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I. INTRODUCTION AID GENERAL CO,E!ITS 

In evaluating the impact of USAID technical assistance in support 
of COBAL, the Evaluation Team has interviewed key personnel in COBAL, 
COTEC, USAID and other agencies. Background information was obtained 
through a study of relevant documents and frbm a review of market data,
 
operational reports and procedural statements. Finally, field interviews 
were held with market officials at Recife, Aracajd, a d Salvador and with 
representatives of the private sector - including Wholesalers, retailers, 
and supermarket executives. 

It should be noted that it is too early to evaluate the full impact 
of the technical assistance prograw. While loan approval was obtai.ned in 
November, 1971, it was not until September, 1972, that the program became 
operational. For this reason, the analysis prepared by the Evaluation 
Team should be considered a progress report. The evaluation study, 
initiated by the Senior U.S. Advisor, is intended as an object 4-e analysis 
of operating problems and needs and also as the basis for recommendations 
which will expedite successful completion of the project. 

It is appropriate to preface this report with an expression of
 
appreciation for the assistance of officials and staff personnel in all
 
the organizations contacted. Their helpful guidance made possible the 
rapid collection of background data and contributed to the formulation
 
c.f the Evaluation Team's conclusions and reco.muendations. 

It is essential to recognize the many factors which affect the
 
success of a technical assistance project. The impact of technical
 
services, in this type of situation, is a function not only of the
 
competence of the technical personnel but also of their ability to 
estab:.ish working rapport with their conterparts, their persuasiveness 
in int.-oducing innovations, and their acceptance by those responsible for 
implementat ion. Ultimately, of course, technical services affect people, 
events and institutions - but not always in quantitative terms. 

This project is also influenced by the nunber of organizations
 
(at least ten) which exercise a degree of influence in shaping policy
 
and/or implementstion. In this regard, technical services and their 
impact are either facilitated or inhibited- depending upon the character of
 
the organization and decision-making structure which implements
 
recommended plans.
 

In secti.orII-IV there are the findings by the Evaluation Team accord­
ing to the scope of work prepared by COBAL and USAID. In Section V there 
era the Team's recommendations. Section VI contains 4 exhibits concerning 
COBAL's structure and the Spanish technical assistance program. 
II. PROGRAM GOALS 

A. Pre-Loen Goals 

The studies which preceded this project are impressive. The Michigan
 
State analysis, the Mentor report, the French proposal, and the loan 
proposal developed for USAID consideration all document the breadth and 
scope of need. 
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The Spanish proposal in 1972 gave further emphasis to the potential impactof technical assistance. In all of these reports, there was common concernas to the need for a more efficient food supply system in Brazil. There isno reason to believe that the social and economic goals stated in the pre­loan studies are not still valid. In fact, their validity has been testedwith time. The economic growth of the region during loan years hasstimulated demand for .food products by consumers and reemphasized the needfor facilitating the movement of food prcoducts from farmer to consumer.
The purpcse of the loan as stated in the Capital Assistance Paper is to
provide financial and technical assistance to the GOB in creating an
appropriately structured, viable and efficiently managed and operated agri­cultural marketing system to improve the marketing and distribution of -
in the North and Northeast. The terms established for USAID loans L-083
and L-084 were reasonable in the light of the ultimate goals to be achieved. 

1. CAP Rationale
 

The rationale contained in the Capital Assistance Paper (Section I-D)
gives further documentation of project need and coments (Section IV) on
certain potentially quantifiable benefits, including:
 

Reduction in produce spoilage

Reduction in costs due to decreased spoilage

Reduction in unloading and loading timeReduction in costs and risks and increased competition


(brought about by economies of scale)
Stimulation of farmer production and higher real prices for
 
his products


Economies in retail purchasing ­ due also to Econc:,ies of
scale and the improvement of standard quality concepts
Improved public health 
-
through better hygiene, cleanliness
 
and more stable supply


Improved working conditions for market personnel

Improved transport facilities and increased transport
 

efficiencies
 
Further economic benefits - as in the case of potential


impact on increased employment in the construction
 
of markets
 

The most succinct comment cam be dra'm directly from the CapitalAssistance Paper in regard to market facilities is:
 

"There is no question that administrative and oterational
mistakes will be mLde as the now facilities come intooperation, and such mistakes will reduce benefits and
raise costs. Such mistaJces are unavoidable and pxt ofthe learnin.- process. However, considering the role ofCOBAL in the national program, any such mistakes will 
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be under close scrttiny and prompt actions are likely to
 
be taken to correct them....... With regard to the dis­
tribution of savings, we believe consumer prices should
 
fall in real terms, assuming a continuation of the
 
existing trends in agritultural production, because of
 
the increase in efficiency of the wholesale market. 
We

also expect that this project will have important back­
ward and forard linkage effects." (CAP, page 52) 

2. Indicators
 

A review of the indicators contained in the Capital Assistance Papersuggests that these criteria still Inare valid. addition, the logicalframework analysis contained in the Second Revised Implementation Plan has a more detailed series of indicators, with proposed procedures for verifi­
cation. In the latter case, the indicators appear basically sound.
However, it is important 
to note that the COTEC staff should begin verifi­
cation of these indicators as rapidly as possible. In addition, several

additional indicators 
might well be considered to measure the economic

impact on the farmer. 
 For example, the Ealuation Team recom:ends study
in more detail the seasonal, weekly and daily price variations which haveresulted for the farmer under the expanded wholesale market system; thenumber of farmers who are finding increasing sales outlets via the whole­
sale markets, the patterns of price mark-up between the fanrers,

middle-men, the wholesale buyer, the 

the
 
retail consumer, and the changes inlabor productivity resulting from the new wholesale markets. 

B. Planning 

Sev'eral plans have been prepsred for implementation of the wholesale
market program in Brazil. A French plan f0, all of Brazil was developed
in late 1971 aid was subsequently accepted by USAID in April, 1972 as the
operational plan required in 
 the conditions precedent for the initial dis­
bursement under the loan.
 

A national competition to provide assistance for the implantation ofthe national system of food supply centers (SITCA) was opened by C=Uff, tobidding in 1972. 
A Spanish group called I.ORCIPSA won this competition and

provided COBAL with a technical assistance plan for the entire country.
Consequently, the Spanish, rather than the French plan, has been CODALL'sofficial irmplerentation plan. This situation has somecreated conf'usion 
as to which plan provides the overall framework for the U.S. technical 
assistance grcup.
 

During the study nonducted by the evaluation group it qui.i-ly becr.-..= apparent that thdre was tsignificant hazards in ac-suming that any detail. dset of plans could be wrade. The U.S. advisory group has found itself inthe unique position of having to establish a planning program in an envi­ronment which is not much plan oriented. In fact, despite the exit-tencc 



pf plans, COBAL-COTEC operating practices tend to assign planning to asecondary position, because of economic and political pressuresquick results. As to achievea consequence, the U.S. group has found it necessary to
establish plans which are directed specifically toward prescribed goalsbut which are described In somewhat broader terms.
these plans has The last version of
just been completed and will be referred to throughoutreport as the Revised Implementation Plan. 
this 

In reviewing this plan, the
Evaluation Team gave particular attention to four key areas: wholesale
markets, in..)rior assembly markets, market information services and grades

and standards.
 

1. Wholesale Markets 

At the present time,Salvador are in operation, 
four markets, Recife, Fortaleza, Aracajd andand threeoperating by March 

others, Macei6, Belmn, Manaus, will be1974.- It is contemplated that a total ofwill be built in eleven marketsthe NO-NE. US technical assistance in thiscontemplated having area original.:one full tme wholesale mrket specialist andterm consultants short­for training of wholesale market administratorsCOBAL personnel responsible and BIDE/for market operationmarket operation and direct assistance inand management. Activities to date have been the USDAconsulting team, selection of CEPUSA training center in Recife, assistance
in the evaluation of feasibility studies for proposed markets and establish­ment and maintenance of contact with the personnel at the CEASA3. 
In regard to future activities the revised plan looks baically soundwith its emphasis on training of market personnel. (This element is one ofspecial interest for all the personnel interviewed in the field: therea wasgeneral feeling that traning should be given a major priority in allaspects of the technical assistance program).budget The revised plan contains aof $146,000 dollars for consultants, training and analysis1972-75 period. Additional details in the are necessary to program activitiesaccording to indicated allocation of funds. 

The recent addition of I1Ir. F.R. Todd asis an importait step toward 
a wholesale market srecialiststrengthening muchin this field. needed technical assistanceThe USDA team provided good background the functionsa wholesale market -pecialist. The revised plan ought 

on of 
background to reflect thisand possibly incorporat other functionsimportant. The that might be consider.Evaluation Team recamends f6r example a brcadeningtime marketing and of .marketing management services.should be Particular abtentiongiven to updating the procedures manual and to establishingmeans of informing, systematically, a

all market management personnel ofapplicable innovations. 

Another matter of conceim is 
costs the reported unusually high overhedof the wholesale markets, which are assumed to reflect one-time 
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start-up nceds. While in Salvador the CEASA officials are aware of thesecosts, and have plans to reduce them, technical assistance ought to be
allocated to this problem, as may occurit in other markets. 

The "federal supervisor" concept is an important one and is an
excellent form of insuring on-site implementation of technical assistance.
It is critically important to maintain close working rapport betweenCOTEC staff and the market management personnel. 
the 

The role of the middle-man in the mark t is an issue. 
Hopefully
special emphasis can be given to insure the development of policies which
will keep the middle-men's role in proper perspective. Recognizing his
function, he should never be allowed to become the dominant factor in the
operation of the market.
 

2. Interior Assembly Markets
 

The program for these markets (construction and technical assistance)
demands a ver-j high priority in view of its specialized 'unction of T-r'-1-lt
processing, better storage and loading facilities than currently exi.tzthe interior towns, and since they 
in 

are points of collecting and d ',.n..tion of market information. The revised implementation plan containsgood statement on the functions of an Assembly 
a 

Market Advisor. Ho.ever,technical assistance in this area is dependent upon a better definition of
the concept of these markets and timing of their contruction.
 

The oriinal idea was to precede construction of interior markets bytechnical and economic studies indicating the best location, size, etc.Hmorever, reports from COTIC officials indicate the existence of an entirelynew approach to the location of assembly markets. Under this approach,interior markets would be sele:ted with a minimumn of research. The chiefcriteria for their installations would be (1) the proximity to scuptlysources and (2) the availability of suitable buildings for use as mr:etcenters. The buildings would be rented, a manager selected and emplcye1,and market cperations started irmdeiately. As scheduled,now a series of'interior asseibly markets would be in operation by March 1974. 

This is a highly expedient approach which minimizes advance planningand emphasizes early impact before the change of government, which seems 
to be of high priority for COBAL.
 

Recognizing the political realities of the situation, and the fact
that this approach would get the market into operation quickly, tiere arealso dangers involved. An unwise site selection, an error in sta.fir., abreakdiwn in admiistrative procedure could do serious da:age to the bro:ad 
concept of interior assembly markcts. 
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The -valuation Team recommends that special attention be given to 
an orderly approach for imp.lmenting interior assembly markets, assigning 
either a staff specialist or a consultant to the immediate task of 
developing a plan for the construction and operation of these markets. 
This should include review of a recently completed study done for SUDEIME 
on interior markets. The search for a full-time specialist should begin 
immediately. 

3. Market Information Service 

The market news service has excellent potential but several aspects 
of the operation of ,this service merits special attention. In the first 
place thcre is the need for minimizing conflict between several news 
services in the Northeast (i.e. SD. of the Ministry of Agriculture and 
S311 of SUD=EE). Second, as indicated by reports from the fields, it is 
essential to correlate the market infonuation program with the grade and 
standards effort. Third, and perhaps more important, there is the qucetion 
of finding the most practical means of getting the farmers to accept the 
service as reliable. Price quotations stated in general terms can oe 
construed as misleading by the farmer, so it would be desirable to include 
in the information service a reference to the quantities deianded or 
supplied for specific items. I-hen the market is flooded with a paticular 
item, there is an obvious impact on prices. These factors, combined with 
the farmer's reported suspicion of market news reports, =ke it necessair 
that special attention be given to the very practical dimension: of the 
news service. How can the farmer best get the news service? From whom 
should it come? How can the farmer be protected against conflicting price 
information from a middle-man? 

In view of the master plan being prepared by Cobal's staff for the 
regional and national market information system, the revised implementation 
plan for expansion and improvements of the market news is presented on a 
very tentative basis, as far as trai.ning and equipment is concerned. Never­
theless, the NE market iriformation plan should be reasonably far aicad of 
the national plan since considerable technical ex ertise has already been 
provided under the loan by M.essrs. Hoohsand Wise. The recoinmendations v.de 
by those experts most certainly provide a sound basis for an implementetion 
plan which should be adaptable to the nationn-a plan with small odifica'icn 
Thus, a revised program for training and equipment might be presentcd i.th 
activities scheduled to begin earlier than currently contemplated. 

4. Gradesand Standards 

An effective grades and standards program, in addition of bcin, 
the entireessential to the market news service, is a vital link in 
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food distribution system ­ from the farmer to the wholesaler to the retailer. 

While the Revised Plan suggests a generally orderly approach to this
subject, additional attention given to ashould be comprehensive plan that

wil. rapidly consolidate all existing data and produce 
realistic guidelines
for the various markets. There are reportedly several plans in progress
now: what is being done toward their coordination? It is also recc.2:eded
 
that further attention be given to the importance of packaging stsadards ­as a subject of parallel importance 
 to grading. There are wide vari*..icn­
in the type, size, shape and cost of packaging materials being traded in

the markets visited. Because weights 
 and measures and pankaging methodsalso vary extensively, interregional trade of commodities is impaired. 7ne
subject justifies additional study. The Revised Plan properly gives parti­cular attention to training personnel in grades and stanCards. If anycopment is justified, it would be that this budget item could be increased.
 

Finally, the US Advisory Group might wish to give consideration to
the employment of a full-time specialist in grades and standawds.
 
Recognizing the apparent difficulties in securing such personnel, it would

be wise to r.evaluate the merits 
of a full-time specialist against the
 
proposed plan for use of consultants.
 

IMI. BRAZIAN PROGRA14 STRUCTURE 

A. _COBAL's Role in Program 

As a wholly-owned subsidiary of the Ministry of Agriculture, CORAL is
 
a unique experiment. Formed in 1962, it is a highly-diversified operation

with activities in wholesaling, retailing, food product transportation, and

the storage of certain strategic food commodities. Annual sales are
 
reported to approximate $ 100 million.
 

COBAL was designed as a vehicle through which the food products system
could be improved without undue competition with the private sector. Inthis sense, it parallels certain American entities - similar in some respects
to TVA and its role in developing hydroelectric pooer resources. 

The Brazilian Government has shmm both initiative and a capacity fo:.
inmovation in many areas. COBAL has served a useful purpose and it is li'-:Lcy
that it will continue to do so. 

1. Operations 

Operationally, Dr. Rubens Jose de Castro Albuquerque establishes all 

COBAL oporating policy within the general gmidelines set by the Ministry of 
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Agriculture. (See Exhibit I). As President, he makes all major decisions
within the framework of established policy. As a chief'advisor, Dr. RobertoPinheiro Nunes serves a staff role, directing the work of COTEC. Dr. Nuncsis expected to initiate the necessary research and technical assistance
activities which will contribute to the broad goals of CORAL.
responds to He also
specific project assignments made by the President (See Exhibit
 

2. Relation With Other Agencies 

It is 
COBAL relates to a number of other agencies of the Brazilian Governrent.obviasly sensitive to the policies of its parent,Agriculture; its activities the Ministry ofare also affected by the policies andof the Ministry of Finance, programsthe Ministry of Planning and Coorcinaticn theNational Economic Development Bank (BIME),ministeriai and GEMAB itself (the inter­group overseeing wholesale markets).affiliations with SUDENE, SUDAI.I, 

There are still furthcrand such organizationsConfederation as the Iationalof Commerce. The
place COBAL 

effect of these varied relationships is toin a pivotal role as the implementing agent which must,its programs, throughreconcile potentially conflicting points of vicir.
 
There is 
 still another dimension of COBAL's relationships, one whichrelates to those with the individual marketsCOBAL typically takes 

(CEASAS). In these situaticns,a 30% position inconst:uction the debt funding required forof tho wholesale mark.t. However, it exercisesinfluence-In market management 
the dominant 

and in suggesting operating policies.Further, the federal supervisor asL.tgned to each market iswhose a CO"4L employeejob involves implementation of COBAL's procedures on the site.
Significantly, the federal supervisors axe paid from USAID loan fluds. 

B. COBAL' s Personnel Structure
 

The Evaluation 
Team has had occasion to interviewof Brazilian the great majoritystaff members involved in the COIEC operation and severalpersonnel from other activitics within COBAL. Numerically,appears capable of handling the work load with 
the staff group 

and in terms no difficulty. Qualitativoly,of background preparedness, all of the COTEC Brazilimanmembers have university degree except for one 
staff 

individual who servestechnical assistant. From information available, 
as a 

well-qualified Ell of the group appem­in academic training, less-qualifiedexperience in terms of actuajin their assigned areas.
and Dr. Goyanna 

Dr. Mines, the U.S. Advisory st.affhave done an outstanding job ininstruction in providing on-the-jcbtechnical 
groups 

areas. From the standpoint of attitude, thoappear to work well together. As their job experience broadens an,their cormpetence increases, salary limitation in COBAL will make it drJ ,ic 
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to avoid losing some of them to other agencies. It should be noted that
their general absence of experience prior to employment by COTEC is not
Uncommon; all reports indicate a severe shortage of Brazilians experienced
in the technical services provided b'; COTEC. USAID should also be propared
to adjust to personnel changes which result from the expiration of U.S.

staff centers as they occur at various future dates.
 

C; COBAL's Participation in the Loan Funded Constructions Program 

The principal entities involved in the imnlementation of the loan
funded construction program are BOE, FINEP, COBAL (CO.EC-DECM4), GE4AB
and the ultimate borrorner, the CRASA. The program implementation involves
the approval of the feasibility study which supports the loan application
made by CEASA and the engineering and construction of the market. Once
CEASA is incorporated a request is made to F3I2EP for the feasibility study.

COTEC, through Dr. Gabriel And.ade, a BA economist, helps in securing

approval for this request and provides guidance to CEASA, and the consult­
ing firm in charge of the study, regarding its technical and econonic 
aspects. in this stage, which may include on-site inspection, other COBL's
technicians cooperate needed.as After the study is completed COUTC revie'rs
it and writes a prelininary report recommending the project's approvanl by
GEMAB. This review, done mainly by Dr. Gabriel Andrade, usually takes not 
more than a month and is made easier because of the follow up of the 
preparation of the feasibility study. The preliminary report is rcvicwedby GKIB's Executive Secretary and technical advisor, by COTEC's chief,
Dr. Nunes, and by BIME and SUDMIE technicians. The final report is
forwarded to GEAB's council, signo, by all these technicians. Apprival by
GM4AB is ususally a smooth voting process in view of the agreement previously
reached at the technical, and to a considerable extent at the politicallevel, among GEM B's members - regarding the project under consideration.
Final loan approial is made by B.DE's board of directors. 

After the construction loan is approved, COBAL supervises the
construction of the market through DEC17M, which is responsible for opening
up public bids for the engineering and architectural projects. BNDE 
engineers participate in this supervision. 

Regarding the movement of funds during construction, BhDE makes afull money tranche to CODAL, at the beginning of the process for its 
participation in the investment, but provides money to the CEASA on a
reimburscment basis, which usually is done with some delay, thus forcing
CORAL to fund CEASA's participation cut of its own resources. 

At the present time COBAL's capacity to make decisions at the pre­
construction staGe concerning such factors as market location, size, 
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architecture, operation, management, etc., depends on the work done at

COTfl which is complemented by the work performed by technicians 
in BNDE,
GU4AB and SUDMJE, in the process of reviewing the feasibility study for theconstruction of a particular market. After construction DECEI., in COB.AL,
plays the principal role and BNDE technicians, especially engineers, do
interfere in the implementation of the construction program. The capabilityof these institutions to implement the loan program was considered satisfac­tory at the time of the USAID loan intensive review. At the present time
the evaluation team, as far as the evaluation could be carried within its
time limit, has found no elements to substantiate a different oinion. Allthe people involved have a college degree in Brazil and several have post­graduate courses, or a Master's degree, and seem familiar with the problezs
involved in their particular areas. It should perhaps be considered, how­
ever, that final operational results depend on other factors, such as worI:­loan of technicians involved in the process, within and outside COBAL, andpolitical influence from within and outside COBAL, including decision on hcorto interpret norms and regulations or how to overcome certain difficulties
 
as a few examples might help to clarify the argument. In the case, for

instance, of the Macei6 market, the decision as to location, according to
COTEC people intervicred, was greatly influenced by the refusal of the

Governor of the State of Alagoas to consider alternative sites from the
State's own lands, in order to make up the State's share in the investment.
Another instance is the existence of supermarket as a dependence in the
wholesale market. appearsThere to be no technical-economic evaluation of
the supermarket component of the vholesale market, and much less of its
operation on a preferencial basis by COBAL. The decision to have CO3AL

exploiting these markets, 
 at least in the case of the Aracaj' market,
visited by the Evaluation Team, doe 3 not appear to be commercially or
economically sound. One further ecample refers to the GOB-USAID agreementthat a decision to build a particul.tr market would be based on the ascertain­
ment that the investment is technically, financially and economically sound.One way of objectively verifIig the economic soundness of the inves-._ent izto quantify benefits and costs which can be summarized into a benefit-cost

ratio or an internal rate of return. While the calculation of such rate

is recommended in the BIDE-USAID approved Operational Plan for Loan O13,

the documents 
 that the Team had the chance to examine do not sho. such a
rate. According to COTEC personnel, benefits are difficult to be quanti­
ied and unouantifiable benefits are 
more important. This interpretation,

while overcoming the difficulties presented by data shortage in Brazil,
certainly introduces considerable uncertainty as to whether a particular

wholesale market represents a good allocation of resources from the
society's stand point. This is especially true given the fact that byand large the markets built so far operate under a deficit and must be
subsidized in one way or another. 

In regard to the relationships of COBAL with BiDE and participating
states, the _Evaluation Team feels that c'ordination and commication Ua:on;
these entities, especially betw.een COBLL-B03D", can be improved. This point
however could not be explored at grcater length by the tewa, in view of theimpossibility of contacting the concerned people during the evaluation 
period.
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IV. PROGRAM 31IE- :E1TATION 

A. The Orpanization of Technical Assistance 

1. U.S. Team and Other Advisory Groups 

The U.S. technical assistance input has been 
the resident general coordinator and tuo technical 

implemented through 
staff, one of whom has 

Just recently arrived in Brazil. This has been comlemented by the services
of short-term consultnits in several different areas during the past year. 
According to the first annual report, loan activities in November 1971 to 
November 1972 period were concentrated in the follUo.ing areas: Irket 
Facilities Ealuation; Plarming and Budgcting; Staffing Needs; Market Infor­
mation Activities and Plans; Evaluation of Consulting Resources; Training 
Activities and Plans; Monitoring of Loan L-083; and Logistics and 
Administration.
 

Since November 1972, particular attention has been given to broad and 
varied forms of technical assistance in wholesale market planning and to 
improvement of the market news service. Work is in prcgress on refinement 
of the grades and standards systems and consideration is being given to 
assembly market potentials. 

During this period COBAL contracted the Spanish technical assistance 
program for planning ani operation of wholesale markets in Brazil. (Total 
program cost is 2.2 million dollars, 8O5. of which is financed through a 
seven-year loan from the Spanish government with a two-year grace period.) 
As a result of the lack of integration of the original COBAL operational
plan as accepted by USAID (The French plan) with the IERCASA pro:r7am a 
rather loosely defined situation developed in COBAL in regard to *he role 
of the two groups. 

The Spanish program of work is extremely broad. (See Exhibit 3.)
Whige these services are intended to cover all of Brazil, much of the 
current team activities have been directed specifically toward North and 
Northeast Brazil. 

There is, without question, an overlapping of functions between the 
U.S. and Spanish (IMERCASA) technical assistance teams. This situation, as 
it ncxr exists, has the potential for serious internal problems arising 
fran an inherent danger for conflicting advice and duplication of work 
activities. 

Dr. Nunes, as chief of COTEC, can find himself as a mediator between 
tvro groups independently pursuing a project and independently arriving at 
different conclusions. Informal communication between the Senior U.S. 
advisor and the Senior Spanish advisor is complicated because of the 
absence of continuity in leadership for the latter group. They have no 
permanent counterpart like Fleming; rather it rotates every three to four 
months. The net effect is one in which planning and implementation of 
U.S. efforts cannot always be done quickly and effectively. 
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of both goupsThe most obvious approach to blending the efforts 
approach combin.4 ng specialists from both teams intoshould lie in a team 

units, ,hich may not be feasible in the current situation.functional 04rorking 
teams would deamand very stringent maanagcmentThe 	 consolidation of the t,*o 

a more 

control and, in all probability, would result in a kind of forced 

realtionship. 

According 
research­

to 
ori

corments 
ented rol

from 
e wh

the Chief of COTEC, the Spanish 
ile the U.S. group is more nearly 

tcm fills 
an operat-

Advisor tends toing 	staff I'anction. In the latter case, the Senior U.S. 

assume more responsibility for liaison, administration and implementation. 

As project research and technical service plans are developed, they are 

reviwed informa-lly by representatives of the two teams. Dr. Nurnes, who 
must reconcile any conflicting pointsparticipates in the final discussion, 

of viewr. (See Ehibit 2.) It is in this capacity that Dr. Nnes becomes 

the real key to the success of the technical assistance effort. It is 

necessary that he exerciscsa very strong administrative leadership to insure 

that research findings and technical services are quickly implemented. 

2. 	 U.S. Staffing 

and 	fulfilling the needs for American technicians, theIn identifyinc 
and 	thebasic guidelines were established in the capital assistance paper 

loan agreement. However, these original documents provided a degree of 

flexibility in the exact staffing pattern. 

a) 	 Long-term technicians need was identified by the Senior 

U.S. 	 Advisor, working with COTEC and COBAL executives. The decision initially 

to madmize the use of loan funds by securing a limited number of perma­was 
staff, selecting only those st.cialists who could provide leadershipnent 


and training for the Brazilian perst-nnel to be employed.
 

While the earlier USDA report recormended a series of seven full-time 
required a comritmentspecialists, implementation of this plan would have 

of 	 for U.S. personnel services. Inof approximately 7O' the loan f\unds 

addition, COBaL could not make available counterpart staff for the proposed 
and Dr. Weiss were

resident personnel. Until recently, Prlofessor Fleming 
addition of M1r. Todd as wholesalethe only resident advisors. The recent 

the staff.market specialists fills a critically needed gap in 
agrees with th& objective of ma.ximizirng
The 	 Evaluation Team basically 

use of loan funds but it doe s appear that the U.S. resident staff may have 

and perhaps two more resident staff' =e'zbezs
been cut too close. At least one 
will be required. The additional resident staff will ease the large tech­

nical workdload of a program whose completion date has been reduced from five 

(The addition of Mr. Guilherme Schuetz, a me;-berto to-and-a-half ye,"rs. 
has 	clearly helped in meetiiZ administrative and

of the Brazilian tee.n, 

planning responsibilitics of the U.S. group.)
 

b) Short-term technicians need has been established by the 

Senior U.S. Advisor and his Assistant with the objective of sccu-ing the 

could supplement the basic capabilities of' the
qualified personnel who 
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resident staff. In addition, it was felt thatprovide, short-term speciatlistsat reasonable cost, the degree of flexibility which secinedessential to this program.. In support of consultant usage,argued that this is it can bea quic: source of expertise and can be secured withrelative ease. By contrast, permanent staff personneldifficult to find but also 

are not only
expensive in terms of salary and support costs.On the other ha-_nd, the use of consultants .eliminatesnal leadership continuity 

the kind of professio­
so important to this type of project. Recogniz­ing the merits of both argents, the Evaluation Team stronglyemployment supports theof full-time personnel in the fields of interior assembly marlket Sand grades and standards. 

The selection of consultants to date appears toalthough have been quite goodthe actual use-of consultant time was less than whatfor 1973. Mr. Hooks and 14r. 
was budgeted

Wise both made significant input into thetechnical assistance proCran. At present, tentative consulting engagementsare contemplated for 1974, in the following areas: 

Consulting Specialty Man-Months 

Packaging 
2Grades and Standards 2

Organization and Policy 2
Market a:tcnsion Planning 4Handling and Equipment 1Market News 2 
Marketing Specialist 

The use of large amounts of consultant time on any contract recuiresa great deal of pre-planning and follw-up activities to assure that theconsultant's time and the resources are fully utilized.felioo-up activity there exists 
Without anronriate 

will be 
a real danger that the consultant reportfiled and no implementation activity is made. The revised planshould reflect t . e implementation end follow.-up activities for past

consultants.
 

Procurement 
 of conzultants has been more difficultbecause of a lack of a in this contractspeci'fic institutional tic inprovides the U.S. which normallythe resident technician with a great deal of back-stopping support.Consequently, the resident tcchnicians have had to do all the recruitingof consultants which has required travel to the U.S. 

3. The Impact of U.S. Teclmical Assistance 

a) As defined in the Capitel Assistance Paper,in the First Annual Report, the loan program 
and restated 

Borrcwer "shall consist of assisting tiein finn cing the technical assistance, training andnecessary to increase e -uirentthe operating efficiency of the maretin.Zconstructed systcz, bin­in the Iorth and the Northeast areas of Erazil." Accordirr tOthe loan cgre cent appendix, the technical assistance miszion wasdetailed writh fntrthcre .p.asis on improvement of the narlket ncurs service, thedevelopment o2 produce classiification grades and standards,techniccl e.%prtise and training in 
and spccial

wholesale riarh:et operations, retail 
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In additi.:n, a 
and rural-urban marketing integration.

food marketing This plan would have 
to be developed.

specific implementation plan was genc.alis implicit in these
of flexibility which 

a rather high degree 
regard to cost: 

and more specifically stated in 
guidelines 

estimates and 
to the cost summary) cost 

"The above (referring andon the basis of' Mission
have been determined manparer needs 

course of implementing this 
GOB analysis; however, during the 

changing GOBrequired to meet 
project adjustments may be 

in fundingand changesSaid adjustmentsand priorities.policies on the basis 
of best usefor technical assistance 

analysis 
program 

and 
items 

deterination 
will be made 

of 
of Joint USAID and GOB 

)loan funds." (cAP p. 

the technical assistance effort has been 
b) In this light, 


a series of activities:
directed toimrd 

and program planning ­guidance1) General administrative 
of the U.S. effort. 

to the orderly developmentessential 


filled by Professor Fleming,

of liaison,2) The function 

from the various 
of proposed operational plans 

in obtaining concurrence of adminis­as one aspectcan be classifiedWhile thisagencies involved. in this operating environ­
is of'particular importance

tration, the function 
complete progrmi breakd:n.result in aliaison wouldment. Ineffective 


of consultants,
and schedutling3) The coordination 
and Rr. Weiss.Mr. Hooksgroup,including the USDA 


for the Brz.,ilian
and leadershipGeneral training4) fields 
of whom had minimum practical experience in the techr. .cal 

staff, mosA 
of COTEC operation.
 

forof training programs
of the series5) Development of the .moledgeonly in terms

the U.S. - of benefit notinBrazilians greater rapport with Brazilian officii-. 
impact or

acquired but also for the 

an internal :anoae­
of the basic plan for

6) Development reports.variety of administrative 
system, includingment information 

a 

supervisor concept, allot­
7) Installation of the federal 

and the indivi­
more effective line coordination bet-teen COTEC 

ing for much 
dual markets. 

specific market managemcnt guidelirez,
8) Development of 

for marhet tariff policies.
including plans 


to obtain data for

of survey proccdures9) Design 


and standards 
criteria.
developing grades 

of the plans for the loan-funded gradcs 
10) DCvelopmlcnt Latin ,cn'ica)its kind in(the fir: b of n :and standards training progr.m 

i.nnlcL2: ti the 
involving indivi""als -uho lai.ll be directly concerned with 

stand_.ds proccdUxcs.grades and 
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11) Asistance in developing baclGround data on the
market 
news service system, including preparatior. of the information 
flow analysis.
 

12) Participation in planning for inter-agency coordina­tion of the market news service. 

In summaryj, technical assistance efforts have been directed on a
variety of fronts in accordance with the expected outputs identified

the loan agreemcnt. The Evaluation Team finds no absence of energy or

in
 

technical competence on 
the part of resident staff personnel. 

Ho.wever, it may bc worthrthile to call attention to the fact thatlittle effort has been directed ta.ard technical assitance in retailmarketing or the rural marketing program. The retail market assistance
has apparently been given low priority within US.AVIDa and COWL and there­fore no activities have been planned in this area. 
The rural assembly
market program however has a high priority and considerable future activitymust be devoted to this areas as has been contemplated in the revised plan.
Also, in regard to equipment there has been less progress than could havebeen expected. As mentioned later in this repcrt, this reflects in part

a lack of defin-ition on equipment needs by GOB. 
 The U.S. team should 
strengthen efforts to get this definition. 

c) Working relationships betreen U.S. personnel and theircounterpaats and other groups appear to be from good to e:cellent. Undoubted­ly this is an important element in a TA progran, and it has been recognizcd
as such by Brazilian personnel. Hm.:ever, in regard to definition of tas;:s,the situation is not as clear as it should be. This in large part results
from the existence of the two advisory groups and the approach folloed by

Dr. Nunes, 'which is to maximize usefulness of the technical 
assistance inputsthrougn the simultaneous utilization of the two advisory groups, under his

personal leadership. In addition, intended or 
not the U.S. group, especiallyMr. Fleming, has been involved in much administrative and liaison work,
including reconciling 
GOB and COBAL strategy with the necessary controls
established by USAiD not- a particLularly easy task. 7IL- Revised I -la­tation Plan should contain a detailed definition of tasks for each r.emborof the U.S. team. In vicw of the dubiousness characterized above, U.S.
advisors might find themselves involved in activities that might be 
doneby Brazilians. The almost full-time participation of U.S. advisors in this
evaluation may be illustrative, although in more technical tasks the U.S. 
-Brazilian duplication of work may be minor, as there are relatively fewBrazilians available for the positions involved. The resident U.S. group isproviding on-the-Job training for some Brazilians and, as indicated in the
Revised Implementation Plan, will be gradually replaced by Brazilian 
personnel in this task. 

B. nainir._-:oram 

In reviewing the training progrcm, the rationale is obvious. There issimply an absence of oulificd personnel in the fields contcmplated inc
technical assistance progroan. It should be noted that personneJ. in eachof the maxikets visited c=.ented on the importance of continuing the 
trainirZ progrwm. 



Training policy hore-,rr is not well defined for COTEC pcr: )nnel 
especially in view of the tro advisory groups. Since most of the personnel 
being trained work in the temporary divisions of COTEC, attention should 
be given to make training underiray really relevant for these people's 
future assignments. 

By and large, the Evaluation Teem would support short-term training 
in the U.S., but it should be pl-ned for only a few key personnel, as 
such training is largely observational in nature. Academic training in the 
U.S. would seem justified only in rare cases, whereas increased training 
in Brazil is strongly reco.r'.ended by the Team, as this is the area of greatest 
potential impact. This training has already offered a first couxse in 
grades and standards (just completed) and participants intervie.ed co:imntcd 
enthusiastically on its value. A sirilar course, but for lower level tech­
nicians, has just started and further programs will be designed to meet 
specific needs. 

The trainee selection criteria appears to be sound. Basically, 
individuals axe chosen according to their position and to their capacity 
to implement the new skills acquired. A special efforts is being made to 
include extension agents - one of the pivotal groups in the whole food 
production system. 

C. Eauip).ent Program 

In considering the equipment program, the Evaluation Team frankly 
finds it difficult to get a clear pictre of what irill ultimately be co,=ittcd. 
Clearly, the rationale for equiptient e:penditures e;:ists: the wholesale 
markets, the market news serviec, and the proposed assembly markuls will. all. 
require special types of equipment. Such items could range from radio 
units to additional telex systems to n'aterials handling devices. The Reviscd 
Implementation Plan describes probable nceds; but should be more specific. 
This will involve a decision by GOB on the approach to foll.or on ecuipwrent 
(type of equipment, origin, destination). A definition in regard to this is 
of absolute necessity to get the equipment program started. It is also 
suggested that USAID officials, Professor Fleming and Dr. Nunes m.et at an 
early date to clarify the types of equipment which could be funded under 
USAID procedures.
 

From another standpoint, no specific equipment purchase procedures 
have been established. The U.S. group should make plans nor to solicit 
st'yrestions and recormm endations from each potential user (i:holesale markets 
and others) as to the kinds of equipment ;hich they feel will be required. 

The most likely type of equipment which wou.d be useful for mea:'et 
ne-s would be radio units. It is particularly flexible, especially for the 
interior assembly marets. 

As a matter of interest, the capacity to communicate between nsx-oet 
is more than just an ability to deliver standard price and voJume infor..:tio:. 
It also ma':cs possible the creation of ne, business rclationsh'.pn bct;e'.rn 
individual dealcr's. In a recent situation, a Scalvador buyer uncd the te . : 
unit to order a shipmient of bananas from a dcaJer in Forta-leza., 

http:bct;e'.rn
http:rclationsh'.pn
http:intervie.ed
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D. General Comments - Revis-d Imlementntion Plan
 

In addition to the references made in the preceding pages, 
 the follo;;­ing general observations can be made about the implementation plan: 

1. The plan, to the greatest extent possible, should have moredetail in correlating proposed 41ork schedules with projected expendituren.The need for flexibility is recognized but it does not preclude specificityand detail at the planning level. Any needcd changcs can be m.adc on thebasis of periodic reassesmr-ent of program implementation. The plan shouldalso correlate inputs with needs, so as to provide a clear rationale for the 
various program compnents. 

2. The plan document shotuld separate program report from planningper se. In regard to the former, in addition to the history of activitiesan appraisal of consultant's wrork and rcacom.undations seems appropriate so azto indicate which of those have been or are the most appropriate to beimplemented in view of progrwii priorities, resources available and li.itatio­factors. Regarding planning, the presentation of the rationale for thevarious progrrul components and acti ;.tics would greatly improve the consist­ence of the plan document. This rationale woLuld include items such as 
purpose, alternatives considered, inputs selected. 

The section on Market Facilities should be extanded to includediscussion on technical assistance to wholesale markets, r ral and retail 
markets and assembly markets. 

3. A detailed schedule of disbursemients seems to be required byUSAID as a matter of official policr. Recognizing the diffifulties involvein developing such a schedLle, which probably would be subject to chance inthe near future, some form of under,,tanding must be reached between USAID
and COTEC on this issue. 

4. On the basis of 1972-1973 commitments and projections, appro­ximately $770,13.4. is available for the balance of the project period. ifthe total project budget is c::ecutecl as nor scheduled, the percent3ge allo­cation of funds irould appear as follows: 

Personnel Services 
U.S. Salaries 16.0 
Brazilian Salaries is6 34.6 
Consultants 12.4 4. 

Training 
Equipment 
Analysis 

21.0 
21.8 
-

Miscellaneous Administration 
B-nk Charges •35 
Rousing 
Int'l Travel 

4.4o 
.85 

11oving-Storve 
Education 

1.35 
.25 7.2 7.2 

100.0
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These funds will be disbursed in a relatively brief period. Dctreme
 
care zhould be exercised in the administration of these funds, especially

in regard to cuipment. It is appropriate to note that the gener9l distri­
bution of fwuds appears reasonable in the light of project goals. E-pendi­
tures for Brazilian salaries moves sharly upwdard from 1974 and U.S.
on 

salaries decline on a compcnsating basis.
 

V. REC(,_0.M-ATIOITS 

In the judgement of the Ealuation Team, the basic goals outlined 
for the U.S. Technical Assistance effort can be achieved, within the projected
time framenvork, but not without recognition of certain operational 
considerations:
 

1. While USA&JD rightly requires an observance of standard admainistra­
tive policies and procedures governing the use of loan funds, the COTEC-

COBAL operating environment is one of strategic flexibility. 

2. The U.S. Advisory Group is in the =ntenable position of reconciling 
USAID requirements with COBAL strategy. 

3. If these points of view are to be resolved, USAID progr-am r.nazc­
ment personnel are going to have to be brought more frequently into pla-ning
discussions. Through whatever imcans, the respective parties must co.mm. nicate 
more effectively. If this is not done, the U.S. Advisory Group will continue 
to remain in the middle, in the matki.ard position of an intermediary betweon 
COBAL and USMU) and finding it increasingly difficult to satisfy either 
party.
 

::n the light of all the factors affecting the operation of this prograc,
the Evw.luation Team submits the follo ing recommendations: 

A. Organization
 

1. While the internal worlking relationships between COTEC manage­
ment, the Spanish team and the U.S. group are corddial, the present structuae 
lends itself to serious potential problems as discussed in more detail onpageoll. 

The Evaluation Team re'co:mments a redefinition of roles. Functiona-l 
charts should be made for each activity and detailed job descriptions de!,lv­
ed. In addition, consideration should be given to the feasibility of r­
aligning Spanish and U.S. efforts. This would help to eliminate the over­
lapping functions. For e:=-nple, one approach ,;ould be to give to the U.S.-
Brazilian effort -ore of a ficld service role which emplasizes direct perso­
nalizcd and continuing contact with the markets. Organizationally, the 
Brazilian staff woLuld become generalists, with one or more staff men aszi'.- " 

to each r iarket. Coccivably, these roles could be filled by reassigning t* 
federal 1-upcrvisors to COMC-la-silia. It would be their rcsponsibility 
to serve as the direct link betw.een the market and COTEC on all typos of 
activitieS. The "Field Serico Specialist" is at once a genoral technician, 
an expoditor, anld a liaison man betwcen the field and headcuarters. Vhe 
benefits of this approach are thesc: 

a) 'j ? approach co.ld p:ovidc for a axp distinction bct: 
the roles of the tvo-groups, eliminating the c=rrent -duplication of efort. 
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b) Te division of vork in this form strengthens Dr. :;urcs' 
capacity to maintain complete irnozmationField Services Specialist on all field operations.would be required Eachto be completely inform-operations, problems and needs on aJ.in his assigned area. 

C) Administratively,
could be much more 

the work of the Field Services Groupeasily directed by Dr. iiunes.representatives becomes a channel 
Each of the Field Services

for fast technical services action. 
d) There is thetechnical im.portant benefitassistance) (easential to effectiveof giving

to headquarters 
each of the field operations a personal lin:through their o;rn Field Services Specialist.COTEC Representative should be encourage, n turn, the>cd to feel a strong 
sneo
bility for his assigned market. He 

sense of resoni­should provide the personal link in 
epni 

might otheniise become whata bureaucratic proccdure. 

e) For the Field Services staff,learning of a this approach forcesvariety of activities. fastThis kindeasily assisted by a small group 
of team approach is alsocc generalists (such as the U.S. AdvisoryGroup). 

f) In their rolc asstaff member Field Serices representatives,can work effectivelywith each 
consultant recomnendations 

corsultants and transmit. C"..C-appr-O, dquic.ly to the field operations. 

g) For USAID, there would beuse of loan funds clear evidencefor implementation of the practicalactivities - the real goal of all tech­nical assistance. 

This concept strengthens the capacity for effective evaluation offield opcrt.tions. It would be reas:,nable to have a smallstaff vorking on central researchspecial projects. But ephasis wrouldField Services clearly be- and clearly away 
the 

offrom any activity which did not havedirect bearing aon actual operations. (See exhibit 4.) 
2. Dr. Nunes holds the key role inimplementation. terms of both researchThere are e:ftraordinary and 

responsibilities demands on his time.are His m ,ac..-,also comnlic ated by political forces which arepart of this environment. a natiu,3.-The valuation Tea recommendsserious consideration that Dr. "um-e 3 g'-.-.to enlarging his senior staff as a means of reducin­his oun administrative workload. 

3. The working envircrn-ent can be consideredzational effectiveness, and as a factor in or.;it rould be di"ficulttions than those that to find worse workin.- ce.-- " .now ex-ist. Officeshigh; are cro..!ded; the noisethere are no quiet conference facilities. level is 
increase shaply in Staff productivity shouldnore suitable quarters,these facilities. far in excess of thehile plans are in progress 

co: t o7 
the to move to better ,-u-'move should take place ­as soon as possible. 
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I.. The Evaluation Team also recommends that the future: staffingplan include at least one full-timie bilingual secretary. The U.S. -Brazilianroup no,'-r operateswith an absolute minimum of clerical staff support. 

B. Coordination
 

1. As noted in the introduction to this section, USAID has remainedsmewhatranote from much of this program. This is a desirable posture nor-al­ly, but some greater degree of involvement seems desirable nor for two reasonz:first, USAID/COIBIL would become more sensitive to all the factors affectinactual project implementation; 1.rith COAL requesting and USAJD providing moredirect help in £uLfiliing loan control requirements. Secondly, the EvaluationTeam strongly reco-mmends that Dr. Nunes assume a greater degree of responsibi­
lity for coordination with USAID. 

2. There is reportedly a breakdotn in coordination betwe.en BUDEand CODAL in administration of L-083. The Evaluation Team also understandsthat IDE could be better inforred on technical assistance services. It isrecommended that the NDE designate one senior staff memer to meet regularlywith the COTEC counterpart to c:change information and maintain open linesof communication on technical assistance matters. 

3. It is essential to muster support for the technical assistanceeffort from all agencies whose interests are even remotely related. There isa particular need to coordinate marhet development efforts with e.-ensionagency activities. It is recommended that Dr. Iunes and the Senior U.S.
Advisor give particular attention to establishing stronger lines of co.-amuni­cation trith the ag'icultural extension 
 argency. Some significant steps 1w.',already been taken by including e:uension agents in the loan-fun '.d trainin",programs. \This kind of involvement should be continued. 

C. General Operations 

1. Caution should be exercised in scheduling training abroad for­members of rhe Brazilian staff. While the need for training is apparent,plans should be rade for their replacement and for their effective utiliza­
tion upon completion of training.
 

2. Plans shoutld also be developed to off-set the effect of thechange of government (in l1arch, 1974) on the loan-funded program. If 1aeypersonnel changes take place in COBAL-COTEC, there could be a serious imjrac 
on program development. 

3. The U.S. Advisory Group should begin documenting now, the effatof technical assistance - folloving the basic indicator outlined in the 
Revised Implementation plan. 

4. Evaluation of economic impact of wholesale markets as ntic.nr2.in the Revised plan should be given high priority by COi3AL. Plan should ­cate timing of this evaluation, staff recuirements and funding. 

http:betwe.en
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. More attention should be given to strengthening COITC' s staff 
analysis.capabilities in feasibility and cost-benefit 

earlier 	section of the report, the Evaluation Team noted6. In an 
the relative merits of consultants versus resident staff. The ultimate objecti­

the rapid development of in-house capabilitiesve in this situation should be 
it seems essential thatfrom among Brazilian staff members. Until that time, 

as quickly as
resident specialists in interior assrqbly marhets be secured 

possible and that further consideration be given to a resident professionol 

in the field of grades and standards. 

7. The hazy areas surrounding equipment planning must be resolved 
informed of all 

as soon as possible. USAiD program officials should be kept 

progress in finalizing equipment exenditures. 

8. We have noted earlier the importance of fast but orderly 

such priority fields as the market news service, training, andaction in 
is 	 anassembly markets. Under all circumstances, it important that element
 

exercised where possible. 1his kind oA'

of central administrative 	control be 

in operation of the
standard policy application will be of special importance 

to
interior assembly marke"ts. Towrd this end, consideration should be given 

having the individual CZASA markets nana7c the asselmbly markets in their o-;n 
an administrative and a marhetingstates. It o-Muld be helpful from both 

their respecti­standpoint for each CEASA to exercise this degree of control 	in 

ve marizet systems. The CEASA shoutld have responsibility for the training of
 

assenbly market personnel, under the general guidance of CC'iEC.
 

9. Special priority should be given to broadening the training 

program. 	 It woutld be appropriate to consider adding an addltional Brazilian
 

training planning and coordination, and also to

staff mmnber to assist in 

develop any further refinements in genera- persornel policies.
 

now 	 cor-d.-tmen,10. 1While not a part of the technical assistnce 


the Brazilian Government is concerned, and the Evaluation Team concurs, that
 

the 	U.S. Advisory Group tal:c steps to stimulate interest in broader progrcms
 
there are only


of rural credit as a follo.w-up to this progran. At present, 
creditsmall farmer. The deriand for morelimited types of credit for the 


will increase with completion of the assembly market system.
 

11. 	 It is essential that the role of the middle-man in the total 

followed -with special care. In some marets, the miCdlc-manmarket system be 
emerges as the dominant force, potentially capable of victiMizinG the fai,.er
 

and thereby negating some of the important benefits intended under this
 

program. Asebly marhet maagcr.ment should be particularly concerned with
 

this potential problem. 

In summary - the highest priorities which warrant attention are: 

Clarification of thc Crgacnization Structure 

Redefinition of the U.S.-Drazilian Team Effort 

More effective Conmirwication atud Coordination with USA_.D and COD 
A encics 

Attention to Training, Dcvelopmeint of Crade.i randPax'ticular 
i.Lre,Standards, and iup.:-ntation of the interior Azse-JbJly 

aystem. 
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PROR.' -,ASSIST'tCIA T-ICT I* CIO2I
T 

PLUTO D. TMAAL=iO"
 

I - COORDE'N'Ag. O GERAL 

1. -	 Estabelecimento de um Programa de Prioridades (!V.I.) 
2. 	 - Coordenaqgo do programa geral e dos planos parciais 

(IV.2.) 
3. 	 - Verificacao periodica das tarefas e resultados co.. 

GE1-AB - Cobal.. (IV. 3.) 
5. - Revisao e readaptagao periodica do programa gera! e
 

dos plancs parciais. (IV.".)
 

II -	 DETrN'1IA..O DA POLfTICA DO PRQGR.,'A 

1. -	 Magnitudes econ~micas de Base (nacional) (1.1.) 

2. -	Estrutura de partida (1.2.)
 

3. -	Pol1tica Na~cional de Abastecimento (1.3.) 

4. - Organismo que intervem na eJ.abora=ao a programag-o do 

Programa (1.4.) 

5. -	Meios disponiveis (M5.)
 

6. 	 - Estudos basicos cornparativcs entre a situag':D atual e 

'anterior (Metcdologia) (11.5.) 

I - TAREFAS ESPECIAIS 

1. -	 Magnitudes econSmicas de base (regional) (111.2.) 

2. - Analise da Estrutura Comercial das areas de influ n ­

cia. (111.3.) 
3. - Analise dos contrastes entre os projetos e o dimensio 

namento das Centrais. (I1.L.) 

4. -	Ajustes dos projetos e do dirensionamento de cada Cen 
tral, a necessidades reais de area de influancia 
(111.5.) 

S. 	 - Determi-*nago de material e equipamentos de opera=--­
(I11.6.) 

6. -	Elabora-Zo de un programa de Tnversoes (111.9.) 
7. 	 -An lise de equ'ilbrio eco:-4-Z'co financeiro de ca=V 

Central. (III.11 e 12.) 

8. -	 Esbo-o e fixaqao de normas para controles t cniccs ,de 



p Z;J 

9. - Esbogo e fixa;ao de normas de ,rotegao. (11.7.) 
10. 	 - Esbogo e fixa-ao de normas para a transferencia do 

usuario. (11.a.) 
11. 	 - Esbogo e fixagao de nornas para o estabeleci-ento 

de Iarifas. (1I.6.) 

IV-	 TAREFAS E . IFICAS DO PROGRAL'A 

1. -	 JURIDICAS 

a. 	Forma e constituig~o des Sociedades de Gestao.
 

(ii.l.) 
b. Esbogo e fixagEo des ncrzas juridicas gerais. 

(11.2.) 

c. 	Reda-ao dos Estatutos da Sociedade. (III.8.) 
d. 	Ifor-as -ara idnlantagac dzs peri.e-ros de cada
 

Central (111.14.)
 

2. -	 TfC11ICO-OPE?.ACIONAIS 

a.l. Determina-_o da area de influgncia de cada Cen­

tral (III.1.)
 

a.2. 	Deter.nina io do peri.etro de cada Central
 

(111.14.)
 
b. Operagqo de transferencia dos comerciantes.
 

(1TI.15.)
 

c. 	Ca1culo de tarifas a ica'eis. (I1l.13.)
 

d. Promogao efr-Mas de tecnicas de comercialize-o. 

(111.23.) 

e. Prcroo da Central para atrair novos usuLrics.
 

(111.24.)
 

f. 	 Controles de Gestao, tecnico e funcionamento. 

RU1.o7. e 18.) 
g. 	 Regulamento de funcion.- --.nto inferno. (1I1.!6.) 



3. - AflMINISTRATIVO E FINAflCEIRO 

a. Estabeiecer uri grupo necicnal de contaIbilidade e
 
controle ±inanceiro, de acordo corn.os 
procedimientc­
oficiais de contabilicda e, orgarnento e aucitoria. 
(Ix. 3.)
 

b. Desenhar umn sistema de co--16role conta-bil e fY~nan­
ceiro nacional. (11.4.) 

c. Adotar wn; sistenade controle conta'bii e finance-, 
*rc par"a as Centrais. (111.10.)
 

d. Imple-nentar o sistema de controle contgbi1-
e finan 
ceiro em cada Central. (1-1.9. e 11.11..) 

e. Acomp~anha'ernto e revisco do sisterna de c~r 

, alhorar o fuio-Jnarnento zistaivooer­
clonal e el. cin.cia nas Ce nt-r'aig de tA.:asteci.B-, 
to. (11.10. e 111.17.) 

g. Des envolver cr an'ograrnas .fw-cionais, des cr'it-1os . 
reSpc-ns abilidadas, hierarquia de pessoa. e o 
inter-re.acioiarento furcional corn. os usua-riss. 

V -INFORXA.Z 7-3 :2-FC03 (1112. TTT1.19. e 111.20.) 
VI -CLASSI.F:CAnO -EPA&n'R0~lIIZAA (11.13.) 

VII -R4 -"AE:iT 

Treina.-nento de Dessoal~ de1. - d4ir=o (11.111.) 
2' - Treinamento de pessoal especl-fico da CentrAl (Ill. 22.) 
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