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I. INTRODUCTION AND GENERAL COMMENTS

In evaluating the impact of USAID technical assistance in support
of COBAL, the Evaluation Team has interviewed key personnel in COBAL,
COTEC, USAID and nther agencles. Backyround information was obtained
through a study of relevant documents and from a review of market data,
operational revorts and procedural statements. Finally, field intervicews
were held with market officials at Recife, Aracaju, and Salvador and with
representatives of the private sector - including Wholesalers, retailers,
and supermarket executives.

It should be noted that 1t is too early to evaluate the full impact
of the technical assistance program. While loan approval was obtained in
November, 1971, it was not until September, 1972, that the progrsm became
operational. For this reason, the analysls prepared by the Evaluztion
Team should be considered a progress report. The evaluation study,
initiated by the Senior U.S. Advisor, is intended as an objecti're analysis
of operating problems and needs and also as the basis for reccmmendations
which will expedite successful completion of the proJject.

It is approoriate to preface this report with an expression of
appreciation for the assistance of officials and staff personnel in all
the orgenizaticns contacted. Their helpivl guidance made possible the
rapld collectlion of background data and contributed to the formulation
«f the Evaluation Team's conclusions and recommendations.

It is essenlial 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 percsonnel bu%t also of their ability to
establish working rapport with their counterparts, their persuasiveness
in introducing innovations, and their ecceptance by those responsible for
implencntation. 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 implementation. In this regard, technical services and their
impact are elther facilitated or inhibited- depending upon the character of
the organization and decision-making structure which implements
recommended plans.

In scetiors IXT-IV there ure the findings by the Evaluation Team cccord-
ing to the scope of work prepared by COBAL and USAID. In Section V there
ere the Team's recommendations. Section VI contains U 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 Montor report, the French proposal, and the locan
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 {o the potential impact
of technical assistance. 1In all of these reports, there was common concern
as to the need for e more efficient food supply system in Brazil. Taere is
No reason to believe that the social and economic goals stated in the pre-
loan studies are not still valid. In fact, their validity has been tested
with time. The economic growth of the region during :loan years has
stimilated demand for -food prcducts by consumers and reemphasized the need
for facilitating the movement of food products from farmer to consumey.
The purpcse of the loan ag 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 opereted agri
cultural marketing system to imorove the rarketing and distribution of 7acs
in the North and lNortheast. The terms established for USAID lcans L-083
and L-08% were reasonable in the light of the ultimate goals to be achieved.

1. CAP Rationale

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

Reduction in produce spoilage

‘Reduction in costs due to decreased spoilage

Reduction in unloading and loading time

Reduction in costs and risks and increased competition
(brought about by economies of scale)

Stirmlation of farmer production and higher real rrices for
his products

Economles in retail purchasing - due also to Econciies of
scale and the improvement of standard quality concepts

Improved public health - through better hygiene, cleanliness
end more stable supply

Improved working conditions for market personn=l

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 caa be dra'm directly from the Capital
Assistance Paper in regard to market facilities is:

"There is no question that administrative and operational
mistakes will be mude as the now facilities come into
operation, and such mistokes will reduce benefits end
raise costs. Such mistekes are unavoideble and poxrt of
the learning process. However, considering the role of
COBAL in the national program, any such mistakes will
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be under close scrvtiny and prompt actions are likely to
be taken to correct them....... With regard to the dis-
tributicn of savings, we believe consumer prices should
fall in real terms, assuming a continuation of the
existing trends in agrisultural production, because of
the increase in efficiency of the wholesale marxet. We
also expect that this project will have important back-
ward and forward linkage effects.” (CAP, page 52)

2. Indicators

A review of the indicators contained in the Capital Assistance Paver
suggests that these eriteria are still valid. In addition, the logical
framework analysis conteined in the Second Revised Implementation Plan has
& 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 Evaluation Team recomzends ssudy
in more detail the seasonal, weekly and deily price variations waich have
resulted for the farmer under the expanded wholesale market systen; the
number of farmers who are finding increasing sales outlets via the whole-
sale markets, the patterns of price mark-up between the farmers, the
middle-men, the wholesale buyer, the retail consumer, and the changes in
labor preductivity resulting from the new wholesale markets.

B. Planning

Severa), plans have been prepired for implementation of the wholesale
merket progran in Brazil. A French plan 0% all of Brazil was develoved
in late 1971 end wvas subsequently accepted by USAID in April, 1972 as the
operationsl plan required in the conditions precedent for the initial dis-
bursement under the loan.

A national competition to provide assistance for the implantation of
the nationel system of food supply centers (SIKCA) was opened by CCIAL to
bidding in 1972. A Spanish group called MERCASA won this competition ena
provided COEAL with a technical. assistance plan for the entirc country.
Consequently, the Spanish, rather than the French plan, has been CCTAL's
officlal implementation plan. This situation has created some confusion
as to which plan provides the cverall fremework for the U.S. technical
assistance grcup.

During the study ronducted by the evalnation group it quiciily beesznz
apparent that thére was significant hazards in acsuning that any detaile?
set of plans could be made. 1The U.S. advisory group has found itself in
the unique position of having to establish a planning program in an envi-
ronment which is not rmuch plan oriented. In foct, despite the existence
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of plans, COBAIL-COTEC operating practices tend to assign planning to a
secondary position, because of economic and political Pressures to achieve
quick results. As a consequence, the U.S. group has found it recessary to
establish plans which are directed specifically toward prescribed goals
but which are described in sorewhat broader terms. The last version of
these plans has just been completed and will be referred to throughout this
report as the Revised Implementation Plan. In reviewing this plan, the
Evaluation Team gave particular attention to four key areas: wholesale
markets, inlerior_assembly markets, market information services und grades
and standards.

l. Wholesale Markets

At the present time, four markets, Reclfe, Fortaleza, Aracajd and
Salvador are in operation, and three others, liacei6, Belém, Manaus, will be
operating by March 197k, Tt 1s contemplated that a total of eleven markets
will be built in the NO-IE. US technicel assistance in this area originall:
contenplated having one full time wholesale market specialist and short-
term consultants for training of wholesale market administrators and BiDE/
COBAL personnel responsible for market operation and direct assictance in
market operaticn and managerment. Activities to date have been the Usha
consulting team, selection of CEASA training center in Recife, essistence
in the eveluation of feasibility studies for proposed markets and establish-
ment and maintenance of contact with the personnel at the CEASAS.

In regexrd to future activities the revised plan looks baically sound
with its enphasis on training of market personnel. (This elemer’ is one of
special interest for all the percornel interviewed in the field: there was
& general fecling that traning should be given a major priority in all
aspects of the technical assistance prrogram). The revised plan containg a
budget of $146,000 dollars for consultants, training ang analysis in the
1972-75 period. Additional details are Necessary to program activities
according to indicated allocation of funds.

The recent addition of Mr. F.R. Todd as a wholesale market specialist
is an importaat step toward strengthening much needed technical assistance
in this field. The USDA teem provided good backgrourd on the functions o
& wholesale market specialist. The revised plan ought 4o refleet this
background and pPossibly incorporate other functions that might be consigewss
important. The Evaluation Teom reccrmends for example a breadening of fo1s.
time marketing and rarketing managenent services. Particuler attenticn
should be given to updating the procedures manual and %o establishing a
means of informing, systematically, all market management bersonnel of
applicable innovations.

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

The "federal supervicor" 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 between the
COTEC staff and the market management personnel.

The role of the middle-man in the market is an issue. Hopefully
special emphasis can be given to insure the development of policies which
will keep the middle-men's role in broper perspective. Recognizing hig
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 techniecal assistance)
demands a very high priority in view of its specialized function of rrodiigg
processing, better storage and loading facilities than currently exists in
the interior towms, and since they are points of collceting end disserding-
tion of market information. The revised implementation plan contains a
good statement on the functions of an Asscmbly Market Advisor. However,
technical assistance in this area is dependent upon a better definition of
the concept of these markets and timing of their contruction.

The\original idea was to precede construction of interior markets by
technical and economic studies indicating the best location, size, etc.
However, reports from COTHC officials indicate the existeace of an entirely
nev epproach to the location of assembly markets. Under this approach,
interior markets would be selested with a minirum of resecorch. Tre chie?
eriteria for their installations would be (1) the proximity to surzly
sources and (2) the availability of suitable buildings for use as roriet
centers. The buildings would be reinted, a moneger selected ang emplcyed,
and market cperations started immdeiately. As ncw scheduled, a series of
interior assewbly markets would be in operation by March 197%.

This is a highly expedient approach vhich nminimizes advence planning
and cmphasizes early impact before the change of governrent, which scems

-’

to be of high priority for CORAL.

Recognizing the political realities of the situation, and the fect
that this approach would get the market into oreration quickly, thers are
also dangers involved. An unwise site selection, an error in staffing, &
breokdcim in administrative procedure could do serious damage to the broud
concept of Interior assembly markets.



The Evaluation Team recommends that special attention be glven to
an orderly approach for impl@menting 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 SULELE
on interior markets. The search for a full-time specialist should begin
ivmediately.

3. Market Imformation Sexrvice

The market news service has excellent potentlal but several aspects
of the operation of .this service merits special attention. In the first
place there is the need for minimizing conflict between several nevs
gervices in the Northeast (i.c. SDMA of the Ministry of Agriculture and
S84 of SUDEIE). Sccond, as indicated by rcports from the fields, it is
essentisl to correlate the market information program with the grade and
standards effort. Third, end perhaps more important, there is the ¢uestion
of finding the wost practical means of getting the farmers to accept the
gervice as reliable. Price quotations stated in general terms cun te
construed as misleading by the farmer, so it would be desirable to include
in the infoimation service a reference to the quantities demanded or
supplied for specific items. Vhen the market is flooded with a particular
item, there is an obvious impact on prices. These factors, combined with
the farmer's reported suspicion of market news reports, make it necessary
that special attention be given to the very practical dimension: of the
news service. How can the farmer best get the news service? From wnom
ghould it come? How can the farmer be protected against confliciing price
information from a middle-man?

In vicw of the master plan being prepared by Cobal's staff for the
regional and national market information system, the revised implem=ntation
plan for cxpansion and improvenents of the market news is presented on 2
very tentative basis, as far as training and equiprent is concerned. Never-
theless, the NE rarket irformation plen should be reasonably far alicad of
the national plan since considerable technical expertise has already been
providcd under the loan by Messrs. HoolSand Wice. Thne recaimendations 1nde
by those experts most certainly provide a sound basis for an inplermsntation
plan which should be adaptable to the netional plan with small rodificaticnr
Thus, a revised program for training and equipment might be presentcd wiikn
activities scheduled to begin earlier than currently contemplated.

k. Gredesand Standards

An effective gredes and standerds program, in addition of being
essentinl to the market news service, is a vital link in the entire



food distribution system - from the farmer to the vholesaler to the retailcr.

While the Revised Plan suggests a generally orderly aprroach to this
subject, additicnal attention should be given to a comprehensive plan that
will repidly 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 recciriended
that further attention be given to the importance of packaging stondards -
&s & subject of parallel importance to grading. There are wide varizticns
in the tyve, size, shape and cost of packaging materials being treded in
the markets visited. Because weights and measures and pa~kaging methods
elso vary extensively, interregional trade of commodities is impaired. The
subJect Justifies additional study. The Revised Plan properly gives parti-
cular attention to training personnel in grades and stancards. I any
comment is Jjustified, it would be that this budget item could be increased.

Finally, the US Advisory Group night wish to give consideration to
the emplcoyment of a full-time specialist in grades and standards.
Recognizing the apparent difficulties in securing such personnel, it would
be wise to reevaluate the merits of a full-time specialist against the
proposed plan for use of consultants.

IIf. BRAZII,IAN PROGRAM STRUCTURE

A. .COBAL's Role in Program

As a wholly-owned subsidiary of the Ministry of Agriculture, COPAL ig
& unique experiment. Formed in 1962, it is a highly-diversified operation
with activities in wholesaling, retailing, food product transportetion, and
the storage of certain strategic food commodities. Annual sales are
reported %o approximate $ 100 million.

COBAL was designed as a vehicle through which the food products systcx:
could be improved without undue compstition wiih the private sector. In
this sense, it parallels certain American entities - similay in sonme respzcis
to IVA and its role in developing hydroelectric power resources.

The Brazilian Government has shovm both initiative and a capacity fox
innovation in many areas. COPAL has served a useful purpose and it is likcl:
that it will contimue to do so.

1. Operations

Opcrationally, Dr. Rubens José de Castro Albuguerque establishes all
COBAY: oporating policy within the gereral guidelines set by the Ministry of



Agriculture. (See Exhibit 1). As President, he makes all major decisions
within the framework of esteblished policy. As a chief advisor, Dr. Roberto
Pinheiro Munes serves a staff role, directing the work of COTEC. Dr. Muncg
is expected to initiate the necessary research and technical assistance
activities which will contribute to the broad goals of CORAL. He also
responds to specific project assignments made by the President (See Exhibit
b2l

L% 1)

2. Relation With Other Agencies

COBAL zelates to a number of other agencies of the Brazilian Government.
It is obviously sensitive to the policies of its parent, the Ministry of
Agriculture; its activities are also affected by the policies ard programs
of the Ministry of Finance, the Ministry of Planning and Coordinaticn, the
National Economic Development Bank (BYDE), and GEMAB itself (the inter-
ministerial group overseeing wholesale markets). There are s*+i11 further
affiliations with SUDEIE, SUDAM, and such organizations as the National
Confederation of Commerce. The effect of thege varied relationships is to
Place COBAL in a pivotal role as the implementing agent which rwust, through
its programs, reconcile potentially conflicting points of vier.

There is still another dimension of COBAL's relationships, one which
relates to those with the individual markets (CEASAs). In these situaticas,
COBAL typically takes g 30% position in the debt funding required for
constiuction of the wholesale markat. However, it exercises the dominant
influence in market managenent and in suggesting operating policies.
Further, the federal supervisor ascigned to cach market is a COR4T, employec
whose job involves implementation of CORAL's brocedures on the site.
Significantly, the federal supervisors are paid from USAID loan funds.

B. COBAL'sS Personnel Structggg

The Evaluation Team has had occasion to intervicw the great majority
of Brazilian stafi members involved in the COTEC operation and secveral
personnel from other activitics within COBAL. Numerically, the staff group
appears capable of handling the work load with no difficulty. Qualitatively
and in terms of background breparedness, all of the COTEC Brazilion staff
members have university degree except for one individual who serves a3 a
technical assistant. From information available, 311 of the grcup anpear
well-qualified in academic training, less-qualified in terms of actual
experience in their assigned areas. Dr. Munes, the U.S. Advisory starf
and Dr. Goyanna have done en outstanding job in providing on-the-job
instruction in technical arcas. From the stondpoint of attitude, tho
groups aprear to work well tozether. As their Job exverisnce brozders an

2
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their competence increases, salery limitation in COBAL will make it difficul?

.



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 tecbnical services provided by COIEC. USAID should also be orepared
%o adjust to persomnel 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 implementation of the I.oan
funded construction program are BHDE, FOEP, COBAL (CO‘J?EC-DECE?-I), GAB
and the ultimate borrowmer, the CEASA. The program implementation involves
the approval of the feasibility study which supports the loan application
wade by CEASA and the engineering and constiuction of the market. Once
CEASA is incorporated a request is made to FIMEP for the feasibility study.
COTEC, through Dr. Gebriel Andrade, a BA economist, helps in securing
approvael for this request and provides guidence to CEASA, and the consult-
ing firm in charge of the study, regarding its technicel and economic
aspects. In this stage, which may include on-site inspection, other CORAL's
techniclans cooperate as necded. After the study is completed COTZIC reviews
it and writes a preliminary report recormending the project's approval by
GEMAB. This review, done mainly by Dr. Gabriel Andrade, usually tokes 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 revicwed
by GElMAB's Executive Secretary and technical advisor, by COTEC's chief,
Dr. Nunes, and by BMDE and SUDEME technicians. The final report is
forvarded to GEAB's council, signed by all these technicians. Appruval by
GEMAB is ususally a smooth voting process in view of the agreement previously
reached at the technical, and to a considerable extent at the political
level, emong GEMAB's members - regarding the project under considerztion.
Final loan spproval is made by BNDE's board of directors.

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

Regarding the movement of funds during construction, BNDE mekes a
full money tranche to CORAL, at the beginning of the process for its
participation in the investment, but provides rioney to the CHASA on e
reimburscment basis, which usually is done with some delay, thus forcing
COBAL to fund CEASA's participation cut of its own resocurces.

At the present time COBAL's capacity to make decisions at the pre-
construction stage corncerning such factors as market location, size,
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architecture, operation, management, etc., depends on the work done ot
COTEC which is complemented by the work performed by technicians in BIDE,
GEMAB and SUDZE, in the process of reviewing the feasibility study for the
construction of a particular market. After construction DECEM, in CORAL,
Plays the principal role and BiDE technicians, especially engineers, do
interfere in the implementation of the construction progran., The capability
of these institutions to implement the loan program was considered satisfac-
tory at the time of the USAID loan intensive review. At the present tinme
the evaluation team, as far as the evaluation could be carried within its
time limit, hes found no clements to substantiate a different opinicn. A1l
the people involved have a college degree in Brezil and several have post-
graduate courses, or a Master's degree, and seem familiar with the problezs
involved in their particular areas. It showld perhaps be considered, noiwr-
ever, that final operational resultis depend on other factors, such as wori:-
loan of technicians involved in the process, within and outside COBAL, ond
political influence from within and outside COBAL, including decision on hcu
to interpret norms and regulations or hov to overcome certain difficulties
as & few examples might help to clarify the argument. In the case, for
instance, of the Maceié market, the decision as to location, according to
COTEC people interviewed, 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 supernariiet as a dependence in the
wholesale mariket. There appears to be no technical-economic evaluation of
the supermarket component of the wholesale market, and much less of its
operation on a preferencial basis by COBAL. The decision to nave CO3AL
exploiting these markets, at least in the case of the Aracaju market,
visited by the Evzluation Team, does not eppear to be commercially or
economically sound. One further eximple refers to the GOB~USAID agrezment
that a decision to build a particulir market would be based on the ascertain-
ment that the investment is technically, financially and economically sourd.
One way of objectively verifying the economic soundness of the investment ic
to quantify benefits and costs which can be summarized into 2 benefit-ccst
retio or an internal rate of return. While the calculation of such rate

is recommended in the BNDE-USAID approved Operational Plan for Loan 033,

the documents thet the Team had the chance to examine do not show such a
rate. According to COTEC personnel, benefits are difficult to be quenti-
fied and unguontifiable benefits are more important. This interpretation,
while overcoming the difficulties presentcd by date shortage in Brazil,
certainly introduces considercble uncertainty as to whether a particulexr
wholesale market represents a good allocation of resources from the
society's stand point. This is especially true given the fact that by

and large the morkets built so far operate under a deficit and must be
subsidized in one way or another. '

In regord to the relationships of CORAL with BI'DE and participating
states, the Evaluation Tean feels that crordinztion and communication enong
these entitics, especially between COBAL-BIiDZ, can be improved. This point
horever could not be explored at greater length by the tean, in view of tha
impossibility of contacting the concerned people during the evaluation
period.
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IV. PROGRAM IMPLE ENTATION

A. The Orgenization of Technical Assistance

1. U.S. Team and Other Advisory Groups

The U.S. technicael assistance input bas been implemented through
the resident general coorcinator and two technical staff, one of whom has
Just recently arrived in Brazil. This has been complemented by the services
of short-term comsultants 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 following areas: llarked
Facilities Evaluation; Planning and Budgeting; Staffing lieeds; Mariet Infor-
mation Activities and Plans; zZvaluztion of Consulting Resources; Training
Activities and Plans; Monitoring of Loan L-033; 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 pregress on refinement
of the grades and standards systems and consideration is being given to
assembly market potentials,

During this period COBAL contracted the Spanish technicel assistance
program for planning anil operation of wholesale markets in Brazil. (Totzl
program cost is 2.2 million dollars, 80% of which is financed through a
geven-year loan from the Spanish government with a two-year grace period. )
As & result of' the lack of integration of the original COBAL overational
plan es accepted by USAID (The French plan) with the MERCASA proficam 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.)
While these services are intended to cover all of Brazil, much of the
current team ectivities have been directed specifically toward North end
Northeast Brazil.

There is, without quection, an overlapping of functions beiireen the
U.S. and Spanish (}MERCASA) technical assistance tcams. This situation, as
it nowv exists, has the potential for serious internal problems arising
from an inherent danger for conflicting advice and duplication of work
activities.

Dr, Munes, as chief of COTEC, can find himself as o mediator betireen
two groups independently pursuing a project and independently arriving et
different corclusions. Informal communication batween the Senior U.S.
advisor and the Senior Spanish advisor is complicated because of the
absence of continuity in leadersnip for the latter group. They have no
permenent 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 quiclly and effectively.
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The most obvious epproach to blending the efforts of both groups
should lic in a team approach combining specielists from both teams into
functional working units, which may not be feasible in the currcnt situation,
The consolidation of the two teams would demand very stringent managerent
control end, in all probability, would result in a kind of forced
realtionship.

According to corments from the Chief of COTEC, the Spanish tcam fills
a more research-oriented role while the U.S. group is rore nearly an operat-
ing steff fanction. In the lavter case, the Senior U.S. Advisor tends to
assume more responsibility for liaison, edministration and implementation.
As project research and technical service plens are developed, they are
reviewed informally by represcntatives of the two tears. Dr. Nunes, who
participates in the final discussion, must reconcile any conflicting points
of viev. (See Ehibit 2,) It is in this capacity that Dr. Munes becoxes
the real xey to the success of the technical assistance erfort. t is
necessary that he exerciscSa very streng administrative leadership to insure
that research findings and technical services are quickly implerented.

2. U.S. Staffing

In identifying and fulfilling the needs for American techniciansg, the
basic guidclines were established in the capital assistance paper and the
loan agrecment., However, these original docuwents provided a degree of
flexibility in the exact starffing pattern.

a) Long-term technicians need was identified by the Senior
U.S. Advisor, working with COTEC and COBAL exccutives. The decision inivially
was to maximize the use of loan furids by securing a limited number ol perma-
nent staff, selecting only those stecialists who could provide leadership
and training for the Brazilian perstnnel to be cuployed.

While the earlier USDA report reccrmended & scries of seven full-tine
specialists, implementation of this plan would have reguired a cornmitnent
ol epproximately 70% of the loan funds for U.S. personnel services. In
addition, COBAL could not make available counterpart staff for the proposed
resident personncl. Until recently, Professor Ilcming and Dr. Weiss siera
the only resident advisors. The recent addition of lMr. Todd as wholeszle

market speciolists fills a critically needed gap in the staff.

The Evaluation Tecam bacically agrees with the objective of maximizing
use of loan funds but it doece appear that the U.S. resident staff moy have
boen cut too close. At least onc and perhaps two more resident staii mebers
will be required. The additional resident staff will easc the lorge tech-
nicol workload of a program whose completion date has been reduced frca Ifive
to two-and-a~half years. (The addition of Mr. Guilherme Schuevz, & nexber
of the Brazilian teem, has clearly helped in rnecting administrative end
planning responsibilitics of the U.S. Croup. )

b) Short-tcrm technicians nced has been estebliched by the

Senior U.S. Advisor and his Assistent with the objective of sceuring the
quolified personnel who couwld supplement the basic capabilities oi the
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resident staff. In addition, it was felt that short-term specinlists
provide, at reasonzble cost, the degree of flexibility which seciied
essential to this program.. In support of consultant usage, it can be

argued that this is a quick source of expertise and can be secured with
relative ease. By contrast, permanent staff Dersonnel are not only
difficult to find but also expensive in terms of salary and support costis.
On the other hand, the use of cons tants  eliminates the kind of professio-
nal leadership continuity so important to this type of project. Recogniz=-
ing the merits of both arguzents, the Evaluation Teen strongzly supports the
employment of full-time personnel in the fields of interior assenoly markets
and grades and stondards.

The selection of consultants to date appears to have been quite good
although the actual use.of consultant time was less than what was budgeted
for 1975. Mr. Hooks and Mr. Wise both made significant input into the
technical assistance program. At present, tentative consulting engagenments
are contemplated for 1974, in the follouing areas:

Consulting Sovecialty Man-Months
Packaging 2
Grades and Standards 2
Organizotion and Policy 2
Market E:tension Plenning h
Handling and Equivment 1
Market News 2
Marketing Specialist %
il

The use of large arounts of consultant time on any contrac: requirec
& great deal of Pre~planning and follow-up activities to assure that the
consultant's time and the resources ere fully utilized, Without ppropriate
follow~-up activity there exists a real danger that the consultant repor:
will be filed and no implementation activity is made. The revised plan
should reflect *'.. o irmplementation end follow-up activities for past
conswltants,

Procurcment of consultants hac been more difficult in this contract
because of a lacic of a specific institutional tie in the U.8. which normally
provides the resident technicisn vith a great deal of back-stopping support.
Conscquently, the resident teennicians have had to do all the recruiting
of consultants which hes required travel to the U.S.

3. The Impact of U.S. Technical Assistance

&) As defined in the Capital Assistence Paper, and restates
in the First Annual Report, the loan progrem "chall consist of assisting Lo
Borrcuer in financing the technicel assistance, training and equirient neczds
necessary to increase the operating efficiency of the marieti 3 systen being
constructed in the liorth and the Hortheast arcas of Erazil," According o
the loon egrecoent appendix, the technical assistance miccion was Durthor
detailed with enuphasis on imprevement of the iarket noys service, the
develepment ol produce clascilication grades and standerds, and chnecial
techical expertise ond training in wholessle mariet operationg, retcoil
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food marketing and rural-urban marxeving integration. In additi:n, o
specific jrmplementation plan was to be developed. This plan would have
a rather high degree of {lexibility which is implicit in these gene:ral
guidelines and more specifically stated in regard to cost:

The ebove (referring to the cost sunmary) cost estimates and
manpover. needs have been determined on the basis of Mission and
COB analysis; hoirever, during the course of implementing this
project edjustments may be required to meet changing GOB
policies and priorities. Seid adjustments ord changes in funding
for technical assistance progran items will be made on the basis
of joint USAID and GOB onzlysis and determination of best use of

loan funds." (CAP p. Lh,)

b) In this light, the +echnical assistance effort has been
directed tovard a series of activities:

1) General edministrative guidance and program planning -
essential to the orderly developnent of the U.S. effort.

2) The function of liaison, filled by Professor Fleming,
in obtaining concurrence of proposed operationol plens from the varicus
sgencies involved. While this can be clossificd as one aspect of adminis-
tration, the function is of particular importance in this operating cnviron=-
ment. Ineffective lisison would result in a complete progranm breakdoumn.

%) The coordination and scheduling of consultants,
including the USDA group, Mr. Hooks and Mr. Weiss.

L) General training and Jeadership for the Brz.zilian
staff, most of whom hed minimum practical experience in the techr.ical Tields
of COTEC operation.

5) Development of the seriecs of training programs for
Brazilians in the U.S. = of benefit not only in terms of the lmowledse
acquired but also for the impact or greater rapport with Brazilian oificials.

6) Development of the basic plen for an internal :manage-
ment information system, including a variety of edministrative reports.

7) Installation of the federal supervisor concept, allow=
ing for much more effective line coordination between COTEC end the indivi-
dual markets.

8) Developzent of specific market menagenent guidelines,
{neluding plans for market tariff policies.

9) Design of survey procedwres to obtain data for
developing grodes and standards criteria.

10) Decvelopuenty of 4he plans for the loan-funded gradcs
and stendards training prograi (the first of its kind in Latin ferica)
jnvolving indivi~als who +ill be directly concerned with imnlenenting tae
grades and shanc _ Js procedurces.
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11) Assistance in developing baclground data on the
market news service systen, including preparatior. of the information
flow enalysis.,

12) Participation in planning fer inter-agency coordina-
tion of the market news service.

In summary, technical assistence efforts have been directed on a
veriety of fronts in accordance with the expected outputs identified in
the loan ngreement. The Evaluation Teem finds no absence of energy or
technical competence on the part of resident staff personnel.

Hovever, it may be worthwhile to call attention to the fact that
Little effort has been directed tozard technical essitance in retail
marketing or the rural marketing vrogran,  The retail merket assistonce
has apparently been given a lov priority within USAID and CORAL and there-
fore no activities have been planned in this area, The rural assctbly
market prograom however has a high priority and coasiderable fuiure activiiy
must be devoted to this areas as has been contenplaved in the revised plan.
Also, in regerd to eauioment there hes been less progress than could have
been expected. As mentioned later in vhis repcrt, this reflects in part
a lack of definition on equipmnent needs by GOB. The U.S. team should
strengthen efforts to get this definition,

¢) Worling recletionships betieen U, S. personnel and their
counterpaxrts and other groups appear ¢o be frem good to excellent. Undoubted-
1y this is an important element in a TA program, and it has been reccognized
&s such by Brazilian personnel. However, in regoard to definition of tasis,
the situation is not as clear as it should be. This in lerge part results
from the existence of the two advisory groups and the approach folloied by
Dr. Nunes, which is to mazdmize usefulness of the technical assistence inputs
througn the sinultaneous utilization of the two advisory groups, under his
personal leadership. In addition, intended or not the U.S. group, espscially
Mr. Fleming, has been involved in much administrative and liaison work,
including reconciling GOB and COBAL stravegy with the necessary controls
esteblished by USAID - not a particularly easy task., Te Revised Irzpleonmga-
tation Plan should contain a detailed delinition of tasks for each riember
of the U.S. team. In vicw of the dubiousness characterized avove, U.S.
edvisors might f£ind themselves involved in activities that night be done
by Brazilians. The almost full-tire participation ol U.S. advisors in “his
evaluation may be illustrative, o though in more technical %asis the U.S. -
Brezilian duplication of work may be ninor, as there are relatively feur
Brazilians available for the positions involved. The resident U.S. grouyn is
providing on-the-job training for some Brazilians and, as indicated in the
Revised Implenentation Plen, will be greduelly replaced by Brazilian
personnel in this task,

B. Trainins Prozran

In reviewing the training progrem, the rationale is obvious. There is
simply an absence of qualified personnel in the {ields contcnplated undor
technical oceistance prorrann. It should be noted that persomnel in eoch
of' the markels visited ccumented on the imporiance of continuing the
training prograa.
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Training policy however is not well defined for COTEC personnel
especially in view of the two advisory groups. Since most of the personnel
being trained work in the temporary divisions of COTEC, attention should
be given to make trairing undervay really relevant for these people's
future assignments.,

By end large, the Evaluetion Team would support short-term training
in the U.S., but it chould be planned for only a few key personncl, as
such training is largely observationzl in nature. Academic training in the
U.S. would secn justified only in rare cases, whereas increasecd training
in Brazil is strongly recormended by the Team, as this is the area of greatest
potentiial impact. This training has already offered a first couvse in
grades and standards (Jjust completed) and participants interviewed co:racnted
enthusiasticolly on its value. A similar course, but for lower level tecn=
nicians, has just started and further programs will be designed to meet
specific needs.

The trainee selection criteria appears to be sound. Basically,
individuals are 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
producvion systenm.

C. Eouipment Procram

In considering the equipment program, the Eveluation Team frankly
finds it Aiilicult to get a clear picture of whet will ultimately be corruitied.
Clearly, the rationale for equipuent expenditures e:dists: the wholesale
markets, the markev news service, and the propoced essembly markaet will all
require special types of eguipment. Such items could range from radio
units to additional telex systems to materials handling devices, The Revice
Implementation Plan describes proboble nesds; but should be more specific,
This will involve 2 decision by GOB on the approach to follow on eguipnent
(type of equipment, origin, destination). A definition in regord to this is
of absolute nccessity to get the equipment progrom started. It is also
suggested that USAID officiels, Professor Flering and Dr. MNunes reet a2t an
early date to clarify the types of cquipment which could be funded under
USAID procedurecs.

From another standpoint, no svecific equipment purchase procedures
have been esteblished. The U.S. group should malie plans now to solicit
sugpestions and recormendetions from cach potential user (wholesale morkets
and others) as to the kinds of equipment vwhich they feel will be required,

The most likely type of eguipment vhich would be useful for moriet
news would be radio units. It is particulerly flexible, especially for the
interior assewbly mariets.

As a matter of interest, the copacity to comnunicate betireen naviets
is more than Just an ability to deliver standard price and volune inlorm:ziion.
It 2lso malies poscible the crecation of neir business relationships betiienn
individucl dealers. In a recent situation, a Selvador buyer vced the teler
unit to order a shipiment of benwas from o dealer in Forialeza. |
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D. General Comments = Revis:d Irmlementation Plan

In addition to the references made in the preceding peges, the folloi;=
ing general obgservations can be made about the implementation plan:

1. The plan, to the greatest extent possible, chould have more
deteil in correlating proposed work schedules with projected erxpenditures,
The need for flexibility is recognized but it does not preclude specificity
and detail at the planning level. Any needed changes can be nade on the
basis of periodic reassesament of progran implementation. The plan should
also correlete inputs with needs, so es to provide a clear ractionale for the
various program compnents.

2. The plan document shoulg separate program report {rom planning
pex se. In rezard to the former, in addition to the history ol activitics
an appraisal ol consultant's work end recomondations seems approvyiste o ar
to indicote which of those have been or cre the most appropriate to be
implemented in view of progren priorities, resources available end limitatso-
factors. Regording planning, the presentation of the rationale for the
various progrom components and acti fities would greatly improve the consist-
ence of the plan document. This rationale vould include items such o3
purpose, alternatives considered, inputs selected.

The section on Market Facilitiecs should be expanded to include
discussion on technical essistance to vwholesale mariiets, rurzl and retail
markets and assembly markets.

3. A detailed schedule of disbursements secems to be required by
USAID as a matter of officinl policy. Recognizing the diffifulties involved
in developing such a schedule, which probably would be subject to change in
the near future, some form of understanding must be reached betizcen USAID
and COTEC on this issue.

b, On the besis of 1972-1973 commitnents and vrojections, eppro-
ximately $770,13%, is available for the balance of the project period. I7F
the total project budget is enecuted as now scheduled, the perccntore allo-
cation of funds would appear as foilouss

f d cf
-l 2. B
Personnel Services
U.S. Salaries 16.0
Brazilian Salaries 16.6 34.6
Consultants 2.4 212, 47.0
Training 21.0
Dquipnent 21.6
Analysis 3.0
Miscellaneous Administration
Bonk Charges « 35
Housing ko
Int'l Travel .85
Moving-Storage 1.35
Education 25 1.2 7.2
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These funds-will be disbursed in a relatively brief pericd. Ectreme
cere shoull be etercised in the administration of these funds, especielly
in regard to couwipment. It is appropriaie to note that the gencrel digiri-
bution of funds appears reasonable in the light of project goals. Expendi-
tures for Ernazilian salaries moves sherply upwerd from 1974 on and U.S.
salarles decline on a compensating basis.

V. RECOMIEIIDATIONS

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

1. VWhile USAID rightly requires an observance of standard adminisira-
tive policies and procedures governing the use of loan funds, the COTEC-
COBAL operating environment is onc of strategic flexibility.

2, The U.S. Advisory Group is in the untenable position of reconciling
USAID requirements with COBAL strategy. ' ‘

3. If these points of vicw are to be resolved, USAID progran mona~c-
ment personnel are going to have to be brought more freguently into planning
discussions. Through whatever licans, the respective parties must comminicate
more effectively. If this is not done, the U.S. Advisory Group will cortinue
to remain in the middle, in the awkward position of an intermediary tetiweon:
COBAL and USAID end finding it increasingly difficwlt to satisfy either
party.

-n the light of all the factors affecting the operation of this programn,
the Evsluation Team submits the following recormmendations:

A, Organization

l. While the intcrnal working relationships between COTEC manzse-
ment, the Spanish team and the U.S. group are cordial, the present struciure
lends itsell to serious potential problems as discussed in rore detail on
page 11, :

The Evaluation Team recomments a redefinition of roles. Functional
cherts should be made for each activity end detailed job descriptions develcs-
ed. In additvion, consideration should be given to the feasibility ol »eo-
aligning Spanish and U.S. ecfforts, Tais would help to eliminzte the over-
lapping functions, For example, ore approach would be to give to the U.S.-
Brazilian effort more of a ficld service role which emplesizes direct perso-
nalized and continuing contact with the merkets. Organizationally, the
Brazilian stefd would become generalists, with one or more stoif men ossiznod
to each nexitet. Conceivably, these roles could be filled by reassigcning ths
Tederal zupervisors to COTEC-Drasilia. It would be their reoponsibiliisy
to serve es the direct link between the market and COTEC on all typzs of
activities. The "Field Service Speciclist" is at once a genarzl technician,
en expeditor, end a liaison man beticen the ficld and headsucriers.  The
benefits of this approach are thece:

2) % 35 epproach could provide Tor a warp distinetion betueoen
the roles of the two-groups, eliminating the cwrwent-duplication of eilort.
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b) Tre division of rork in this form strengthens Dr. :luncst
capacity to meintain corplete information on all field operations. Zach
Field Services Specialist would ve reguired to be completely informec on o1
operations, problems and needs in his assigned area.

. c) Adninistrotively, the work of the Field Services Group
could be nuch nore easily directed by Dr. Munes. Each of the Field Services
representatives becomes g channel for fast technical services action,

d) There is the Liportant benefit (eesential to effective
technicel assistance) o7 £iving each of the field operations a parsonal lin:
to headquarters through their om Field Services Specialist. In turn, the
COTEC Representative should be encouraged to feel a strong sense of reseonsi-
bility for his assigned market., He should vrovide the persongl link in whas
might otherwise become 2 bureaucretic procedure,

e) For the Pield Services star?, this eépproach forces fast
learning of a variely of activities, Ihis kxind of ‘eam ‘approach ig alc
easily assisted by a smell. Eroup € generalists (such as the U.8. Advisory

f) In their role as Field Sexvices representatives, each
staff meuber can work effectively with consultonts and transmis CCTEC~2pproved
consultant recommendations quicily to the rield operations,

£) For USAID, there vould be clear evidence of the practical
use of loan funds for implementation activities = the real goal of all tech-
nical assistence.

This concept strengthens the capacity for effective evaluation of
field operdtions. It would be reastnable *o have 8 small central research
stail working on special projects. But the erphasis would clearly te of
Field Serviees - and clearly avay fron ony activity which did not have a
direct bearing on sctual operations, (Sec exhibit L)

2. Dr. Nunes holds the key role in terms of both research and
implementation. There are extraordinery demands on his tine. Kis ranacenani
responsibilities are also complic ated by political Torces which are a natuarsl
pare of this enviromment. The Evaluation Teanm recomrends that Dr. Ijuwies Gl
serious consideraiion to enlarging his senior scaff as a means of reducine
his own administrative workload.,

3. The working envircment can be considered as a Tactor in Criemia
zational eifectiveness, and it would be difficult to fing vorse worrin:: coo-
tions then those that noy exist. Offices are crovded; the noise Jevel is
high; there are no auiet conference Tacilities, Staif productiviiy zhoulad
increase shaply in rmore suitable quarters, rfox in exzcess of e cost of
these rfacilities, While plans ere in progress to move to besiexr gucoiears,
the move should take plece as soon ag Pposcible,
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k. The Evaluetion Team also recommends that the futurc staffing
plan include at least one full-time bilingual secretary, The U.S.-Brazilisn
gxrcup now operateswith en absolute minimum of clerical staff support.

B. Coordination

, 1. As noted in the introduction to this section, USAID has remained
sanevhat remote from much of this progrom., This is a desirable posture normol-
1y, but scme greater degree of involvement seems desirable now for two reasonc:
first, USAID/COBAL would become more sensitive to ell the factors erffectins
actual project inmplerentation; with COZAL requesting and USAID providing rore
direct help in fulfillingz loan control reguirements. Secondly, the Evaluatior

Team strongly recommends that Dr. Nunes assune a greater degree of responsibi-
1ity for coordiration with USAID,

2. There is reportedly a breakdown in coordination between BIDE
and COBAL in sdministration of L-C33. The Evaluation Teem also understands
thet INDE could be better informed on technical assistance services. T is
recozmended that the BNDE designate one senior stafi member to meet regularly
with the COTLC counterpart to cxchange information and maintain open lines
of coumunication on technical essistance matters.

3. It is esseniial to muster support for the technical assistance
effort from all egencies whose interests are even renotely related. There is
& particular need to coordinate merket development efforts with exbension
egency activities. It is rccormended that Dr. Nunes and the Senior U.S.
Advisor give particular attentioa to establishing stronger lines of corruni-
cation with the agricultural extension agency. Some signilicant steps hovre
already been taken by including eitension egents in the loan-func.ad trainin:
programs. \This kind of involvenent should be continucd.,

C. General Operations

1. Caution should be ecxercised in scheduling training abrozd for~
members of rhe Brazilian staf?, While the need for training is apparent,
Plans should be vade for their replaccuent and for their effective utilizae
tion upon completion of training,

2. Plans showld elso be developed to off=set the effect of the
change of government (in March, 197:) on the loan~{unded progrom. If ey
rersonnel changes teke place in COBAL~COTEC, there could be a gzerious irpact
on progrem developnent,

3. The U.S. Advisory Group showld begin docunmenting now the eof -zt
of technical essistance = followring the basic indicator outlined in the
Revised Iimlementation plen,

k. zveluation of econciic impact of wholesale markets ag enticipalis
in the Revised plan should be Given hich priority by COZAL. Plan showld irci-
cale timint of this evaluation, staff recuirencnis and {unding.
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5. More ettention should be given to strengthening COIEC'c stalf
capablilities in feasibi'ity and cost-benefit analysis.

6. In an eerlier section of the report, the Evaluation Team noted
the relative nerits of consultants versus resident staff., The ultimate objecti-
ve in this situation should be the ropid development of in-house capabilities
from emong PBrazilian starlfl rembers, " Until thot time, it scems essential that
resident specialists in interior assqubly nmaxlets be secured as quickly as
possible and that further consideration be given to a resident professioncl
in the field of grades and standards.

7. The hazy arcas surrounding equipment plenning must be resolved
as soon &s possible., USAID program officials should be kept informed of all
progress in finalizing equipment expenditurcs.

8. Ve have noted carlier the importance of fast but orderly
action in such priority ficlds as the marret news service, training, and
assembly markets. Under all circumstances, it is important that an elenenv
of central administrative control be exercised where possible. This xind of
standard policy application will be of special importance in operation oi the
interior assembly markets, Toward this end, consideration should be given to
having the individual CEASA mariets nonage the assembly mariets in their own
states. It would be helpiul from both an adnministrative and 2 marketing
standpoint for cach CEASA <o exorcise this degree of control in their respectli-
ve mariiet systems. The CEASA should have respoasibility for the training of
asserbly market personnel, under the general guidance of CCOEEC.

9, Special priority should be given 4o broadening the training
progran. + would be appropriate to consider edding an additional Braziliaon
staff uember to essist in training planning end coordination, and also to
develop any further refinements in general persomnel policies.

10. While not now a part of the technical assistance cormitmenc,
the Brazilian Govermment is concerned, and the Evaluation Team concurs, that
the U.S. Advisory Group -taie steps ©o stimulate interest in broader proirins
of rural credit as a follow-up to this program. At present, there ave only
limited types of credit for the small farmer. The defand for more credit
will increase with completion oif the assenbly mariet system.

11, It is essential that the role of +the middle-man in the total
narket system be followed with speciel cere. In some meriets, the middle-moe
emerges as the dominant force, potentinlly capable of victinizing the faiier
and thereby nogating some of the inportent benefits intended under this

'

program. Asscubly mariet nanascnent should be particularly concerned with
this potenticl problen,

In swamary ~ the highest priorities which varrant ebtention are:

Clorification of the Crgenization Structure
Redefinition of the U.S.-Drazilian Teaa Efiort
More effective Cormunication and Coordinction with USATD end CO3
Azenciecs
Pariiculer Attention to Training, Development of Crades &nd
Stendazds, and Diplenentation ol the interior Acsemtly iluraci
Q)\ Systen.
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PROGRAM: '3 ASSTSTENCIA TECUICA IACICIAL

Poed VL L

PLANO D3 TRADALIO

I - COORDENAGAC GEZRAL

II -

III -

1.
2.

3.

5.

Estabelecimento de um Programa de Prioridades (IV.l.)
Coordenagio do programa geral e dos planos parciais
(Iv.2.)

Verificagao pericdica das tarefas e resultados con
GE['iAS - CObal.a (IVo 30)
Revisao e readaptagio periodica do programa geral e

dos plancs parciais. (IV.i.)

DETERMINAGZO DA POLITICA DO PRGGSRAMA

1.
2.
3.
4.

5.
6.

Magnitudas econcmicas de Base (nacional) (I.l.)

Estrutura de partida (I.2.)

Politica ilacional de Abastecizmento (I.3.)

Organismo que intervem na slzboragdo & programagis do
Programa (I.4.)

Meios disporiveis (I:5.)

Estudos basicos comparatives entre a situagéo atual e

anterior (Mstcdologia) (IX.5.)

TAREFAS ESPECIAIS

1.
2.

3.

Magnitudes econdmicas de base (regicnal) (III.2.)
Analise da Estrutura Comarcial das dreas de infludn -
cia. (III.3.)

namento das Centrais. (IIXI.4.)

Ajustes dos projetos e do dimensionamento de caca Cen

tral, "as necessidades reais de area ce influénciz
(III.S5.)

DeterminagZo de material e equipamentcs de operzcis
(III.6.)

Elaborajao de um programa <e Inversoss (III.9.)

Andlise Jde equiiidrio econdirico financeiro de czzz
Central. (III.1l1l e 12.)

Esbogo e fixagao de normas para controles técnices ,dz

funcionamenta e zaz+3 A (TT 11 ) }C}z



9. - Esbogo e fixa

S
10. - Esbogo e fixag

P v o 5V

2o de normas de protegao. (I1.7. )
ao cde normas para a transferencia do

-,
usuerio. (II.s.)

1l. - Esbogo e fixagao de normas para o estabelecizento

de @rifes. (II.6.)

IV - TAREFAS ESPICIFICAS DO FROGRAM:

1.

= JURIDICAS

a. Forma e constituigao des Sociedades des Gestzo.
(II.1.)

b. Esbogo e fixag3o das normzs juridices gerais.
(I1.2.)

¢. Redajézo dos Estatutos da Scciedade. (III.8.)

d. Normas rara implantagic dcs perimetros de czda
Central (III.1l4.)

a@.l. Determinagzo da area dz influencia de ceda Cen-
tral (III.1.)
a.2. Determinagio do perizetro de cada Centrzal
(III.xy.)
b. Operagdo de transferéncia cdos comerciantes.
(111.15.)
c. Calculo de terifas apliciveis. (IIX.13.)
d. Promogao e Srmes de técnicas de comercializagzo,
(III.23.)
e. Promogao da Central para etrair novos usudrics.
(III.24.)
f. Controles de Gestdo, técnico e funcionamento.
(II1.17. e 18.)

g. Regulamento de funcionzmento interno. (TII.16.)



3. - ADMINISTRATIVO E FINANCEIRO

V - INFOR:

VI - CLASSITICAZIC

ad.

:\n'f

‘e ‘5

Estabelecer un grupo nacicnal de contabilidade

3 o

L)

1]}

controle financeiro, de acordo con.os procedine
oficiais de contabilicade, orgamento e auditori
(Ir.3.)

Pesenhar um sistema da centrole contdbil e finan-

n

ceiro nacicnal. (II.Yy.)
Adotar um sistema. de controle contabil e financei

TO para &s Centrais. (IXI.10.)

Implementar o sistema de controle contabil e finzn
ceiro em cada Central. (IZI.9. e IT.11.)

Acomparhamento e ravisio do sigte=z de contrcla

contadil e financsiro. (II.11. e IIT.1
Melhorer o Fun s
ciornal e efic
to. (II.10. e ITII.17.
Desenvolver Crzanogramas funcionais, descritivos, .
respcnsabilidedes, hierarcuia de pesscal e o
inter-relacionamento funcional com 0s usuariss.

(III.7. e III.21.)

DI MERCADD (ITr.12. III.13. e IIT.20.)

t'3

PAPRONIZACKO (I7.13.)

VII - TREZINAMEINT

l - Trein

2 - Treinamento de pessoal espec

anento de pessoal de direcio (II.1u.)
K

co da Central (IITr.22.)

hal
-
»
-
-

2t



II

III

VII

W

EXIISIT 3
pg- 4. Of 6

SS(UEA D= NTMRRTLACOES 1 TARERAS

I = DIDEPEDIITE

IV 1l.-
IV 1.b DODEIUDRITES
IV l.c

VII =  DDEPTDmes

III 1 QIZI 7

1IT 10 —=IV 2b III 5
IIIT.
IV 222
| \IV 1.4 IV 2.c
IV 3.a III o~
IV Z.b
Iv 3.c__,>-—- III 7—>III 1 IV 2:3%
IV 3.8

IV 2.1
11T B __,__J< o 3-e> IV 3.t

Ivr .24
Iv 2.e

I

v (/—fn
\snl

I

VI





http:33.34.3.33
http:4-,-34-.33
http:j*~.~.43




5 S0 2:E TD ORGATICINTCY STTCTIRE
FOR, ADVIECRY Ga0UL3

r'— CQOI=0

! r ‘
' US Advisory :
Group Staff Assistanﬁg) (
f
: - |
i Adninistrative (
i Supervisor

l

| |

\"Special Pield Services MER:ASA
Re searci| ———————— Staff === =7°=] Resea:ch Staff
Projects L_, ‘ . e

Fortaleza ——+4— Recife

Salvador —— Aracaju
Maceio —— Belen
Manaus

rremr e em e e e o———

3¢



