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I. INTRODUCTION

A. Overview of the NCDC/CLUSA Oilseeds Management 0.P.G.

India's National Coopersative Development Corporation (NCDC)
vas established in 1963. It is responsible for the planning and im-
plementation of country-wide programs through cooperative societies
for the production, storege, processing, merketing, and sale of agri-
cultural commodities. One of NCDC's most criticelly important activi-
ties--considering Indie's heavy dependence on vegetsble oils in the
national diet--is the Corporation's finencisl and technical assistznce
to cooperative sector oilseed processing plants. These inc;ude EOTE
150 expeller oil mills, 2k solvent extraction plants, & rice bran
processing planis, 6 cottonseed processing plents, 6 Vanaspati (like
Crisce) refineries, and 25 feed mills, From 1965 through 1979 total
NCDC investments in such oilseed processing facllities have surpassed

Us$ 51 million.

The experience of Indisn cooperstives in oilseed processing
has generally proven éisappointing at best; at worst it has been dis-
asterous. Plant construction has suffered from so meny delays that
the average start-up time for these units is about four years. This
problem, coupled with frequent work stoppeges causing plants to gpe;—
ate at a fraction of full-capescity, have elevated financial cogts on
fixed investment to the point that profitable operations have beccome

impossible in most plants. The insolvency of the original plant owners
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~-many of therm primary cooperstive societies—-hgs led to the take-nver

of their facilities b& state marketing federations (MARKFEDs) since the
state governments were guarantors of the originsl firancing. Other plants
in the cooperative sector were built for MARFEDs directly. In either case,
gpex-level concentiration of plant ownership wes inevitable because of

the huge reguirementis of the oilseed processing facilities for operaiing
capital and marketing outlets. Nevertheless, the MARKFED operations are
generally operated wiih little or no direct contact with oilseed growers,
purchase most of their raw materisl from non-cocoperative sources, and pro-
vide few benefits to village-level cooperative scciety members. The effi-
ciency and profitetility of the cooperative cilseed processors continue
te be hampered by a wide variety of factors: peooerly-fabricated machinery,
badly-operated processing plants, laek cof adequate rawv meterial surply,
fuel ant power sherieges resulting in frequent work stoppeges, casuel
cperating controls following rated cepacities set too low by equipment
manufacturers, poor inventory management, inadequate and untimely access

to operating capital, ané others.

To sddress these problems the NCDC hes formulated & 10-yeer Cilseed
Processing Sector Development Program, whicp is intended to provide tech~-
nical, mansgerial, snd financial assistance to cooperative oilseed pro-
cessors on & subsidized basis. RCODC also functions like & development bank,
providing investment capitel for plent renovetion er expansion, rehabili-
tation loans to consolidate indebtedness, and operating capital lvans
for so-called "margin money" to be used as collateral for locel borrowings

at the state level.
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CLUSA has been assisting Indian cooperative oilseed processors
since 1965 when it assigned Mr. Reed Rexford, & management advisor,
to work with the first NCDC~-sponsored plants. He was followed by Mr.
Harold Rissler (1966-1970), & technical adviscr in oilseed processing;
during vhose tour the number of co-op processors grew from four to
Tifteen.® The original proposal for the present CLUSA O.F.G. was pre-
pared by Rex Wingard in 19731 just prior to the five-yesr "tilt periog"
when Indie~U.3. relations withered, and had been approved for financing
wider a USAID tesk order. The initiative was recovered in August 1078
when AID approved CLUSA's proposal for an OPG of US$ 475,000 (with
host-country contributions valued st US$ 282,300) to support the NCIC

Oilseed Processing Sector Development Program,*¥*

The grant covers the services of two expatriste edvisors on
a residert basis in India: (1) & menagement specialist to essist co-
operative processors in the areas of cost and finsneisl ecomtrols, in-
formation systems, personnel menagement, raw meterial grading and
storage, procuremernt, and merketing; and (2) & technical specialist
to work on methods for inereasing equipment performance and plant

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

# Risgler's end-of-tour report conteins an inventory of problems confront-
ing cooperative oilseed processing plants vwhich remein as current today
s they were in 1970. Perhaps prophetically, Rissler argued_that the
processing sector was scquiring experience very slowly, but that it
was difficult to rush things. Citing the U.S5. experience, he said
American co-ops spent many years in primary processing, slowly de-
veloping & strong marketing system snd sble menasgement, and only then
advanced to the secondary processing stage, vhich Indis has tried to
reach in a single step.

## This grent was the first OPG made by USAIDs in the entire Asia region.
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rav materials, end more adequate laboratory controls. Under the OPG
agreemeﬁt the NCDC committed itself to supply each CLUSA advisor
with 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 ad&reés, develop and test solutions to these problers,
trein their counterparﬁs to teach these improvements to plant per-
sonnel, and prepare an operstions manual to facilitate the training
of Indian managers and operating staff in the plants. The OPG also
called for periodic visits by the U.8. Cooperative (ilseeds Manege-
ment Advisory Committee to provide selective and specimnlized exper-

tise, as required.

B. Purpose of the Present Evaluation

As required by the OPG agreement, the present evalustion

constitutes a mid-point reviev of the progrem's sccomplishments.

Ny .
Mihough initielly conceived as & joint (CLUSA-USAID evelustion exer-
cise, for reasons of timing conflicts end other constraints it was

decided thet the study would be made as an internal evaluation by

CLUSA only.
The evaluation is to address each major component of the
0ilseed Management OPG, nemely: (1) Technical Advisor, (2) Menege-

ment Advisor, (3) NCDC Counterpart Contributions, (4) CLUSA/India

e
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Management of the OFG. For each of these components I will attempt to
identify (a) strengths end accomplishments, and (%)} deficiencies and
suggestions for overconing ther. The concluding section of the report is
devoted to & review of the project's end-conditions and performan;e tar-
gets (medium-term) of vhich seversl are no longer reelistic and merit
emendment. Several annexes sare included in the report covering (A) Activi-
ties Conducted by the Evalustor in India, (B) Persons Contacted in the

Course of the Evaluation, and (C) The Khanna Incentive Plan for Employees,

which is worthy of wider replication among NCDC-supporited ollseed processcre.

Fieldwork in Indie to complete this eveluation was conducted fron Ser-
tember 14 to Octeber 3, 1980 Ffollowing which & first draft of'the report \
vwas prepared and circulated., On a subsequent visit to India for the evalue-
tion of other programs the N(DC revort was up~dated and further revisions
made.in March 1981, This firel draeft wes completed in the first week of

April,

C, Acknowledgements

" 1 wish to express my sincere appreciation to the CLUSA/India Repre-
sentative, Mr, Rex Wingard, for his guidance and total cooperation with
this studyj; to Mr. Carl Petersen, CLUSA Menegement Advisor, for his petient
replies to my endless guestions over a three-week period; to Mr. R.N. Trikha,
USAID Progrem Specialist {Agriculture), who provided technical insights as
well as good-natured company over several field trips; and to dozens of
other individuels--Indiens and expatriates--whose many contributioms both

large and small helped to strengthen this report.



II. TECENICAL ADVISOR

A. Background

The Technical Advisor recruited for +he program by CLUSA was
Dr. Walter P. Gidble, a fh-year-cld retired oil chemist. Dr. Gibble
received his Ph.D. in Chemistry from the tniversity of Arizona (19%5).
From 1962-1G7€ he served as Research Scientist and Senior Chemist at
Huwmt-Weseon Foods Inz., Fullerton, Celifornia. After esrly retirement
in 1976, Dr. Gidbble worked as & self-employed industrisl consultant
in oilseed refining. It is noteworthy that CLUSA experienced consider-
able difficulty recruiting candidates for the assignment of Technical
Advisor in India; Dr. Gibble was the only spplicant. However, he was
interviewed and approved by senior NCDC staeff in the U.S. prior to

his subsequent travel te India.

B. Strengths and Accomplishments

Dr. (Gibble's technical qualifications in the field of vegetable
0il 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 Methods {betch, semi-continuous, and continuous), (3)
Bleaching, (%) Hydrogenation, (5) Crystalization, (6) Deodorization,

end (7) a special chapter on Quality Control in Soybean Processing.

e
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Dr. Gitble's manual also contains 21 techniecal drawings, 90 technical
references or patent citations, and an Appendix which is almost as long
(109 pages) as the manual itself. The Appendix covers a variety of
problem-oriented subjects including Packaging, Inert Gas Storage of
Finished 0Qil, Procedures for Vegetable 0il Sompstock, 0il Drum Cleaning,
Qualitative Tests for Plant Chemists, Developmeni of Special 0il-Bssed
Producte, Literature Review on the Prcbler of Stgbility of ¥Feis end Qils,
Extracts of Private Technical Communication (on soybean oil processing},*
Use or disposal of 0il Processing Wastes, and a Glossary of Technical

Terms.

The approach attempted by Dr. Gibble in this manuel appears to be
acadenically valid, namely: First, to introduce the reader to ;n under-
standing of the oil chemistry underlying each refining stage; second, to
describe the procedures to be done in the plent or lsboratory at each
stage; and third, to list references for the reader who seeks additioqal
information. In the hands of an experienced chemist the mapual couwld be

potentially guite useful.

C., Deficiencies and Suggestions

The consultant was only able to interview Dr, Gihble for two hours

on the last dey (September 1k, 1980) of the advisort shortened duty tour

# According to the CLUSA/India Representative, Dr. Gibble made many important
contributions to NCDC and state government (Madhya Pradesh) plenning erfforts
to develop the production ard processing of soybean. These contributions,
cited in Quarterly Reports, were outside the adviesor's OPG scope of work.
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in India. Hence, many of the following comments are based on second-hand
information that could not be discussed with, or confirmed by, Dr. Gitble.
It wes reported to the consultant that Dr. Gibble 4id not enjoy Indie.
After several initial b;ief visite to cooperative oilseed processing plants
in early 1972, Dr. Gibble virtually terminated 211l field travel. During his
19 months in India he spent & mere 18 days in the field. He did not make
s single plant visit during his last seven months, I vas told that Dr. Gib-
ble found field travel unbearably stressful, that he could not cope with
breakdovns in communications with Indians, that he was appalleé by operating
conditions in the plants, that he lectured rather then listened, and that he
had little patience or interest in conducting hends-on traininé of counter-
parts or plant chemists in the field, Worse still, his technical background
wes strictly in the field of vegetable oil refining--not expeller or solvert
cil extraction--and thgre is really only one operationsl vegetable oil re-
finery in the cooperstive sector--the plant at Khanna--which might have pro-
fited from Dr. Gitble's kmowledge. Yet remsrkably, the advisor never visited
Khanna, even though it is located only 4-5 hours by cer from Delhi énd can

be reached by one of India's better highways.

In sum, it appears Dr. Gibble was over specimlized for his Indian
assignment, lacked the interperscnai skills to relate constructively with
Indians, and vas unwilling to endure the physical discomforts of f?eld
travel. For..the above reasons it was agreed between the CLUSA/India Rep-
resentetive and Dr. Gibble that the advisor would be more useful by remain-

ing in Pelhi to write a msnusl on vegetable oil refining (answering techni-
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cal consultations there) and would refrain from plant visits in the field.
Dr. Gitble completed the mmenual after 19 months in India whereupon his re-
quest for early termination was approved.
- s

While it is easy in retrospect to cite deficiencies in the background
and performance éf Dr, Gitble as & technicel edvisor, he does not deserve
to‘be held fully accountable; CLUSA must slsc bear respénsibility. The
first error was mede by CLUSA/Washington in recruiting Dr, Gibble in the
first place. Tt is alleged by CLUSA/W staff that dilseed processing experts
available for long-term amssignments are extremely scarce, particularly
those in mid-career and still young enough to "rough it" overseas. Dr. Git-
ble, they maintain, was the only candidate availsble. If that is irédeed
the case it raises serious questions both sbout CLUSA's selection criterie
for sdvisor positions and about the institution's ability tc mobilize human

resources for technical msssistence overseas,

The initial error was then compounded by CLUSA/India, which sought to
make the best of & less~than-desiresble advisor by redefining his scope of
work. The initial sssignments of the NCDC advisors, as described in the OFG,
contained the requirement of extensive field travel. This was absolutely
correct for a very fundsmental resson. There is no such thing as an outside
"expert” whose knowledge is ready-mede and appropriate for India. To be
effective, outside technicians wust 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 know

vhether it is relevant and if so, what end where to apply it. Moreover, this
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learning must never stop, a&s it did in the case of Dr. Gibble. In the
opinion of the consuliant, learning sbout the oilseed industry in India
must predominantly occur outside Delhi, Thet is where the oilseeds_are
grownj thet is vhere the procesesing plants are located; thet is where
most of the industry's problems are manifested on a day-to-dey basis, I
therefore believe that the advisor who does not travel freguently to the
field is the advisor who hac stopped leerning. And this is also why I be-
lieve thet Dr. Gibble's Manusl of Vegetsble 0il Refining will never be

intensively useful to Indian cocperative processors,®

SUGGESTION: In recruiting candidates for future advisory position:
overseas, CLUSA should avoid conducting its search only sumong high-
ly-specialized professionals. Individuels without advanced degreec
(possibly even without college educations) may still offer the ex-
perience and skills required to be effective sdvisors. Considerstion
should be given to plani menagers, production supervisors, and simi-
ler personnel with hsnds-on operating experience. Candidates from
beth cutside 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 oversees assignmenis, they should

be recruited for intensive short-term assignments that provide back-
up to less qualified long-term personnel. Finally, no candidate for
a8 CLUSA sdvisor should ever be selected-~regardless of his technical
gqualifications--if he does not demonstrate good interpersonal skills.,
In particular, he must be a good listener, be humble s=bout what he
knows, demonstrate patience, and have a good sense of humor.

SUGGESTION: CLUSA/Washingion should require--asnd CLUBA pountry repre-
sentatives strictly enforce——that all sdvisors engage in extensive
field travel. This expectetion should be made clear at the outset of
the edvisor's duty tour. Each advisor's jJjob description should msmke
explicit what kinds of field activity he will be conducting, for how
long, with vhat frequency, end with vhat kinds of counterperts. It
should also be made explicit that the long-term advisor is expected
to refrain from "advising” during an initiel period of, say, 3-6
months (call it his "in-country training") during which time he will
be paid to learn, a student of local practices,

# T pegret to say that on the point of frequent field travel by CLUSA ad-
visors, my views are not shared by the CLUSA/India Representative. Rex
Wingard slso disagrees with my prediction regerding the usefulness of
Dr. Gibble's manual.

a—re
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ITI. MANAGEMENT ADVISOR

A, Background

The Management Adjisor recruited by CLUSA is Mr. Carl V. Peter-
sen. Carl holds a B.Sc. in Agriculture from the University of Minne-
scte. Borm on a seell farm ané having operated his own spread from
1963 to 1671, Carl likes to describe himself as & "dumb dirt farmer”.
He slso has two years of experience tesching vocetional egriculture,
which serves him in good stesd when he gets down to hands~on train-
ing encounters with Indien counterparts. From 1971 to 1978 Carl worked
for Dawson Mills (Soybean Processér), first as a Manager of Personnel
and Public Relations, then as a Manager of Edible Soy Products Divi-

sion. He is k9 years old.

B. Strengthes and Accomplishments

Everything CLUSA or India may have lost with th;,performance
of Walter Gibble, it recovered--and more~-with the performance of
Carl Petersen. As luck would heve it, Carl has a very rich applied
technical beckground in mechanics, as well as extensive management
experience. He understands basie processing chemistry, knows the ins
and outs of seversl generations of oilseed processing equipment, is
handy with tools, is an excellent problem-solver, and is slmost ideal-
1y suited by his temperament for person-to-person, handsnbn,_ﬁpplied

technology training. His small farm background gives him a unigue

-
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perspective: farming equipment and conditions seen in todey's Indis
ke remembers being the same back in rural Minnesota of 20, 30, and
40 years ago. But most important, Carl has a great deal of reépect
for human beings. He is a2 good listener and a skilled conversational-
ist. He likes to laugh, hug people, clep them on the shoulders, kid
them, and otherwise demonstrate his ernjoyment of their company. He
has an inseatiable interest in, and sensitivity for, Indien cuétOms,
food, end language. In sum, Carl is both CLUSA's manogement and

technical advisors rolled into one individuel.

As & development practitioner and comswlitant I have worked
in the third world over 1k years and have dealt with hundreés of
Americans attempiing 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 hes personally visited over 12
cooperative processing plants, selecting five of them for frequent
repeat visits and intensive technicel assistance in their operations.
In 1979 he spent a total of 30 days in the field distributed over
10 separate trips. In his first eight months of 1980 he has spent
Lk dsys in the field, averaging over four days stay at each plfpt

visited. In so doing he is apparently the first CLUSA advisor to

o
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have spent so much time st the plant operations level, and to heve
become thoroughly familiar with the engineering limitations as well
as potentisl of existing processing equipment. Some of Petéraen's
discoveries constitute extremely important break-throughs toward
achieving greatly increased efficiency and profitability. And he has
apparently just scratched the surface. Because of their significance,

several of Carl's innovations will be described below.

1. Efficiency Tmprovements: Anend Cottonseed Plant

DELINTING: By edjustments to delinting saws, snd by inereas-
ing the freguency of saw blade sharpening, Petersen helpeﬁ Anand to in-
crease lint recovery from 4.25% to 5.6%. This seemingly miniscule im-
provement represents an inerease of 460.8 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 T.5 lakhs (US$98,900).
With further improvements in equipment operating practices, Carl ex-
pects to inerease lint recovery to B.75% and raise through-put from

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

of lint recovered walued at 17.5 lakhs (US$230,000).

EXPELLER OPERATION: The worm or screw configuration on each
expeller was changed and through-put increased to 160% of rated cape-
city. As = result, five expellers are operated instead of seven, which

results in a savings of electricity alone of 1.6 lakhs (US$ 21,13k},
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not to mention sdditional (wmmeasured) savings in steam, labor, and
maintenence costs. The 1dled expellers may novw be used for groundnut
Processing, and the Anand cooperative society hes applied for & licence

for this purpose.

SOLVENT EXTRACTION: The solvent plant was rated by the
panufecturer (Servotech/India) at 100 tons per day of expeller cotton-
seed cake. By increassing and mainteining the temperature in the extract-
er, keeping pressure stable, replacing seals, and other minor adjust-

ments, Petersen has successfully operated the extracter at 2Zh0 tons

per day without any eapitel expenditure. In Petersen's absence fnand

operators have been able to maintain capacity at 16C-200 toﬁs per day.
Increased capacity has resulted in & reduction of 2.1 liters per tom

of Hexdne consumption, 18 liters per ton in fuel oil, and 11 kilowati
hours per ton in electricity. Collectively the value of these savings

on an arnual basis smounts to 7.9 lakhs (US$10k,000).

2, Efficiency Improvements§ Gidderbeha Cottonseed Plant

DELINTING: Lint recovery has been increased from 4,67 to
6.0%, resulting in 176.hk sdditional tons of lint valued at Rs. 2.8
lakhs (US$37,000). Petersen believes lint recovery can be raised to

9% in the npear future.
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EXPELLER OPERATION: By sltering the worm (screw) configura-
tion, through-put increased 150%, two expellers were used instezd of
three, and power consumption was cut in half. Remerkably, each of the
remaining expellers used less power (36 KWH instead of L& KWHS than

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

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

SOLVERT EXTRACTION: The manufacturer's rated capacity
was 60 tons per dey, but Petersen demonstrated the plant could operate
satisfaectorily at 120 tons per day. This resulted in & 1 liter per
ton reduction in hexene solvent used, and 50% reductions in coal and
electricity consumption. At the time Petersen conducted his test, the
Gidder£aha plant had reguested financing from RCDC for expansion to
8 150-ton capmcity at an estimated investment of Bs. 8C lakhs (US§
1,050,000). In the wake of the Petersen experiment the desired 150
ton capecity was achieved with a modest investment of orly Rs. 10

lakhs {US$131,000}.

3. Efficiency Improvements: Vijayawade Rice Bran Plant

SOLVENT EXTRACTION: The vijayawada plent approached NCDC
for financing of Rs. 29 lakhs (US$380,000) to expand their solvent
extraction capacity from 30 to 50 tons per day. Petersen's counterpart

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

to steam pressure, heet, and other operating conditions, the extract-
ion facility's capacity reached €7 tons per day. Its actual capeeity
was even higher--90 tons per day—-but this level cculd not be sustained
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 estimstes he can raise pellet mill capacity to TS tons
per day with e maximum expenditure of Rs.1,000 in spare parts, Meenvwhile,
in addition to having economized 29 lakhs worth of nevw investment iu
fixed assets, experiments by Shekhwat and Petersen haeve resulted in s

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 bas conducted his plant v&sits
with a variety of NCDC counterperts. Shekhwat accompanied him on 17 of
39 deys in the field in 1979 and 16 of Lk days so far in 1980. Ramanathan
accompanied Petersen on 13 days in 1979 and 2 days in 1980. A third KCDC
counterpart--S.M. Batra—-accompanied Petersen on a five dey visit to
Gidderbahe in 1980. Of the three, Shekhwat is the only counterpart who
fully understands Petersen's experiments snd hag the technical skills

to duplicate them.

Gradually the mansgers of helf a dozen cooperative oilseed pro-

cessing plants have been exposed to Petersen's experiments and heve made

R
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some effort to implement his suggestions. It took a while to "breek the
ice™, Fetersen adwits. But with every repest visit Carl proves his sin-
cerity and improves his credibility with plant personnel. For Carl the
bottom line of every innovstion is its profitability. It must either
increase income or decrease fixed/operating costs per ton of raw meterial
processed. This has made Carl increasingly popular with plant managers,
for vhom his suggestions mean money-in-the bank. Petersen receives fre-

quent letters requesting follow-up advice between visits. When in New

Delhi his office usually hes several visitors per day from the fTield.

In addition to direct training o Indien counterparts and plant
personnel, Petersen has urged them o begin assisting each.other in
training opersting personnel. At Petersen's suggestion the Punjab MARKFED
sent a plant engineer and a senior operator to study plant operations et
Anand for a week. One technician from Darmavad (Eaharashtra) hes spent
three months "training" at Anand on en NCDC scholarship. As operasting
conditions in Petersen's 4-5 "model plants" are increasingly up-graded,
it is ipeviteble that these informal training activities within the

cooperative ollseed processing sector will become more frequent.

5. Contributions to the NCDC Plant Operations Manual

In May the CLUSA/NCDC Oilseeds Advisory Ccmmittee met to de-
termine a definitive formet for en operations manval, as reguired by the

OPG. The meeting produced a 13-chapter outline, as follows: (1) Project
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Construction Management, (2) Rev Material Procurement and Movement, {3)
Storage and Inventory Control, (k) Production Plenring and Control, (5)
Process Efficiency and Control, (6) Quelity Control, {(7) Cost Accéu?ting,
(8) Finance, (9) Organizstionel Structure mnd Personnel, {10) Management.
Information and Reporting, (11) Marketing, (12) Merber Relations and Ser-
vices, and (13 Board/Management Reletions. The distribution of writing
responsibility for these chapters was noteworthy: Indisn counterparts-—-
chapters 7, 8, 11; Rex Wingerd--chapters 1, 13; Walter Gibble--chapter 6;
Carl Petersen--chapters 2, 3, 4, 5, @, 10, 12. The manua® is row complete
and Petersen wrete over twe-thirds of it, demonstrazting once agai; that

he is 2 man of unusuel productivity.

Howsver, let us not overerphasize the importance of the writien
mantal. To begin with it is not a permanent document but rather, in lcose-
leaf forr, will be added to and subtracted from for years to come, Secend-
1y, the manual will serve as an adjunct to live, on-the-job training in
selected "model” processing plants. Here Indien plant managers and key
operating personnel will become scquainted with processing facilities
that run 30C plus days per year, that utilize their equipment at or above
their rated capacities, that demonstrate sbove-everage savings in fuel and
hexane (solvent) consumption, that utilize timely quality control, that
run under tight management, and above all are operating profitsbly. So far,
Petersen has assisted at least four plants to achieve these characE?ristics.
They cover groundnut, cottonseed, rice bren, and soybean processing opere-

tions. Each plent is becoming & future classrocom--a living manusl.
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C. Deficiencies and Suggestions

The wvery success of Petersen's performance to date--both as =
management and technieal adviscr--draws ettention to the OPG program's
extreme vulnerability. Petersen's tour has been extended through April
1981, but were he to lesve Indis at that time there is little liklihood
that the OPG program Would resch iis objectives. There does not yet
exist an adequate basis for econtinuity of training activities by NCDC
nor are meny operating improvements at the plant level yet fully demon-
strated. Several of the model planis are still below their full potentiel
in terms of operating efficiency; it is yet somevhat premeture te use
them a&s classrooms—-or living mesnuvals, 2s it were--for on—the-j;b trainirg
of plant manasgers and other personnel. At this moment there is not more
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 Indien trainers was

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

The CLUSA/Indie 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 time as well
85 g more cpmplete final evalustion. The consultant totally endorses the
necessity and rationale of these extensions. However, it remains question-
able vhether a six-month extension of Petersen's tour would be sufficient.
Two posaibilities present themselves. Petersen has been asked bynfhe Na-

tional Dairy Development Board {NDDB) to accept a two-year assignment as

an advisor tc their QOilseed Growers Cooperative Project (OGCP). IT Peter-
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sen accepts this assignment he would theoretically be available for con-
tinuing short-term assistance to the NCDC in both developing model plants
toc a staie of higher efficiency and in teéching NCDC and FDDE counterpertc
how to teach operating improvements to plent perscnnel. The second ortion
would be that if Petersen leaves India by July 1981, he would be hired by
CLUSA as a consultant for one or more short-term (1-2 month) follow-up
visits tc Indim to assist with the training of plant personnel. In ery
event, the claboration of a detailed training progrem plan must be con-
pleted in the near future before Petersen's departure from service with
the WCDC. Such a plan, according to the CLUSA/India Representative, will

be developed in April as e joint exercise between NCILC and CLUSA staff.

The primery reason Petersen remains indispenseble iz because he has
not had adequate NCDC counterpart participation in his fieldwerk. At the
time the criginal eveluation was made (September 1980) Petersen had made
1C field trips covering bk days, of which he was accompanied by an NCDC
counterpart on only five trips totaling 21 dsys, The advisor is personslly
quite aware of the implications of this problem and hes made every effort
to get NCDC to assign counterperts 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 &t the outset of the OPG
&5 to the latter's counterpart obligstions. CLUSA's expectation was that
FCDC counterparts would be assigned full-time to each advisorj; NCDC under-
stood their commitment to be part-time on an as-avallable basis. To compli-
cate matters, NCDC has lsunched preperations for a massive soybean develop-
ment and processing scheme with financing from the European Economic Com-

mumnity and other donors. This has distracted large amounts of staff atten-
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tion eway from the processing of conventional vegetable o0il materials--
like groundnut,  cottonseed, and rice bran--which is what Petersen has

been adéressing, even though he is most familiar with soybeans. For his
own part, the attention of the CLUSA/India Representative has alsé been
distracted away from the Oilseeds Mansgement OPG because he has had to
address on & full-time basis problems arising out of the NDDE project.

Thus, the problem cf Petersen's inadequate NCDC counterpart suppert hes

simply not received the sttention it deserves.

SUGGESTION: Now that NDDB-related issues are largely resolved, angd

as part of the process of formuleting & detailed training plan by
NCDC and CLUSA personnel, it is critical that the CLUSA/India Rep-
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 respongibility of Wingard than of
Petersen because it requires a significant reassignment of NCDC staff
resources which can only be authorized by NCDC's highest decision-
makers, As part of the intensification of attention to the Oilseed
Management OPG, Wingard should urge that the NCDC/CLUSA Adviscry
Committee meet on a monthly basis from now uniil the end of Petersen's
tour.

SUGGESTION: USAID/India should immediately approve an extension of
Petersen's service tour for s six month minimum period, together with
8 budget amendment to the OPG sufficient ¢to finsnce this extension. p//
The budget amendment should include aufficient funds to allow Peter-
sen to accompany the NCDC study team on its forthecoming visit to the
U.S. (see below).

SUGGESTION: Beginning in the second guarter of 1981, CLUSA is plan-~
ning for = team of NCDC oilseed technicians to visit the U.S. for a
study/in~-service visit of vilseed processing plants, perticularly
soybean operations. If such & visit begins prior to the end of Peter-
gen's tour it will be counterproductive because it will remove from
India some of the very coumterparts the advisor is trying to train

es 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.5. visit to mesist host plamts in providing their visitors with 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.

L
"
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IV. HOST-COUNTRY CONTRIBUTIONE

A. Btrengths and Accomplishments

In general the RCDC hes honored all its commitments to the_Oilseeds
Management OPG, at least as it understood them to be, It has provided the
CLUSA advisors with counterparts, although not on & full-time basis, It has
facilitated the travel of CLUSA advisors to the field, assisting with eir
connections, use of automobiles, contacts with state government officials,
communications with plants, and other services. NCDC has provided eech ad-
visor with a car and driver. It has cooperated in obtaining the exoneration
" of the advisors from payment of Indian income taxes. It has provided ther

with office space, furniture, and secretarial services.

Because the cooperative sector's oilseed processors are fundamentally
MARKFED operations--i.e., large-scale planis tightly controlled by stete
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 more reliable oilseed production
end generate income benefits for the rural poor. It is therefore most en-
couraging to note that NCDC has recently initisted a pilot "Groundnut Ex-
tension Scheme” which is being introduced at five plants: Hardoi (Pttar

Pradesh), Fatenagar (Rajesthan), Ananthapur (Andhra Pradesh), Karimnagar
(M;dhy& Pradesh), and Rajkot {Gujarat)}. This schemé will sponsor the services

of oilseed extension supervisors--employed by co-op processing plants—-
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who will demonstrate improved production practices, facilitate supplies
of improved seed and subsidized fertilizer to small farmers, 'ené@ will
help coordinate village-level marketing arrangements for raw materiale

80ld to the sponsoring cooperative processor.

The consultant was alsc impressed with the initiative of the
ﬁARKFED Vanaspati Processing Unit at Khanna (Punja®), which hes 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 every 50 tons ;f production increase above this 1ev§l, every
employee in the plent--from General Manager to lowest machine operetor
~--%ill receive & dey's wage. The scheme has beern in operati;n for three
years. Tt paid 30 days of extrs wages in 1978-9, L1 days in 1979-8C,
and in the first two months of the 1980-1 fiscal year has generated 8
deys of extras weges. (redit for implementing the scheme must go to
¥M.8. Sidhu, NCDC's Director of Oilseed Processing, becamuse he was the
Khanna plant's Genersl Manager when the incentives scheme was first in-
troduced. The scheme is reportedly spreading to other MARKFED processors
in the Punjeb. 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.

# Tt is noteworthy that Dr. Gibble urged NCDC to promote an incentives
scheme among oilseed processors. Gibble'ls idea consisted of s~kind of
annual avward for the most successful plant manager. The Khanne scheme
seems to be & more complete idea because it rewards gll employees of
a successful plant.
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E. Deficiencies and Auggeations

RCDC's failure to provide Petersen with a full-time cowmterpart
has already been mentioned. It is worth mentioning, however, thet even
when Petersen is assigned a counterpart, the latter's ability to learn
problerm-solving skills from the CLUSA advisor is sometimes hampered by
RCDC regulations. For example, neither Rsmanathen nor Shekhwat are con-
sidered senior staff end hence do not enjoy air travel rights in the
field. Thus, while Petersen may fly to Apnand (Gujarat), his counterparts
must teke the train. In some cases Petersen's collesgues actually spend
more time traveling to & site than they spend at the site itsel?. The
counterproductive implications of NCDC's travel policy in thds case are

self-evident.

The consultant also observed a tendency for KCDC senior staff
to place too much importance on the forthcoming Operstions Manual and
insufficient attention to sdvance planning for how the manusl, once
completad, might Te ubtilized. In asking several people for their plans
to guarantee continuity and transfer of Petersen's expertise, the stand-
ard reply was: "...once the manusl is complete we will plan sccordingly."
This view is nearsighted for two reasons. First, training on an ad hoc
basis has already begun before the publication of the manusl; and such
treining is vital to testing the validity of the manual's content be-
fore it is published. Second, under the testing of experience, once the-
menual ie published it will quickly begin to be obsolete, requiring con-
tinuous up-dating. In other words, the menual should be vie%ed not &as

& final product but rather as a process. And the eritcal issue is not

-
-

ot
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vhat the manual ssys but how the manusl 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-educested clients of the
manuel o understand its content? Is one large document contemrplated or
e series of smaller, specialized manusls to be used? Answers Lo these
guestions should be clear before the manuel is written, not left to be

resolved efter publication.

SUGGESTION ; NCDC senior staff is urged to meke an exception
in operating regulations which will permit counterparts to CLUSE
advisors to travel by the same means of trensportstion as the
latter.

SUGGESTION : It is possible that by the time this evaluaticn
report is written, rotations and changes in NCDC senior staff
will have occurred. In such an event, the new officers will
possidbly be completely ignorant of the purpose, objectives, and
other details of the Oilseeds Management OPG. The CLUSA/Indis
Representative is urged to make & special effort to "brief” all
NCDC senior staff newcomers in the characteristics of the OPG
Program, and to make sure & monthly meeting of the QOilseeds
Management Coordinating Committee does oceur on & routine dbasis.

-. BSUGGESTION.: It is suggested that the proposed Operations
Manual be reviewed once again between CLUSA and HCDC to discuss
snd define who its primary users will be, what level of simpli-
cation will be required, and whether the manusl will be subdivid-
ed into more specislized mini-manuels. The consultant recommends
that the manuel 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 sup-
gested that the manual be published in a loose-leal format {ring
btinder) which facilitates the removal of old pages and the in-
troduction of new materisl. Such a format dramatizes the impor-
tent concept that the manual is a cortinuing activity whose con-
tent must always be adepted to changing circumstences.
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V. THE C.L.U.S.A./INDIA REFRESENTATIVE

A. Background

The CLUSA/India Representative is Mr. Rex Wingard. He holds
a degree in Rubber Technology from Akron University (19k2), did graduate
work in Biochemistry and Engineering at the University of Michigan (iGLE)
and is a registered Professicnal Cherical Engineer. After occupying
varicus positions in the field of oll processing engineering, with spe-
cializetion in plant Gesign, Mr. Wingerd became the Vice President and
an ovner of Davidson Kennedy Associetes (1956), a firm that builds indus-
trial plants. When DKA sold out to the Aﬁstin Compeny in 19€1, Wingard
spent the next decade running foyrwer DKA operations as a profit center
for Austin, which is currently the second largest engineering firm in
the world. It was here that he acquired extensive experience as an inter-
netionel management consultant serving the food processing industry. Hence,
Vingard's skills cover a broad technical spectrum: plant design, feasibility
gtudies, plent construction and start-up, equipment resesrch gnd develop-

ment, and management consulting in food processing.

Wingard first came to India on & fraternal visit sponsored by CLUSA.
He returned in 1973 on an 18-month CLUSA contract which has been indefi-

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

most of India's oilseed processors, co-op and private, and for seversl
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has provided themr with free consulting services in mdvising choice of
equipment and reviewing specifications and bids. Wingard's acqgaint—
ences with Indis's cooperative leaders are many, and he is widely res-
pected by them. During the "Tilt Period" (1973-1978) the CLUSA Repre-
sentative served &s & communications liaison between the U.S. Embassy
and GOI officials when both sides had difficulty making direct contacts.
The knowledge of Indis which Rex carries about in bis head, but is no-
vhere in CLUSA files, is impressive. He h;s an astonishing number of
friends and contecis. Along with Allie Felder, the only long-term CLUSA
DPredecessor to Wingard, he has been largely responsible for consolidating

and legitimeting CLUSA's role of techrical assistance tc the Indles cc-

operstive moverent. 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 generocusly in
the Wingard home wntil they were eble to find their own 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 eddressing problems with their landlords; in resolving

tax problems, erranging for R and R, and many other services,

The consultant, like so0 many TDYs before me, was & direct bene-
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ficiary of Wingard hospitality. Having spent a week in their home I
experienced first-hand that the Wingerd residence is truly a magnet
for both outsiders end resident expatriates, as well as many Indian
citizens. It is apparent that over the years many serious issues have
been resolved, ideas launched, and political contacts established over
drirks and dinner at the Wingerd residence. In this sense both Rex and
Marilyn Wingerd are 24-hour CLUSA Representatives. Their home belongs

to everybody.

Rex Wingard has written two important chapters for the Oilseeds
Operations Manuasl. The first is entitled “Esteblishing the Unit" {Con-
struction Msnagement) and contains information on (1) conducting plant
feasibility studies, (2) obtaining investmeni financing, (2) 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
wes unable to review Wingard's second chepter, which sddresses the sub-

ject of Board/Manegement Relations.

Aaving reviewed the Representative's guarterly and annual reports
for the Oilseeds Management OPG, I consider these documents to be guite
concise, well-organized, punctually-submitted, and generally adequate
for purposes of monitoring grant performance against achievement indi-

ecators contained in the basic O0PG document.
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C. Deficiencies and Suggestions

As the CLUSA/India Representative, Rex Wingard has direct amdrinis-
trative responsibility over not only the Oilseeds Management OPG h&t also
a $204,000 Program Development OPG, a $375,000 Technical Assistance OPG
to the NDDE Oilseed Growers Cooperative Project, and is ultimately account-
able to USAID for a huge $160 million donation of PL4UBO~--Title IT vegetetle
0il commodities to the NDDB to finance the OGCP. The magnitude of the last-
named activity completely dwarfs all other program activities of the CLUSA
Office in India. Even under normal circumstences it would be expe;ted to
censume the predominant share of the Representative's attention. But the
NTDE prolect has not enjoyed normalecy; in fact it has generateé consideratle
controversy, It has been the subject of one large and punitive audit, almost
continuous ‘meetings and correspondence with USAID to discuss procedural
issues, monthly field inspections, and mammoth cable traffic with the U.S.
As such the OGCP has become an almost permsnent distraciion of the energies
and attention of Rex Wingsrd. Overly-adsorbed in this huge project, the
Representative'’s other program responsibilities have suffered from inadequate

attenticn.

The Oilseed Management OPG displseys several signs of Wingard's neglect.
He never accompanied either Gibble or Petersen on a field trip or plent vi-
sit, He has not maintained pericdic, routine contacts with senior NCDC staff
to discuss the work of the CLUSA advisors, the adequacy of NCDC cé;nterpart
'participation, and other metters. As of the consultant’s first visit to In-

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

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



«30-

the OPG has been Wingerd's very limited involvement as & technician,

He is a qualified edible oil processing engineer with extensive expe-
rience as a management consultant to the food processing industry. Yet

in two yeers his technical contributions to the Oilseeds Management OFG
have been minimal. He has contributed two chapters to the Plant Operations
Manual, partiecipeted in a couple of meetinge tc discuss NCDC projects

for soybean processing, and attended a two-day NCDC/CLUSA Cooperative
Cilseeds Frocessing Workshop held in January 1980. Keeping a technicien
with such impressive credentials as Wingerd fully adscerbed in administra-

tive tasks is like shooting flies with a cannon,*

A nurber of factors which appear to perpetuate Wingard's under-
involvement in the Oilseeds Management OPG cen be mentioned. First, the
Representative has scaled down thé breadth and frequency of his field
travel compared to previous years. Before he traveled throughout India;
today he concentrates on brief visits to Gujarst, headquarters of the

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

# T asked Wingard to describe for me vhat 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 new plents; (3)
working with equipment suppliers to improve the engineering of their pro-
ducts; (4) identifying technologies for the processing of materials that
substitute for conventional cilseeds; and (5) designing first-of-s-kind
plants., It is important to draw a distinction between whet Wingerd might
do and what Petersen is actually doing. Wingard's expertise is very much
8n the "up-front" side of processing engineering; once equipment is in-
gtaelled and sanctioned, his contribution end In contrast, Petersen's
skills are directed to in-process operations, i.e., meking the best of
equipment already installed to improve profitability.
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limits his exposure to NCDC operations, which are nation-wide. Restricted
travel, in the consuliant's view, alsc hempers the Representative's op-

pertunities for continued learning about the Indian oilseeds industry,

and hence for broadening his own eéxpertise to become more useful to thet

industry's needs.

Second, by spending a disproportionete amount of his time &t 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 delegetion of authority &nd a more reticnal distridution of
administrative taskwork to other staff of the CLUSA/Indis offic;. By the
same token, Wingard's almost continuous presence in Delhi automstically
makes 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 CLUSA and USAID is,.in the oonsni-.
tent's opinidn,; quite éxcémsive for parties located. in the same cityw I
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 act?vity, 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. Wingerd seems to have an unlimited supply of time to spend with 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 KDDB Project Officer, is in my opinion
not advisable. A mere distance of about eight feet (through a ususlly

open door} divides their respective desks. This proximity jeopardizes

the son's decision-msking autonomy and creetes a continuing temptatior for

the father's over-involvement in his project.

Another aspect of the Representative's relaxed management style
involves his lack of 2 writtén monthly plan--posted for the benefit of
other CLUSA staff and outsiders--which schedules time for all his progran
responsibilities en & routine basis. Winegard appears to prioritize the use
of his time from one day to the next, teking things as they come, more
frequently reacting to events created by others than antieipating or
creating events himself. Nonetheless, the Representative is a well-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 & perscnalized management tool, his use of it is a;mewhat secretive,
and it helps to promoie rather than adiffuse the concentration of authority
in his hands. It should be remembered that for most of the last nine yesrs
Wingard was the only CLUSA staff member in India, and his mansgement style
reflects this fact. But in the last two years the staff and responsibili-
ties of the CLUSA/India office have changed sherply, such that the manage-
ment practices appropriate only three years sgo must now be modified to

£it new demands.
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A final deficiency area concerns CLUSA reporting procedures, and
to & lesser degree, how it preserves its collective memory through a
filing system. The Representative has been lax about requiring field
trip reports from his advisors on the Oilseeds Management OPG and from
U.E. wvisitors under the auspices of the CLUSA Cooperative Oilseeds
Advisory Committee. Locking through the office files it is rether diffi-
cult to establish an "audii trail™ on the activities of CLUSA staff
members from month to month, with the exception of the NDDE project.
Heither Gitble or Petersen were required to submit reports on their

field trips nor monthly reports on their activities. Likewise, the con-

A

sultant fourd it wvirtually impossible to evaluate the contributions to
the OPG by visitors from the U.S. cooperative movement because these
gentlemer, left such scanty written comments about their activities in

India.

SUGGESTIOK: The Representative's apparent over-involvement in the
NDDE project has hampered satisfactory compliance with his full
program responsibilities as well as the timely use of his techni-
caliskills. It is suggested Wingard explore ways of partial disen-
gagement from NDDR such as (1) assignment of greater decision-
making sutonomy to other CLUSA staff, and particularly placing the
brunt of résponses to USAID inguiries 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 plen which schedules routine con-
tects with all CLUSA program activities.

SUGGESTION: As standard practice, all CLUSA expetriste staff in

India should be required to write a brief {1-2 page) monthly report
of their activities. Following every field trip & brief report should
be prepared on its purpose, activities, and outcomes. For all future
visits by U.E. cooperative technicians under the auspices of the
CLUSA Cooperative Oilseeds Advisory Committee, esch visitor should

be given an explicit scope of work and an outline for an end-of-visit
written report.
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VI. OVERALL REVIEW OF END-OF-PROJECT CONDITIONS AND INDICATORS

In general terms the Oilseeds Management OPG is proceeding
on schedule and can be expected to be a success. It may even b; 8
great success provided advisor inputs can be extended for at least
six months and ever better for a longer period of time. hegarding
project implementation, CLUSA and NCDC staff are at stage five——pro-
duction of manuals and training activities—-but they are also et
stage six: conducting training programs for general menagers. Admitted-
ly, the training is informsl. But the refinement of operating-iechniques

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

ment of five live classrooms for future training esctivities.

However, at this time it would seer appropriate to rev}ew the
OPG's end-of-project conditions. Are they being met or have & high
probebility of being met in the future? Are these end-of-project con-
ditions still appropriate? If not, which ones are insppropriste and
how should they be changedf These guestions should be addressed with
regerd to two points in time: (1) st the end of the OPG project, and

(2) at the end of the BCDC Sector Development Five Yeasr Plen.

A, By the End of the OPG Project

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

Menual for Cooperative Oilseed Processors. The document per se 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 will

continue into the indefinite future. What is not finished is a plan
I ..-‘_"—'_"-

for utilizing the manual in treining progrems for plant personnel.
————— ol e . ——— T ey

Also lacking is a clear definition of who the manual's clients or
readers will be, how its contents will be “packaged" for different

specialized users, and how the menuel(s) will be used ir trainirg pro-

grams for plant personnel.

The second target is e trained core of et least six Indian

counterparts who can direct & training program for plant personnel.

. a -

p——

Achievement of this target by January 1981 is now impossible, It is
possible by July 1981 provided NCDC makes & more serious commitment
of personnel to the project, perticularly &s counterparts to Petersen

and trained by him in the field.

The third target is an onr-geoing training program for coopera-
- \

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

training program already exists as part of the plent test phase. This
kind of training, which mey 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, plenned and financed by NCDC,-this
does not yet exist. Budget resources are availeble but planning of
training activities has been postponed until the completion of the

Cperations Manual.

L

‘/
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The fourth terget is the existence of treined genersal managers

and completed sets of opersations manuals in all cooperative processing
units that have been operating for at least six months-—about WO in
all. This target will not be met in the meer future, even if the
project deadline is extended py six months to July 1981. The consul~
tant considers the target unrealistic. It would be more reslistic 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:(1l) cottonseed
plant, (2) rice bren plent, (3) groundnut plant. These

- managers and thelr plants would represent different reglons
of the country. .

By July, 1982: all existing co-op processors will have &
general mansger 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 & year of the OPG's expiration

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

heve been treined in systems/procedures recommended in the manual. I
consider this target unrealistic except in the pilot plants. Because
such treining must follow that of managers, I think it will teke at

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

The sixth taerget is that the systems/procedures recommended in

the manusl 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 variebles. They measure activities, not results; and they
ignore impact. The consultant believes the project should be finally

evaluated on the basis of its impact on {1) plant efficiency, (2) pre-

e PR ]

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

To keer things simple, the following indicators are suggested:

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

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

Benefiis to Members: (3) Value and percentage increase, if any,
in dividends paid to co-op members {shere-holders) from one year
to the next. In the case of the five plants mentioned on page 22,
it would also be appropriste to measure (4) number of co-op mem-~
bers who are small farmers, and (5) number of oilseed grovers

who sold 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 capscity, or if
many plante have had to cloge down for reasons of inefficiency, lsck of

sufficient rew material, or adequate operating capital. It would be desireable
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to first stabilize existing processors--in terms of efficiency and
profitability--before starting new units, Hence, as a prerequisite
for financing the esteblishment of new units, HCDC should requite
evidence in a feasibility study that the proposed new plant will not
compete with éxisting co-op processors for searce rav materials, capi-

tal, and merkets.

The second target is the expansion of 15 existing umits. Again,
for the reasons cited sbove, this goal is inappropriaste in the presence
of underutilized capacity and scarce raw materiel supply. Eowever, the
term expension does not have to mean expanded capacity. It can also
mean expanding the efficiency of existing capacity. As Carl Petersen
hes demonstrated, processing mechinery can be operated on a susimined
basis at far above its rated capacity. Through-put can be incréased,
processing time cen be reduced, and other outcomes are possible., Op-
portunities for expanding capecity in this way--without imcreased in-
vestment in fixed cepitsl--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 degireable, Modernization is only
appropriate to the extent it generates increased efficiency and pro-
fitebility. A more eppropriate target would be achieve a 30 percent
incresse in capacity utilizetion per year--for example, raising the

sector average from, say, 200 days per year to 260 days.
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The fourth terget is to expand the co-op sector's processing cape-
city from 170,000 tons per year tc 500,000 tons per year. Once agein,
the issue is not capacity per se but its utilizetion. A sector capscity
of 50C,00C tons used at less than 50% due to raw meterial scarcity,
inedequate operating capital, and pover shorﬁages would prove an un-
mitigated disaster. Hence, & continuing target of, say, 80 percent of

existing ecspacity utilization is preferable to cne based or tonnage.

The fifth target is en incresse in farmer-members f{rom 500,000
to 1,000,000. This is appropriate. A companion terget of farmer-suppiiers

would slsc constitute an appropriste objective.

The sixth target is an increase in 65,000 tons to 300,000 tons in
0il supplies. Insofar as tomnage is not an indicator of profitability,
says nothing sbout capacity utilization, and deoes not spell out who
would be the beneficiaries of tonmage increases (consumers vs. produ-
cers), the consultant finds this indicator not very useful as a guide
to NCDC decision-makers on the sector's performence. As was the case
with OLUSA's OPG indicators, no velid evaluastion of the NCDC Five-Year
Plan will be possible without reference to efficiency, profitability,
and benefit indicators. These suggested on page 37 would be appropriste

to apply: to the Five—Year Plan,



It is not premature to contemplate the possibility of & follow-on
OPG to keep the process going of efficiency, profitebility, and benefit
improvements in the cooperative oilseed processing sector, The CLUSA
(Qilseeds Management OPG represents a potentially very high gain activity
for a relatively small amount of money. The potential gasin stands to be
even much higher--and the ability of U.S. cooperative expertise to help
is even greater-—as NCDC launches its massive soybesn processing program.
However, approval of a future OPG must be conditioned to the achievement
of at least a minimun set of outecomes from the first OPG. Measuring such
outcomes will be the purpose of the OPG's finzl evaluation to be conducted
(hopefully) after February 1982. As part of the eveluation exercise, &
comprehensive proposal should be prepared describing e strategy for main-
taining continued performasnce improvements among cooperative oilseed pro-
cessors, the technical assistance inputs required by the strategf, and
how much they may be expected to cost. The elaboration at thet time of
e detailed program for continuing education and training of cooperative

processing personnel would be asppropriate.




ARLEX A,

ACTIVITIES CONIUCTED UNDiR THE NCDC/CIUSA EVAIDATION

First HWeek
Sept.1l4, Sunday:

Sept.15, Monday
Sept.16, Tuesday

Sept.17, Wednesday

Sept.18, Thursday
Sept.l19, Friday

Sept.20, Saturdsy

Second Week

Sept.21, Sunday
Sept.22, Monday
Sept.23, Tuesday

Sept.24, Wednesday

Sept.25, Thursday

Sept.26, Friday

Sept.27, Saturday

~Arrival in New Delhi

~Meeting with Walter Gibble -
~Meeting with Rex Wingard

~Document research

~Meeting with Carl Petersen

~Meeting with NCDC counterparts Shikouat, Ramanathan
~Document resewrch

-Meetings with KCIC senior management—HMatur, Sidhu,
Bhatia

~Meetdings with USAID—Flynn, Houck, Westley, Trikhe
~Mesting with Carl Fetersen

~Document research

~Devarture for Anand (Gujarat) via Indian Airlines
~Visit to 4Anand Cotton Processing plant ..

~Visit o Navli Milk Producers Co-op Society
=Meeting with Anand co-op Chezirmen

-Visit to farm of P.Singh, Gujarat small farmer
~Interview with R.P.Aneja, Secretary LDDZ

~Return to New Delhi via Indian Airlines

-Rest and document research

«Departure for Andra Pradesh via Indian Airlines
=Visit to Karimagar groundnut processing plant
«Travel to Vijayawadas via car

~Visit to Vijayawada rice bran processing plant
~In Vijayawada (tragel interrupted because of a
general strike against GOI)

-Return to Hyderabad via car

~Retuorn to New Delhi wia Indian Alrlines

-Rest

~Trzvel to Khanna (Punjab) via car

~Visit to MARKED vanaspatl processing unit

=Visit ‘o Khanna market-yard and meeting with manager
of Xhenna Cooperative Marketing Society

~Return to Delhi by car

~Travel to Udaipur (Rejasthan) via Indien Airlines

~Visit to Fatehnagar groundnut processing plent
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Third Yeek
Sept.28, Sunday
Sept.29; Monday

Sept.30, Tuesday

Get. 1, Wednesday

Oct. 2, Thirsday
Oct. 3, Friday

Oct. 4, Saturday

~Return to Delhi via Indian Airlines

eeting with Rex Wingard

~File research at CIUSA office

=Meetings with NCDC personnel--~Sidhu, Rajgopal, Shiko-
wat, Ramangthan, and Batra B

Meeting with Petersen, S.R.Patel (Anand Cheirman},
and P.H, Bhatt (Manager, Cujarat Cotiton Mrt.Fed.)
{eetings with USAID personnel-—Flynn, T.Fox (FVO
Office, AID/VM), Bernadette Bundy (Indie Desk Offi-
cer, AID/W), John Cumning, Johd Westley, R.K.Trikhe,
Houck, Nendy

Meeting with Robert Nave, Henk Garwick of Nave Tech-
nical Institute (Shahjahanpur, U.P.

=Write-up of preliminary evalustion sumeary

-Exit debriefings with Priscilla Eoughton, lerry
Flynn, Rex Wingard

=Departure from Indiz vis Pen dmerican Airlines



ANKIX B,
PERSONE CONTACTLD

ROy DRI

ClUssi/India

Rex Wingard, Representative (wife llarilyn)

Jehn Wingard, NJDD Technical Advisor (w1fe Lhth3,

Carl Petursen, NCJUC Lianarement Advisor {wife Merse) -
Walter Gibble, NCDC Techn1cal Advisor

E. X. Yehta, Accounts lanager and Auditor

"FPrimie”, CLUSA Secretary

USAID/India

Priscilla Boushton, Director

Lavwrence Flynn, Chief, 0ffice of Food for Development

Jobmn Gunnine, Procran Cfficer

John “Yestley, Evaluation O0fficer

Harry Houck, Assistant Director, OFD

Jane Nandy, International Developnenti Intern, Cffice of Imral Jevelopment
R, N. Trickha, Propran Specialist
Y. R, Chhabra, Secretary

AID/Vashinrton
Eerracette Bundy, India Desl: Cificer
Torm Tox, k1rector, 0ffice of Private Voluntary Or"an17au10ns

Xational Coonerative Develomment Corporation

Vipin llatur, lanaring Divector

I. J. I, Bhatia, General Manarer

. 8, Sidhu, Director of Processing

X. S, Rajegopal, Assistant Director

.. S, Shekowat, Oilseed Technologist and CLUS: Advisor counterpart
Vr, Rammnathan, Yanagenent Consultant and CLUSA Advisor counterpart
S. K. Batra, 0ilseed Technologist

Others -

Trnie ! Campbell, Presbyterian Missiomary (wife Alpie)

Jefirey Camplell, lMountain Travel Guide

Ron Yoder, Church World Service Advisor to CASA {wife Shirley)

Ed Kabert, Advisor to Volunteer Health Association of India

F. K. Dhatt, Yenaring Director of Gujerat Cotion lMarketing Federation
S, K. Arora, Chairnan and Lanaging Director, Andhra Pradesh MARCTED
Sebastian John, Driver

Eatosh, Driver CLUSA

Dam Singh, Driver NCDC

Robert Nave, Director, Rave Technical Institute, Shahgahanpur, U.F,
John lcHale, Director, Catholic Relief Services

H, P, (Hank) Garwick, Nave Techmical Institute, Bareilly -
Peter S, Chowfin, Managin Director, NTI, Bareilly
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GUJARAT

Anand Taluka Cooperative Cotton Sele Ginning and Pressing Society Ltd,
J. A, Fatel, Managing Director

S. R, Patel, Chairman of the Board

M, J. Desai, Production Manager

N, B. Surti, Senior Solvent Plant Operator

M, N, Khan, Plant Operator (Assistant)

D
Na

. M, Dabke, Senior Boiler Supervisor

tional Dairy Development Board

R. P, Aneja, Secrctary

8. Fumar, Senior Project Executive, OVOW, Anand

B, A, Shaw, Project Executive, Farmers Orcanization Division
Others

My, P, Singh, Small Farmer, Laira District

A. K, Chopra, USAID Auditor

ANDHDIA PRADESH

Gopal Singh, Technical Director; State larketing Federation, Eyderabacd
MATITFED Groundnut Processine Unit, larimnagar -

P, R, Rro, Plant YHanager

T, G, Rao, Senicr Chenist

P, 5, E, Rao, Plant Engineer

A, P, VARCFED Solvent Extiraction llant, Vijsyawade

V. V. b, Reddy, District Manager, Vijayawnda District C¢flce

R, Y. Reddy, Plant Lanager

FUNIAE

VARLFLD Venaspati Processine Unit, Ithanna

~. S, Sidhu, Geperal Manapger

K. 8, ¥ulin, Cormercial }.ianager

C. L. Malik, Aseistent Flant Engincer

G, 5. Bhatti, Chief Chemist

R. C. Goysl, Senior Accounts Officer

Gupen V, Singh, Manager, EKbanna Cooperative lLarkeiing Society

RAJ&ST‘L .
HATEED Groundnut I’rocesssmrr Unit, Fatehnarar
I:, 3, Rekhi, General Yanager °
S. P. Gupte, Accounts Cfficer
S. Yatur, Cilsced Extension Supervisor
G. C. Sharma, Solvent I'lant Cperator
Lr, l'ohanddas, Fitter, echanie, Jackwof-All-Trades
0, P, Shamma, Laborntory Assistant
R, S, Bhaget, Production Engineer
Dauvlat Singh, Chemist
Xheyli Ran, Senior Cil lill Cperator _




HARKFED VAN AT ATLEALLUKD XHDUSTRIES, KHANHA.

PRO¥Y PRUDUCTION INCHESTIVE SCHEIE FOR RHE

BPLOTERES OF MARKPED VAMASPATI & ALLIED

INDUSERI ES, JHAM o FOR THE PRRIOD 3ROM
ﬁa?@?g % ﬁq.émgo

e pahezne il be aalied "Profit Preduetion
Lacentive £ehame' for ©ho eapleyess of Harkfed Vanaspsatiz
Alliegd Industries, Ehanse far the yoar 1979-80. The scheme
will be applicable %6 all o eployeeo of the plent
ineluding the mpleyees woxkipg ik swervisory akd managerial
capesity. X% will alomo Bg mpplieadble % the 2idy paid
ciplayess sovored noder 8he sohe@o. v

Bagle FOR FHE RBUFLE RPIOIF

Laagt yoar, the proflt producilion imcontive scheme was
prapared ¢2 the basis of the LAstell od egpacity of She Vanagpatl
plant 4.8, $0 H.T, and the effestive cgpacity thereef in view
ef %he prosessing of miX unbraditional 6ils such gz 8.B,01il,
Bapesasd 011, Pals 041 & 0.8.041 eto., whieh on a2 average
is obons 50% of Sheo installed ompasity. There axe B5 fasteries
produciag vanagpati An %the cocuntry with the imatall el capacity

of 92,91 lasc Sepzes, The offeeh Ve eapasity of cueh iadusitries
in the o uatey 15 8.85 Bas tosnes egainst the imstall od capasity
of 12,91 lzs Romnes, uwbieh in 68F of the Anstall od eopeolity.
Phe neteal production of the @uAixy ranges bBolwesa -7 lse
Sornog, Bosanse of tho preceasing of imported olls, which giums
comen Yo obout S0 of the inntallod eapasity. It 4s woeaues
the mills have Re option axbgpt o wse imported ells B the
etont of 958 ©f tha produstlen of vVamragpati as por exders &
the Govs, &€ Indiay Ip oxler ¢o augnert the proguetiecn as per
the ompasity, siez hes 0o pelest olle Dem the imported amd
avellable indigerous ollp at the %ime 6f purchase in exder

%o meko higher prodnciion. It is, S erafers, gaite ovident
#hat there axe limitations %e acthiove tho capaeity utilisation

e? thoe plant in full éne So the eireumstanoss, which are beyond
e ceatrel of the nanagezent ard the wrkerse. Maring the year
opding B50.6,79, the entitlement of incentive was based or the

contd, 2¢
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minimum p.oduction capacity of alout 950 M.T. 2 & pasd ng
reference may be made of this fact that this minimem nona

was fixed, which was -the average masdmum p-oduction of

a month in the previcus years. Due w the fummulation of

the schame of incentive fur mure producticn based oh
pfufitarility of the plant, it has been pussl tle to ralse
thi e average monthiy puwvduction £rum 950 n.T. to 1070 ».T.
weesf. 10.11.7Y9, additi.-nal egujpment m has been instailed
ab¢ put into waation in the plant for augnentation ahd
balancim the cgpacity of pruductiocn of vanhaspati. N dount,
with the instatlation of additicnal eguipment, it is posd de
tu process the oll so f£ar ms hydicgenation is concerned. )
Acoording tu the capacity of the plant, still there are

other bottlenecks, which hanper the production to -be b.ought
tv the level of installed capacity, especially the derdouiisges
sectivn. The plant was put into operation éuging Dec.71 =g
it has wiKed for mwe than & Years by Bow. The effi ciency
of the plant has decreased Year oy ¥eas anc it cannut be
expected that it can ¢l ve pruduction as pr the installed
capacity after the lapse of & years without repracerent of
the various stratigic eguipment, wich has wrn out by
running during the previcus years., It is pertinent o point
cut that the efficlency of the plant is bound to effect with
the passage of time due W noumal wea. & tear. I It has,
therefore, bees assessed that the plaght wiil be considered

t. e wo.king efficientiy if 1t gives daily production to

the extent of 80% of its installed capecity, in view vf the
above mentloned factery of nomal wear & tear, in addition

to the other limiting factois of pivcessing, the imported vilse.

Keeping in view the pogitivh explained amsve, the
numal production of the plant and its efficient wuking
has been considered tu be £ M.T. per day, which wuuks cut
te pe 1200 M.T. per monthe. It has, thesefore, 11:6;1 cingicerec
avpropiriate to fix the minimum nouvn for entitlenent of the
profit produetion incentive mk scheme at 1200 M.T. production
woeaefo 1.12.79, because the munth of Nuv. was ofly a trial
of machinery alveady ins talled in the plant. So in the scheme
of p wofi t production incentive, it has, therefore, beel lald duw
that the minimuu nom of production for entitlement of incentive

~
..Q.30°'

.-
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Al De $50MH.%, por Beath Zrem 9.7.79 6o 30.99.79 apd
3809 B.% fZrem ae?ae?g 8o 39055%9

PEOFIRARIEITY OF 2EE PLAET RASED OF HIEINUM BPRODYCEIOH
ZIVIBACED 1IN 3HE SCHE(E AND ALY $ME 1IN0 ZREUE OF THE
. B@QSED E@E% y@mcﬂm’ Iﬁﬁmﬁﬁb FOR VARIOUS &:ABS

..........

A% the saésa&mo e prisos 6f rev mebemieln
evelent i Che neRknt a®e the i ghook. S ase the
begiarnirg of the year, tho sent ef mov madexial msed
for She profueticn of vaRaspati hao Boen worked emé
28 She Dol of the prepedt mork &@ priee of edls ard
o e dnpudo voed Lr Lte prodeeticn, vhaxeas The
pale prise of Tonezpati han Desh ftekon 48de beesund,
yiiekh 5 %he average of the palo price of lost five
neaths, e dotd led ptatement of oot of produstien,
sale pelce apd melie of profit on varieus ~/luls
of produstion por meath ic atlabel 28 Ammareys A%,

I% may bo cbgervod that en a misinmm produstion level

fixcd fex tho eatitlenent of proflt produeotion ingentive
floo. 1200 H .2 pexr mesth, the plant ea the abeve assunptions
of ihe puiedbage & oole price ¢orhs & Frof s of 6.7 lass

er which e plant Wil have %o pr 29 prefli produckion
inseative. Tas plazt Will sewn m profit 67 B.3%.,880/-

el ovexy aldiblenal proaoten of B0 M.T, gver & abowve Bheo
nindnw 2o fixed for the mititlenent of Snscentive. IR
hes, Shezofers, dDecs pposed thet ohe day poy as profit
produotion ifncecative Do allceed Bo %o sagpleyses ¢f &=
plant fexr overy %9 H,%. ieereass ¢f pxdrcticr over & abow
th o nininen pore Qixed for the poxied. Any Srastisn over &

ebove 50 N2, ot the %inc of determination of the eptitlament
gaould De cencldored for Gk catitlencat of e Qay Lnsamtive
An sooss guen Lepeticn o mexe ther 25 K.2, produstisn, WERA
To ootlnkal expesditare of cno fay pay of $he ezpleyeen of
the plant 11 be apprar, B.4000/= par day. $he ineidonea ef
profit lnoeative will not Be nore than B.4000/= for overy SOH.T
ofer & abeve the elpinwe fms nom. Agalogt the oxpendituze of
Bo4000/-, tho additienal anet profit available %o the plast will
be %0 %o tuno 02 [.55000/-. Tho ontitleacond of {nceative

in pegpect of the varioes levels of pw Guetien gohieved by fhe
plant ezpleyvos during the nonfh will Re of anders wadoxs

sonbd, o
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1280 S0 0,39 | 2 0304 s2afd 0.3
1380 190 B.78 2 ©:08 8,70
1350 150 2.9 3 Q.92 1.05
1400 200 1056 4 0016 140
1450 250 .85 5 0,20 175
1800 380 2034 é 8024 2,40
15¢0 350 2,73 T 0,28 .45
1600 4O0 5012 8 0s32 2,80
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in cang the entitlenct of eapleyees for irccative
works ent tw be mere tan 50 days in & mmmih year, then $he
calling limit for the aaditlment of profid po Gwtien incontive
w1l bo considered subjeot te the maximum of 50 fays 4n e year. |

SEAHDARDS OF ELIRIBILITY OF ¥ROFIT PO WGIE IHCRIE VR
FE BULOYERS CCYSRAD B DIR THE SONMME

the folleving caltogoxics of the @ playees will Bo
eligible for the profit productien ifacentive oo pexr the sehme
peatiencd aboven

1) The smpleyees whd will rezols on mediocel er

. % S.1I. isave £ more thnn 2lx days iA & womih
will pot be eatitled for any incentlve of that menrth

i3 an employee will bo 0¥l tled Ror the pxo fi%

. prodnctien ifncontive in mespost of leoove wlthout pw
apte seven days in o Feor. EBis emitleaat fo
ipsentive wlll ceape she nonth he avalls
leave without pay Leor mere than seved days i,e.
oh enplayee will 2ot Bo entitled for Ausentiveo
12 he precceis on Leave without pay durdng aay
gonth after avalling T dsys loeave without paye

] 0};5}0 o
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Ahy employece, who reperts late for duty for more

ther two cosesiens ip o menth will Pot be ortitled
Lfor the ¥ Lmecntive for the morth o The Rime office
w1l reperd en the basle & yprosemce marked in the
ationdanee register, the pomes ef the empleyees,

whe ®epert late fer+« more ¢than ten minutes. In case
en cmpleyes, whe attends late, avalls shert leave
vith the panotior of the sempetent satnority and

that leave Lo dedn Eed frea hios leave aceeunt as

per fastory reles, wll be emtitled for t incentive.

The daily pald eapleyess vwill be eatitlod fear the
incentive euly 4f they resaln en duty im smonth
aflenst 2 25 dayo induding the rest days. Bu
inceativeg phall Be X pald te an employes agalnst
Waien there $2 a sharge of mip~-gondust, An smployes
w1l be entitled for dncamrtive in case of the charge
of niscondunetsHot proved as & result of saquiryp &

acqul t3al by the c@mpeteant anthority.

Ar empleyes vandor pupPension w1l have RO claim ef
Presduection lpnseative during the monh s, he rezalned
npder snsponeion Lxrespoctive of the Senber of days
ae has actually worked La that month. !

Pay for the ertltlencat of profit production imcentiv

fer the moath wlll be occhnidered;, the pey @rawn By the eaployes
groluding heupe reni allowabse, gonveyanoe allewsance and
Bedisal allowanee for thementh Lor vhieh he &g 0ligible fer
insentive.

BOM STRAINTS 0P PROJUCTION

Ir sase ¢he production émring any ealenfer month

Pally é&ue $o forsed majires mentloned Below, Be mmaployee will

Ealge any eloin for prod&rticn w incentive on gecount of the
£all of production due ¢ stch eonstraintsse

i

142

it}

S hut down of the fectory dus t eny maechani cal
brazk down and fallure of elgetricl &y & mon
allall ¢y of atesm aoal.

8 &gkppag@ of production dup to gocumulztdon of
stocks baing gluynp in the mgrket,

Pon-avellabllity of ra material, packing material
znd chemicals end other materials requirsed for tls

productieon,
Tho above otendard of eligilility 4s subject the

& ._.:65 -]
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ingtallation of additlonal equipment for balancing of the
e@desting capacity and the augusntation of the production
cgpeacity ofthe factory. The management will be competent
to reovise the nums of entitleuent of pwauction incentive
in whatscever manner it likes, kegping in view the ‘
ingtallation of the machinery =nd cther &;ﬂikﬁuen-ts etc. for
additional production.
B3 A

The schene has been made gpplicaile to all tne
gmplcyYees of the mill keeping in view the co-o-dinated
ef fort gnd tesm work which is essential to augment the ¢
prodaction of the plant. It may bementioned that the '
woﬂ_cérs working on the machines alche cannot inciease the
pi?OduCtion ifthe require® materisls for production is not
arrahged in tdme according w the need of the plant for
processing, The pace of production. alse capnot be
maintained 1f finished products of the plant are not
dlgposed off expeditiously by the Sales department of’
the plant, Similarly in case the accounts ofthe plant
are kept proper 1y and the pavments to our customers and
pupplias are released in time the spply ahd marketing
position of plant will luprove which wAll alsv piz-vide
ant impetug to prcduction prégr@mne. 8o the rise in
production é&es nrot dgpend only on the workers working
on the machines kut is also dependent on the eff vts of
the other gtaff ¥ho ig engaged for the pocurament ghd
disposal of finlghed products in @l fferent capacitles.
Therefore, in oider to mafl(e the production progugume a
sucdess gd © cCreate interest of every ewployee working
4in the factay, the production incentlive bas bssn pmposed
for all the employees working in the plant.

The proposal is economically viable sn@ the
production of the plant is going to be affected substantially,
which may kindly be spproved at the earliest.

{ K.S. 8idhu )
General Mahager.



