management consultant to the food processing industry~ Yet 

in two years his technical contributions to the Oil seeds Hanagement OrG 

have been minimal. He has contributed t¥O chapters to the Plant Operation, 

Manual, participated in a couple of meetings to discuss NCDC projects 

for soybean processing, and attended a tvo-day NCDC/CLUSA Cooperative 

Oilseeds Processing Workshop held in January 1980. Keeping a technician 

vith such impressive credentials as Wingard fully adscrbed in administra-

tive tasks is like shooting flies with a cannon." 

A n~ber of factors vhich appear to perpetuate Wingard's under-

involvement in the Oilseeds V~agement OPG can be mentioned. First, the 

Representative has scaled dO¥n the breadth and frequency of his field 

travel compared to previous years. Before he traveled throughout India; 

today he concentrates on brief visits to Gujarat, headquarters of the 

NDDB project. This pattern reinforces his over-involvement with NDDB and 

* I asked Wingard to describe for me what would constitute an ideal use of 
his technical skills, provided he had the time. He suggested (1) getting 
acquainted with existing plants to understand their equipment deficiencies 
and needs; (2) assisting in the choice of technology for nev plants; (3) 
working with equipment suppliers to improve the engineering of their pro­
ducts; (4) identifYing technologies for the processing of materials that 
Bubstitute for conventional oilseeds; and (5) designing first-of-a-kind 
plants. It is important to draw a distinction between what Wingard might 
do and what Petersen is actuallY doing. Wingard's expertise is very much 
Bn the "up-front" side of processing engineering; once equipment is in­
stalled and sanctioned, his contribution end In contrast, Petersen's 
skills are directed to in-process operations, i.e., making the best of 
equipment already installed to improve profitability. 
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limits his exposure to NCDC operations, vhich are nation-wide. Restrictea 

travel, in the consultant's view, alsc hampers the Representative's op-

portunities for continued learning about the Indian oilseeds industry, 

and hence for broadening his own' expertise to become more useful to that 

industry's needs. 

Second, by spending a disproportionate amount of his time at his 

office in Delhi, Wingard has become over-exposed to the administrative 

demands which drain-off so much of his time. The Representative's very 

presence in the office causes more decisions.to be referred to him. This 

hampers his delegation of authority and a more rational distribution of 

administrative taskvork to other staff of the CLUSA!India office. By the 

same token, Wingard's almost continuous presence in Delhi automatically 

rr~es him a target for ever-increasing USAID claims on his time through 

phone calls, meetings, and correspondence. The sheer volume of letters 

and memos that currently pass between CLu~A and USAID i5,.in the oonslll-. 

tant t s opinion,; quite: exceBs:bre fl!Jr ·.pat>t!ies' .located,!tn the same. city.' ,1', 

personally believe that frequent field travel by the Representative is 

not Only a prerequisite for continued learning but is also imperative 

to maintain program operating efficiency. As such, field travel should 

be a routine activity, scheduled in advance on a monthly basis, and assign-, 

ed highest priority. 

Third, the Representative favors a relaxed, open-door style of program 

operations. Although the style has its advantages, it can be easily over-

done. Wingard seems to have an unlimited supply of time to spend vith visi-

.' 
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tors, and his unfettered accessibility encourages dozens of interruptions 

in the course of the day. The physical co-location of Rex Wingard's office 

beside that of John Wingard, the NDDB Project Officer, is in my opinion 

not advisable. A mere distance of about eight feet (through a usua~ly 

open door) divides their respective desks. This proximity jeopardizes 

the son's decision-making autonomy and creates a continuing temptatioe for 

the father's over-involvement in his project. 

Another aspect of the Representative's relaxed management style 

involves his lack of a written monthly plan--posted for the benefit of 

other CLUSA staff and outsiders--which schedules time for all his prcgrar.. 

responsibilities on a routine basis. Wingard appears to prioritize the use 

of his time from one day to the next, taking things as they come, more 

frequently reacting to events created by others than anticipating or 

creating events himself. Nonetheless, the Representative is a veIl-organi­

zed administrator. With the help of a little red appointments book he de­

finitely controls and schedules his activities. But this little red book 

is a personalized management tool, his use of it is somewhat secretive, 

and it helps to promote rather than diffuse the concentration of authority 

in his hands. It should be remembered that for most of the last nine years 

Wingard vas the only CLUSA staff member in India, and his management style 

reflects this fact. But in the last two years the staff and responsibili­

ties of the CLUSA/lndia office have changed sharply, such that the manage­

ment practices appropriate only three years ago must nov be modi~ed to 

fit new demands. 
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A fin~l deficiency area concerns CLUSA reporting procedures, and 

to a lesser degree, how it preserves its collective memory through a 

filing system. The R~presentative has been lax about re~uiring field 

trip reports from his advisors on the Oilseeds Management OPG and from 

U.S. visitors under the auspices of the CLUSA Cooperative Oil seeds 

Advisory Committee. Looking through the office files it is rather diffi-

cult 1..6 establish an "audit trail" on the activities of CLUSA staff 

members from month to month, with the exception of the NDDE. project. 

Neither Gibble or Petersen were required to submit reports on their 

field trips Lor monthly rerorts on their activities. Likewise, the con-

sult.ar..t four:d it virtually impossible to evaluate the contribut;ions to 

the OPG by visitors from the U.S. cooperative movement because these 

gentlemeu left such scanty written comments about their activities in 

India. 

SUGGESTION: The Representative's apparent over-involvement in the 
NDDE project has hampered satisfactorr compliance with his full 
program responsibilities as well as the timely use of his techni­
cal'·skills. It is suggested Wingard explore ways of partial disen­
gagement from NDDE such as (1) assignment of greater decision­
making autonomy to other CLUSA staff, and particularly placing the 
brunt of responses to USAID inquiries on John Wingard's shoulders; 
(2) undertaking routine field travel to other areas of India besides 
Gujarat, particularly to the model plants being assisted by Peter- . 
sen; and (3) publishing a monthly plan which schedules routine con­
tacts with all CLUSA program activities. 

SUGGESTION: As standard practice, all CLUSA expatriate staff in 
India should be required to write e. brief (1-2 page) monthly report 
of their activities. Following every field trip a brief report should 
be prepared on its purpose, activities, and outcomes. For alI-future 
visits by U.E. cooperative technicians under the auspices of the 
CLUSA Cooperative Oilseeds Advisory Committee, each visitor should 
be given an explicit scope of vork and an outline for an end-or-visit 
written report. 
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VI. OVERALL REVIEW OF END-OF-PP'OJECT CONDITIONS AND INDICATORS 

In general te:rns the Oilseeds }!a.nagement OPG is proceeding 

on schedule and can be expected to be a success. It may even be a 

great success provided advisor inputs can be extended for at least 

six months and even better for a lonser period of time. Regarding 

project implementation, CLUSA and NCDC staff are at stage five--pro-

duction of manuals and training activities--but they are also at 

stage six: conducting training programs for general managers. Admitted-

ly, the training is informal. But the refinement of operating techniques 

and efficiency in five "model plants U can be regarded as the develop-

ment of five live classrooms for future training activities. 

However, at this time it would seem appropriate to review the 

OPG's end-of-project conditions. Are they being met or have a high 

probability of being met in the future? Are these end-of-project con-

ditions still appropriate? If not, which ones are inappropriate and 

how should they be changed? These questions should be addressed with 

regard to two points in time: (1) at the end of the OPG project, and 

(2) at th~ end of the NCDC Sector Development Five Year Plan. 

A. By the End of the OPG Project 

The first target is the completion Of a field-tested Operations 

Manual for Cooperative Oilseed Processors. The document ~ ~ can be 
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considered virtually completed. In fact, its testing-~mostly in regard to 

operating recommendations __ has been going on for seven months and .~ll 

continue into the indefinite fUture. What is not finished is a pl£n 

for utilizing the manual in training programs for plant personnel. 
------~-- --- -

Also lacking is a clear definition of ~ho the manual's clients or 

readers .~ll be, how its contents "ill be "packaged" for different 

specialized users, and how the manual(s) ~ill be used in training pro-

grams for plant personnel. 

The second target is a trained core of at least six Indian 

counterparts who can direct a training program for plant perspnnel . 
. -­-'-Achievement of this target by January 1981 is no~ impossible. It is 

possible by July 1981 provided NCDC makes a more serious commitment 

of personnel to the project, particularly as counterparts to Petersen 

and trained by him in the field. 

The third target is an on-going training program for coopera-

tive personnel of the processing plants. As mentioned above, an informal 

training program alreadY exists as part of the plant test phase. This 

kind of training, which may prove to be the most useful anyway, can 

be expected to continue even without NCDC support on the interest and 

initiative of MARKFED and cooperative officers in the field. But as 

regards a formal training program, planned and financed by NCDC,-this 

does not yet exist. Budget resources are available but planning of 

training activities has been postponed until the completion of the 

Operations Manual. 
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The fourth target is the existence of trained general m~~agers 

and completed sets of operations manuals in all cooperative processing 

units that have been operating for at least six ~nths--about ~O in 

all. This target will not be met in the near future, even if the 

project deadline is extended by six months to July 1981. The consul-

tant considers the target unrealistic. It vould be more realistic to 

establish a set of different targets, as follows: 

-By July, 1981: at least one trained general manager of a 
model plant exists for the following units: (1) cottonseed 
plant, (2) rice bran plant, (3) groundnut plant. These 
managers and their plants would represent different regions 
of the country. 

By July, 1982: all existing co-op processors will have a 
general manager who has trained for a week or more in one 
of the pilot plants. 

, 
By July, 1983: all previously-trained general managers will 
have received follow-up training or on-the-job supervised 
training in their respective plants. 

The fifth target is that within a year of the OPG's expiration 

(January 1982) all key operating personnel--about 8 per plant--will ~/ ---.. ~-

hsve been trained in systems/procedures recommended in the manual. I 

consider this target unrealistic except in the pilot plants. Because 

such training must follow that of managers, I think it will take at 

least an additional year--to 1983--for its achievement. 

The sixth target is that the systems/procedures recommended in 

the manual will be in regular use in 80 percent of the processing units 
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by the beginning of 1982. Again, for reasons expressed above, the target 

will not likely be achieved before 1983. 

The principal disadvantage of the above indicators is that they are 

all process variables. They measure activities, not results; and they 

ignore impact. The consultant believes the project should be finall~ 

evaluated on the basis of its impact on (1) plant efficiency, (2) pro-
____ ______ T _ _ ~ __ ___ _ 

fitability, and (3) benefits generated for cooperative society members. 

To keeF things simple, the follo~ing indicators are suggested: 

Efficiency: (1) number of days the plant operated per year, witt 
the maximum target being 365 days and the minimum acceptable 
standard being 300 days. 

Profitability: (2) Value and percentage increase, if any, in 
net profits of the processing plant from one year to the next. 

Benefits to Members: (3) Value and percentage increase, if any, 
in dividends paid to co-op members (share-holders) from one year 
to the next. In the case of the five plants mentioned on page 22, 
it vould also be appropriate to measure (4) number of co-op mem~ 
bers who are small farmers, and (5) number of oilseed growers 
who Bold their production to the plant. 

B. By the End of the NCDC Sector Development Plan 

The first target of the Plan is to create 35 new co-op oilseed 

processing plants. In itself this goal is not desireable so long as exist-

ing co-op processors are operating at a fraction of full capacity, or if 

many plants have had to close down for reasons of inefficiency, lack of 

sufficient raw material, or adequa~e operating capital. It would be desireable 
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to first stabilize existing processors--in terms of efficiency and 

profitability--before starting ne~ units. Hence, as a prerequisite 

for financine the establishment of new units, ReDC should require 

evidence in a feasibility study that the proposei'. new plant vill not 

compete vith existing co-op processors for scarce raw materials, caFi­

tal, and markets. 

The second target is the expansion of 15 existing units. Again, 

for the reasons cited above, this goal is inappropriate in the preserrce 

of underutilized capacity and scarce raw material supply. Eowever, the 

term exp~~sior. does not have to mean expanded capacity. It can also 

me~~ expanding the efficiency of existing capacity. As Carl Petersen 

has demonstrated, processing machinery can be operated on a sustainei'. 

basis at far above its rated capacity. Through-put can be increased, 

processing time can be reduced, and other outcomes are possible. Op­

portunities for expanding capacity in this way--vithout increased in­

vestment in fixed capital--should be thoroughly investigated before 

financing of construction of new facilities is authorized. 

The third target is modernization of 30 percent of existing units. 

In and of itself this target is not desireable. Modernization is only 

appropriate to the extent it generates increased efficiency and pro­

fitability. A more appropriate target would be achieve a 30 percent 

increase in capacity utilization per year--for example, raising the 

sector average from, say, 200 days per year to 260 days. 
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The fourth target is to expand the co-op sector's processing capa­

city from 170,000 tons per year tc 500,000 tons per year. Once again, 

the issue is not capacity per ~ but its utilization. A sector capacity 

of 50D,OOO tons used at less than 50% due to raw material scarcity, 

inadequate operating capital, and power shortages .uuld prove ~ un­

mitigated disaster. Rence, a continuing target of, say, 80 percent of 

existing capacity utilization is preferable to one based DC tonnage. 

The fifth target is an increase in farmer-members frorr. 500,000 

to 1,000,000. This is appropriate. A companion target of farmer-sup~~iers 

vould also constitute an appropriate objective. 

The sixth target is an increase in 65,000 tons to 300,000 tons in 

oil supplies. Insofar as tonnage is not an indicator of profitability, 

says nothing about capacity utilization, and does not spell out who 

would be the beneficiaries of tonnage increases (consumers vs. produ­

cers), the consultant finds this indicator not very useful as a guide 

to NCDe decision-makers on the sector's performance. As was the case 

with OLUSA's OPG indicators, no valid evaluation of the NCDe Five-Year 

Plan will be possible without reference to efficiency, profitability, 

and benefit indicators. Those suggested on page 37 would be appropriate 

to apply-to the Five-Year Plan. 

, 



-40-

It is not premature to contemplate the possibility of a follow-on 

OPG to keep the process gaing of efficiency. profitability. and bene,fit 

improvements in the cooperative oilseed processing sector. The CLYSA 

Oilseeds lI.ana.gement OPG represents a potentially very high gain a.ctivity 

for a relatively small amount of money. The potential gain stands to be 

even much higher--and the ability of U.S. cooperative expertise to help 

is even greater--as NCDC launches its massive soybean processing program. 

Ho.~ver, approval of a future OPG must be conditi~ned to the achievement 

of at least a minimum set of outcomes from the first OPG. Measuring such 

outcomes will be the purpose of the OPG's final evaluation to be conducted 

(hopefully) after February 1982-. As part of the evaluation exercise, a 

comprehensive proposal should be prepared describing a strategy for main­

taining continued performance improvements among cooperative oilseed pro­

cessors, the technical assistance inputs required by the strategy, and 

how much they may be expected to cost. The elaboration at that time of 

a detailed program for continuing education and training of cooperative 

processing personnel would be appropriate. 



A N Ii E X A. 

ACTIVITIES CONUJC73!J UND;,.R TIlE NC:rx:jClUSA E"vil.JlJATIOi: 

First Week 
Sept.14, Sunda.v: 

Sept.15, Monday 

Sept.16, Tuesday 

Sept. I? , HecL'lesday 

Sept.lB, Thursday 

Sept. 19 , Friday 

Sept.20, Saturday 

Second Weel: 
Sept.2l, Sunday 
Sept.22, Honday 

Sept.23, Tuesday 

Sept.24, Wednesday 

Sept.25, Thursday 

Sept.26, Friday 

Sept. 27 , Saturday 

-Arrival in New Delli 
-~leeting with Walter Gibble 
-Heeting with Rex Wingard 
-Ibctnnent research 
-Heeting with Carl Petersen 
4ieeting with llCrx:; CO'lIDterparts Shiko'"at, Ramanathan 
-Doctnnent res8<Jch 
-Meetings with KCDC senior management--l!.atur, Sidhu, 
Bhatia 

-&etings Wi1 th US.tlD-F:lJ'nn, Houck, Westley, TriY.hE. 
-Heet:i:ag with Carl Petersen 
-Document research 
-Departure for Anand (Gujarat) via Indian Airli"les 
-Visit to Anand Cotton Processing plant _. 
-Visit to llavli Hilk Producers Co-op Society 
41eeting with Anand co-op Chairman 
-Visit to fam of P.Singh, Gujarat s~ faTQ8r 
-Intervie\~ with R.P .Anej a, Secretary m;lDr: 
-Return to New Delli via India.'l Airlines 

-Rest and document researcr. 
-Denarture for Andra Pradesh via Indian Airlines 
-Visit to Karinmagar gro'lIDdnut processing plant 
-Travel to Vij a;ya1-reda via car 
-Visit to Vijayawada rice bran processing plant 
-In Vijayawada (tra"llel interrupted because of a 
general strike against GOl) 

-Return to Hyderabad via ear 
-Return to New Delli via Indian Airlines 
-Rest 
-Tnrvel to Khanna (Ptmjab) via car 
-Visit to MAPJ:ED vanaspati processing unit 
-Visit to Khanna market-yard and meeting with manager 
of Khanna Cooperative }1arketing Society 

-Return to Delli by car 
-Travel to Udaipur (Rajasthan) via Indian Airlines 
-Visit to Fatelmagar groundnut processing plant 

, 
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TIlird Week 
Sept.28, Sunday 
Sept.29, Honday 

Sept.30, Tuesday 

Cct •. l, Wednesday 

Oct. 2, Thlirsday 
Oct. 3, Friday 

Oct. 4, Saturday 

-Return to Delhi via Indian Airlines 
-l-:eetine; with Rex Ifingaxd 
-File research at CIDSA office 
...};eetings with NCDC persormel--Sidhu, Rajgopal, shiko­
wat, Ramanathan, and Batra 

-Meeting with Petersen, S.R.Patel (Anand Chain:lan), 
and P.B. Bhatt (I·~ger, Oujarat Cotton }lkt.Fed.) 

41eetings with USAID personnel-F~, T.Fox (PVO 
Office, AID!.I), Bernadette Bundy (India Desk Offi­
cer, AID/In, John Gunning, Johri Westley, R.l;.Trfrj-~, 
Houck, Nandy 

-Heeting with Robert Have, Bank Gar;l1.cl, of liave Tech­
nical Institute (Shahjahanpur, U.P. 

-Write-up of preliminary evaluation sllJIlruU"Y 
-E:xit debriefings with Priscilla Eoughton, la.'"rY 

Flynn, Rex ~lingard 
-De:;>arture from India via Pan Ame:,-ican Airlines 



NI:1'i DB.l.EI. 
CWS!JIndia 

A ~ r: ::: x E. 

PE!tSO\'S CO~:T:,.CT'.s 

Rex Winbard, Rcpresentntiye ("-ife l:arilyn) 
John WinGard, !\:lDI: Technical ";'dvisor (wife r.:~thy) 
Carl Petersen, l~CJC l~a.na~eI:lent Advisor (wife 1.:E'.r~e) 
Wal tel' Gibble, NCDC Technical Advisor 
R. N. l~ebta, Accounts !~anager and Audi tor 
"Prinie", CllJSA Secretary 

US-UD/lnd.ia 
Priscilla Bou~hton, Director 
Lawrence Flynn, Chief, Office of Food for De,-elop!:1cnt 
John Gunnin~, Pro:;:ra:-: efficer 
John ~';estley, Evaluation Officer 
Harry Eouck, Assistant Director, OFD 
Jane :\andy, International Developnc:lt Intern, Cffice of ;:ural :>eycloj"'c"t 
R. 1:. Trick!!a, Pror-ran Specialist 
Y. R. Chhabra, Secretary 

AID/~1ashin::tor. 
Eerl!a(:ette !1und~·, India :)esl: Clficer 
Ton ;;'ox, Director, Office of Priv"tc Voluntary Dr:cunizations 

!<ational Cooneratiye Development Coryoration 
Vi pin ~ :ntur, !.:.-mar·ing. ::>i rector 
r:. J. I. llhatia, G€neral 1:""a::;:er 
}:. S. Sidhu, Director of Processing 
X. S. Rajar,:opal, Assistant Director 
L. S. Shekowat, Oilseed Teclmologist and CL1.:SA .';'dvisor counterpart 
1:1'. RaJ, !lJlath an , l:anar-enent Consul tant and CLUiA Adyisor counterpart 
S. IJ. Batra, Oilseed Technologist 

Others 
El'Ilie Campbell, Presbyterian ).:issionary (wife Al;)ie) 
Jeffrey Cro;lp1cll, j,:ountain Travel Guide 
Ron Yoder, Church World Service Advisor to CASA. (wife Shirley) 
Ed I(abert, Advisor to Volunteer Real th Association of India 
l'. rI. Bhatt, !.:onnging Director of Gujarat Cotton :.iarketing Federation 
S. K. Arora, Chainnan and J.:ana!;ing Director, Andhra Pradesh ~.rJ) 
Sebastian John, Driver 
Katosh, Driver CLUSA 
Dam Singb, Driver NCDC 
Robert Nave, Director, Nave Technicnl Institute, Shahjahanpur, D.l'. 
John McHale, Director, Catholic P.clici Services 
H. P. (Ilank) Garwiclr, Nave Technical Institute, Bareilly 
Peter S. Cho~~in, Managin Director, ~~, Bareilly 
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GUJAP.AT 
Anand TaInka Cooperative Cotton Sale Gizming and Pressing Society Ltc. 
J. A. Patel, lianagin~ Director 
S. R. Patel, Chairoan of the Board 
~. J. Desai, Production ~anager 
N. B. Surti, Senior Solvent Plant Operator 
hl. N. Khan, Plant Operator (Assistant) 
D. M. Dabhe, Senior Boiler Supervisor 
National Dairy DcveloJlr:lent Board 
R. P. Aneja, Secretary 
S. 1:umar, Senior Project Executive, OVOll, Anand 
B. A. Shaw, Project E.xecutive, Farmers Org;anizatioo Division 
Others 
J,;r. p. Singh, Snall Fa.=er, I:aira :;listriet 
A. K. Chopra, USAID Anditor 

.u.'DHI'.A PRADESll 
Gopal Singh, Technical Director; Statel:arketing !"ederation, Hyderab[lG 
hlAI'1::FED Groundnut Processir..r: Uni i, haritmabar ~. 
p. R. !tao, :Plantl:nna:;er 
T. G. Rao, Senior Cheni~t 
p. S. E. Rao, Plant Engineer 
A. p. l!ARlJ?BD Solvent Ext!'action )'lant, Vi,javawa(l(: 
V. V. D. lteddy, District 1:anager, Vijayawnda ~istrict efficc 
R. Y. ReG.dy, Plant Lanager 

Pl.'XJAB 
llA.."U;pr'ull Venaspati Processing Uni t, Iillanna 
I~. S. Sidhu, General l.:ana:3er 
K. S. "rolin, Co~ercia1 l.:ana~er 
C. 1:. 1!ali1" AssistrJlt J:lant Engineer 
G. S. Bhatti, Chief Chcnist 
R. C. Goyal, Senior Accounts Officer 
Gupen V. Singh, Manager, Khanna Cooperative I~arketing Society 

RAJ.\ST!L\..'\ 
ll..-\..T1.EFSD Groundnut IJrocessinr; 'Uni i, Fatehna~ar 
U. S. P..ekhi, General !~ana~er 
S. P. Gupta, Accounts Cfficer 
S. l:atur, Oilseed Extension Supervisor 
G. C. Sha=a, Solvent Plant Operator 
l:r. I:ohandc.as, Fitter, Eechanic, Jaclc-of..Jcll-Traues 
O. P. Shama, Laborntory Assi stant 
R. S. Ehacot, Production En~ineer 
Daulat SinGh, Chcl!list 
IChuyli Ram, Senior Oil !.:ill Cperator 
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minimum P,-oQuctiun capacity of amut 950 N.T. b fA pass!. ng 

reference may be made of this fact that this minimllm nunu 

was fixed, which was ,the ave":age maximum p: odUctiGn _0f 

a IUvnth in the p:.: ecvivus years. Due tv the fUJ.lnulati6n 0f 

the scheme of incentive fur mvLe prvd\lcti.:,n caseC'vn 

pfufitaoUity uf the plant, it has Deetl puss!. ble to raise 

this average mvnth.1y pl:vdUctivn flXA!\ 51=0 b.T. tv 10"t> }_.T. 

w.e.f. 10.11.7~, additLnal eq~pment ~ has been installec 

anc put into 'pa:ativn in the plant for augnerrtatiun and 

balancirg the capacity of pru@uctiun of vanaspati. N0 6...UDt, 

with the insta;Liati.:...n vf ad5iti0nal sqUipn",nt, it is pvss. me 

tv p:i:0cess the 011 so faL' as hydl.-c.genation is concerned. 

AccoL'ding tu the coPacity of the plant, still there a.r:e 

0th"L" ruttlenecks, which halnpe..: the prc.duction to" be b~ought 

tv the Level of insta.iLed C;apacity, especially the dE3JdoU~isel. 

sectivn. The plant Was put into operativn du..:ingDec.71 at1c. 
it has wu :.:')(.00 fo:.: m.:..:e than & years by now. The effi. cienc,,' 

of the plant has decreased Year 'by yea": £Inc.. it cannut be 

expected that it Can ¢ve pru"dUction as J!'1I" the installed 

capacity after the lapse of b years with.:.ut repl.aCet:,ent vf 

the vari0us strabgic equipment, W1ich has ~rn out by 

1.-unn1ng during the previous years. It is pertinent tv point 

vut that the e£f::iciency of the plant is h;unc to effect ~ til 

too Passage vf time due 1;<.. nO.LIllal we a ... & tea;... laK. It has, 

the..:emL'6, heen assessed that the plant ~ll be c:onside..:ed 

t_ iJ<:: W0~king efficiently if it gives daily pr.:0ducti;:;,n tv 

the extent of 80% uf its installed capacity, in view vf the 

ab.:.ve mentiuned fact"ry of uo:rmal Weal. & tear, in addi ti0n 

to the other limiting facto..:s of pLucessing, the i:mpurted oils. 

Keepin<;; in view the positivn explained amve, the 

nuDnal productivn of the plant and its efficient w->..:lsing 

has been considered tv be 40 M.T. per day, ~ch WI.>,,:KS vut 

tv be 1200 M.T. pel: IHonth. :rt has, the ... -efvl:e, b.en cvnsiue:.:-e:::. 

ewpL"OJi>l:'iate to fix the minill\Ul1\ no:.J1l foL' entitlem",nt of the 

prvfit p:':ud\lction incentive d scheme at 1200 M.T. prodUctiun 

,\;\,.61.£. 1.12.79, because the munth of Nuv. was onw a trial 

of machinery all.-eady ins tal-led in the plant. So in the schene 
of P l.vfi t production incentiVe, it has, therefore, been la:1<i. du\4 

that the minimUi.1l nOIIll of pI:IJdUction for entitlement of incentive 
/ 
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'th fl ylaat 'l:!1ll b0 npPl"et. ~.4000/" yet' day. \iEh0 i.o.oU.@Ji!lQ sf 
lflrefit U6ellt.!'U ~11 mgt 'be lilor0 than 1ls.4000/~ gor ~ry ~0M.'1 
(Firer I}; a.bGvo the Id21illnhOl :2fJB DOD. ~1lJ/lIt ~e ~PGBd1ture of 
'€$.400"O/-g til iJl adUt1taBal /aet profit tlvaUa'l2.e to the pltUt ",B.!. 
'01) to ~tll ~lUlO of ~.YJjfJOO/-. !he ®atitlem·em'G of il!IHlllUn 
h li'e1!\P00t sf th~ var10lllll 1l.lv01a of pm duatten QchiQved by ·the 
DlM't (lit» 10 Jr!lIlH'l e. u l'!n i!I th qj g on t'h will ~ ail! 'llW4l. tlft' ode n 
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AMl. lut. 
b0Aetit 
available 
till the pllAl 

Cif)O - Bc.o-7Ji;;-ec:. o-(;ii;.~5- Q- tP 0-0- oa> 0-&- 0-0 ~o -9-(;:i~~) o-_o~_. -0- (;:;i~~) o~ 
1200 Go • <=>.. _ ~ _ 

121iio 50 0.39 . 1 @304 . ~ 0.3 
~'OO 100 @.18! OoOIJ 0.70 
USO 150 '1.1'1:5 0.12 1.05 
1400 roo 1,,5(: 4 0016 1.40 
1450 250 1.9j ~ 0.20 1.75 
1~ ~ ~.~4 6 G024 2.10 
15~O 350 ~73 7 OG22 2.45 
1600 4QfJ '.12 $ 0 43, 2.'60 

III eaa" tl!.1i (!At! tlam!lll'll: g!. 'li:l!!pl6j"oo0 fer ao c&ti Ye 

1.H~rlUJ I!lll.t tb b~ more tnall !jO d.l!\rs U b !l!mlM.! year, thlln the 

ee1lillg llliUt ibr the dllt!tlm.®.t of PJ,"0fit l\lm6.ooti®B heemtive 
llIill i) e OOlUl id ~ed lim '9 ~ Il)@t h th 0 II axia 11m 0 f 50 ifs.1.ys in iii .1 ear. 

B2,Al'iDUDS OF m.lnIl1IllTY 01 li'R!lFI~ l'WDUCfIQ1j DOEMVi 
roa !\!1.YWY~S CO. ~ m: DJ!ft ~HE. S@1imI;' 

!Bl.€l ir0l:1.otd ~ ®at®/Ro rig tjJ of ~ (S ,14lY"1ll '<lill 1)9 

eligible fIN: tM p1!'efit ~X"0/l.tl\otl"f:\ iaoe&\tive na Pm' tao eeb&e 
!ill efI tiGSI ~ t<l.l!>ov el'> 

i) 910 ~1.tl1C)U 'l1Ml ,d:(,l Jrl:i.llro..t: on mG4io0.l fill." 

It, s.l. leav.; :£m:: more tbl.li 1112 days is a Ilaoath 
t1lli fl),~t be @lll.tiU0d g@E 2!a;Y UH'I0Jrtive 0i that 1Jlu"lb 

:u) am ql.'!l pl.OytlEl will 'b0 en t1 tl ei! for the }PrO fit 
)'j(rotlnctun i.ncMt 1v@ ill R80pect Gf bll).V0 td tha tat PffI 
lllp~ llevan de,ylll 1!d f\ 1fJI!!f. iUs @.at! tlea GlIt f~ 
1lulrulti've ll111 00aOe ~ the month ~ lllVillo 

loav!' 'I11tho1.1t VaJ' for laGrQ th1iln IilOV(l/I\ 4QYs .1. G. 

M erap:Myoo '11m agt bll l!lI2.t1tlsd fer !.i10Ut1v0 

if hn prt)ceeila 01\ l.elo\ve uith£,ut Tl&if G.~1ng !MY 
mentb e.ttar avaJJ.1ng .., &!.ya l.ean tJit,hG.ut 1)flJo 
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ill) /J.J!f1 <lJflpl.tly@e, WG E'0IpGrtm lata fGr 6.luty t~ nore 
~ two 0068810811 itl a month will Mt be QDt:l.tled 
fflr ih2 l!i UI!I(W.tivlll fQr the illM'fn. IDle !time effioQ 
tl111 IC'iSport Gl!l the:! 'IIHlima C£ .Pl'0!i1eJAee llilarked in the 
t1It t 0l!l4ll.!HII!I r0g 1.!ll t I!!r ~ th e aAAf!!" of the emp 10:r e sa • 

lv' . I 

UWl ;!:1lI:port It.'l.h fa' ... IIlQlre thu teA minutGB. III CaBe 
&Il omploy01l D \'the 6ttO~dlJ late, SIova.ils oh$rt leaTe 
~Ub. the rnanot1o£l @f tllo ilJlil\lI},l0t6$l t sa tiJ.Qri ty and 
~t leave 10 G1tHh12!ed ~ lUG leave I.lcemnt all 

pal' iaeiorl rW. @k1, uLll be atl 'Glad fQl' tm inoentive. 
>-

~(! daily paid tmpleyeas t1ill ba el!\t3. tlgd ir!r the 
!Jaee.ative enl.y it bay ranill OEI duty iB month 
«lUOOlllt 'll~ ~ 4ayD !.Ileil. \\tUng the reDt iq s. ilo 

v) 1.10 1Dc sat lv Q Bb.!il.ll 'II a ~ paid t@ am. Ilmbi1oyeo against 

Vi) 

;il~ there.1 III a charge of mis-cGllldllot. AD. @:1iIploYIiQ 
IliLll blil Mtitte<i for inctlJjltive 1.n case c4 the charge 
@f llilisoOlldue'qlhrt prG'Vlild IlS a result of onquirJ' It 

l'l.Qqui ttal by the C flap CiitM t &'I3.thori'l;1o 

M Illlilpleyn uder fmD1iellla.1on t&!.ll. hS\v~ Ell.) olaim G! 
Jjlr@lillction .iIHI®"j;ive Qurl.Ag tbs 1ll0.o:il!. 6. 110 rmain ed 
umor ImSPGI'1!U0El irrQIlp00tive of the r.;m;abu o[ dayS 
46 hac 8l.ctllalJ., UlIrked 111 tha-t 1li0A1;~ 

!ay fer 'tlle Qat1tlea®t et prd.it ji)r9duet.1on iDcentiv 
fer UtI! l10Gth '<Jill be OOluuder0d p the PilY El.rawn '!;Jy ~e eillployoe 
Gltcluding hOtlflO ren~ a1l0\1ano0~ oonvE\YaIlO@ allowlUlce Iilnd 

B0d.1cal 0.ll~~I(:a illl!!X' ~C!l~th ~r 1!ilU6h JAe ·ili Qll~l!lla ftc 
incMtiveo 

COl! S'rRAINT~ or PRO IU OTIOi 

X!l ease the pro duction dmr lag any oalel1~ar eon th 
~ !¥no to forcod [Hl.~rl!l!!l 1'!.HInUonild belou, ~ 6llploY(l)0 '\fill 

ruae ftJlly 6lo.!m fI:lr 1)ro~ion ~ incentive on QCCO'lmt of the 

fall of pmduct10n t!lI3G tic llIuCh COIW'tr!llintGs ... 

s ~t!.t down of the fi!ltCtolC'y ~ to fIJlY JIi(ldlani cal 
brellk' Clown &nd 211!11Qro of €llQctrlc!. ty &-EIOtl 
l:l'II' ail nl1111 ty of (l ':0 6i mal. 
a toppa9@ of production 6U6 to Qeeum\illlQtlon of 
ctockll baing 3lump in the m~0t.. 
~n..ava11a1ll.U. ty of ll:$1 t'latarl tAle paddng matsri al 
fllld Cihe:nicals and oihQI' lI!later1alAl l'$quirsd for trJGI 
»l:Odu ct:1on. 

'lbG above standard of ell g1bl.11 ty h tJUbj ect to the / 
6 •.• :6 0 0 
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installation of additional equipment for balancing of til.: 

\'illd.ating c1lJ?acity and the augmentation of the production 

capa:::i ty of the factory 0 The management will be campetellt 

to rGvislS the twLlllS of entitlauElllt of pu>ductlvn incentive 

in whatsoever !!lanner it lik"""" keeping in view th~ 

installation of t.he llAa:::hinery <lAo. ethel: equip; .. etlts etc. f0': 

ndditional pl.'Odu::tion. 

",-",.' "'" !iY;?e'i t!t~ 

The scheme has been made applicable ~ all tne 

snpleYees of the mill keeping in view the co-o,,:-dinated 

fllIffort snd t~ 'lo'Oik which is essent:i,al to augment- the 

prodllction of the plant. It lIlay 'bedlllen,Uoned i;;hat the 

1:iO¢ers wvrking.on the machines alone ,Cannot inc,.-ease the 

prodUC tion if the requi rem. mater1 als fo r production is nut 

arranged in t:!Jne acco:"'ding tt. the need of the plant for 

processing. The pace of prodUction .also cannot be 

maintained if finished products of the plant are n0t 

disposed off ~editious1y by the !'ilales department of' 

the plant. Similarly in Case the. accounts of the plant 

are .kept proper Iy and the paj'lllents to our CUStomers and 

sUpplies are released in t:l.me the stpply and m?J=ketil\lg 

posi tion of pI ant wi 11 ilup;:-ove ~ic h will al flU Ii' ~ vi de 

an impetus to production p.:ogranme. So the rise in 

prodUction' does not &\?and .ollly on the tsOr:i\.ers working 

on the machines wt is also depsndent on the ef£, :.:ts of 

the other @taff ,~o 1s engaged for ib e pIOcureuent sUd 

disposal of finished products in different capacities. 

Therefore, in o;.:der to maKe the production progl.'SIllIDe a 

I!ltlC«iess and tD create interest of every GlIlplcyee l\'O.:king 

,in the fac1:cr!l, the prodUCtion incentive .bas been plOpDsed 

fu r all the enploYeeos worldng in the plant. 

'the proposal is e;conomically viable sPa the 

production of the plcP t is' going to be affected substantially, 

whLch may kindly be approved at the earliest. 

( K.s. Sidhu ) 
General Manager. 
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