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X. INTRODUCTION AND GENERAL COMMENTS

In evaluating the impact of USAID technical essistance in support
of COBAL, the Evalustion Team hasg interviewed key personnel in COBAL,
COTEC, USAID end other agencies. Background 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, Aracajy, and Salvador and with
representatives of the private sector - including wholesalers, retailers,
and supermarket execcutives.

It should be noted that it is too early to evaluate the full impact
of the technical assistance program,. While loan approval was obtajined in
November, 1971, it was not until September, 1972, that the brogrsm became
operational. For this reason, the analysis prepared by the Evalusiion
Team should be considered = rogress report. The evaluation study,
initiated by the Senior U.S. Advisor, is intended as an objective analysis
of operating problems and needs and also as the basis for recawendoations
which will expedite successful completion of the project.

It is aporopriate to prefoce this report with an expression of
appreciation for the assistsnce of officials end staff pevsounel in all
the organizations contacted. Their helpivl puidance made possible the
rapid collectlon of background data and contributed to the Tormulation
. of the Evaluation Team's conclusions and recomnendations.

It is essentiel to recognize the many factors which afrect 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 perczonnel but also of their ability to
2stablish working rapport with their counterparts, their persugsivencss
in introducing innovations, and their ecceptance by “hose responsible for
implencutation. Ultimately, of course, technical services affect pconle,
events and institutions - but not alvays in quantitative terms.

This project is also influenced by the number of organizaotions
(at least ten) which exercise a degree of influence in shaping policy
and/or implementation. In this regard, technical services and their
impact are either facilitated op inhibited- depending upon the character of
the organization and deeision-making structure which implemont e
reconmmended plans.

In scetiom IT-IV there are the findings by the Evaluation Tcam rccord-
ing to the scope of work prepared by CORAL end USAID. In Scciion V there
are the Team's reccmmendations. Scetion VI econtaing b exhibits concerning
COBAL's structure and the Spanish technical assistance progran.

II. PROGRAM GOALS

A. Pre-Loon Goals

The studies which preceded this project are impressive. The Michigan
State analysis, the Montor rerzrt, the French proposal, and the loan
proposal develnped for USAID consideration all document the breadth arnd
scope of nzed.
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The Spanish proposal in 1972 gave further emphasis to the potential impact
of technical assistance. In all of these reports, there was common concern
‘a8 to the need for a more efficient food supply system in Brazil. There 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
stimulated demand for -food prcducts by consurers and reemphasized the need
for facilitating the movement of food products from farmer to consumer.

The purpcse of the loan as stated in the Capital Assistance Paper is to
provide finaneciasl and technical assistance to the GOB in creating an
appropriately structured, viable and efficiently managed end opereted egri-
cultural merketing system to dmreove the marketing ond distribution cf fo-3
in the North and Northeast. The terms established for USATD leoons 1.-C83
and I-084 were reasonsble in the light of the ultimate goals to be achieved.

1. CAP Rationale

The rationale contained in the Capital Assistance ?aper (Section 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 unloc ing and loeding time

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

Stirmlation of farmer production aend higher real priccz for
his productys

Economies in retail purchasing - due also to Econc:ives 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 potentizl
impact on increased employwent in the construction
of markets

The most succinct comment can be dravm directly frem the Capital
Assistance Paper in regard to markelt facilities is:

"There is no question that administretive mnd operaticnal
mistokes will be mude as the new fecilities come into
operation, and such mistakes will reduce benefits and
roaise costs. Such rmistekes are unavoideble and part of
the learning process. Iowever, considering the role of
COBAL in the national program, any such mistakes will
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be under close scrutiny 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 agricultural production, because of
the increase in efficiency of the wholesale market. Ve
2lso expect that this project will have important back-
ward and forward linkage effects." (CAP, page 52)

2. ' Indicators

A veview of the indicators contained in the Capitel Assistance Paper
suggests that these criteria are still valid. In addition, the logical
framework analysis conteined in the Second Revised Implementation Plan has
e more detailed series of indicaetors, with proposed procedures for verifi-
cation. In the latter case, the indicators appear basically sound.
However, it is important to note that the COTFC staff should begin verifi-
cation of these indicators as rapidly as possible. In addition, scveral
additional indicators might well be considered to measure the econcric
impact on the farmer. For exomple, the Evaluation Team recomuends siuily
in more detail the scasonal, weekly and deily price variations which hove
resulted for the farmer under the expanded vholesale market systen; the
number of farmers who are finding increasing sales outlets via the wholeo-
rale markets, the patterns of price mavk-up between the fariers, the
middle-men, the wholesele buyer, the retail consweer, and the changas in
labor procuctivity resulting from the new wholesale markoets.

B. Planning

Several plans have been prep:red for inplementetion of the wholesole
merket program in Brazil. A French plan £90 21l of Drazil was developed
in late 1971 end vas subsequently accepted by USAID in April, 1972 as the
operationul plan required in the conditions precedent for the initinl dic-
bursemwent under the loan.

A national competition to provide essistance for the implantotion of
*he natiocnal system of food supply centers (SINCA) was opencd by CCZAL 1o
bidding in 1972. A Spanish group called MERCASA won this ceompzbtiticn end
provided COEAL with a technical assistance plan for the entire country.
Consequently, the Spanlsh, rather than the French plen, has been CCTAL'z
official implementation plan. This situation has created som= coniusion
es to which plan provides the cverall fremework for the U.S. techricel
assigtance group.

During the study conducted by the evaluation group it quiciily bee::
apparent thut thcre was signifiicant hesards in assuming that any detailcl
set of plans could be made. The U.S. advisory group has found itzelf in

ronment which is not nmch plan oriented. 1In fact, despite the existcnce



of plans, COBAL-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 necessary to
establish plans which are directed specifically toward prescribed goals
but which ere described in somewhat 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 areus: wholesale
markets, interior assembly markets, market information services and grades
and standards.

1. Wholesale Markets

At the present time, four markets, Recife, Fortaleza, Aracajd and
Salvador are in operation, and three others, Maceif, Belém, Manaus, will be
operating by March 1974, It 1s contemplated that a total of eleven marlets
will be bullt in the NO-NE. US technicel assistance in this arca originzlly
contemplated having one full time wholesale market specialist and short-
term consultants for training of wholesale market administrators and pins/
COBAL personnel rcsvonsible for market operation and direct assictoence in
market operation and managerent.  Activities to date have been the UiDa
consulting tcam, selection of CEASA training center in Recife, ucsistrrce
in the eveluation of Teasibility studies for proposcd markets and establish-
ment and maintenance of contact with the personnel at the CEASAS.

In regerd to future activities the revised plan looks baic21ly scwd
with its ewphasis on tralning of market persomnel. (This elemert is one of
special interest for all the persomnel interviewed in the field: there woen
a& general feeling that traning should be given a major priority in all
aspects of the technical assistance program). The revisced plan contain: o
budget of $146,000 dollars for consultants, training end analysis in the
1972-75 period. Additional details are nccessary to program eciivities
according to indicatecd allocation of Tunds.

is an important step toward strengthening much needed technical acsistance
in this field. The USDA teem provided good backerourd on the functione of
& wholesale market specialist. The revised plan ousht to reflcet this
background and possibly incorporate other functions that might be concidor:z
important. The Evaluation Teom recemmends for example a breadening of Sodil
time marketing and nmarketing manapernent services. Particular aitonticn
should be given to updating the procedures manual and to establishin~ z
means of informing, systermatically, all market managenent personnel of
applicable innovations.

The recent addition of 1. F.R. Tedd as a wholesale market speciplint
By

Another matter of concorn is the reported unusually high overhec.
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, technicel assistance ought to be
alloceted to this problem, as it may ocecur in other markets.

The "federal supervisor" concept is an important one and is an
excellent form of insuring on-site implementation of technical assistence,
It is eritically importent to maintain close working rapport between the
COTEC staff and the market managenent personnel.

The role of the middle-man in the market is an issue. Hopefully
spetial emphasis cen be given to insure the develovment of policies which
will keep the middle-men's role in proper perspective. Recognizing hic
function, he should never be sllowed to become the dominant factor in the
operation of the market.

2. Interior Assembly Markets

The program for these markets (construction and technical essistanca)
demands a very high priority in wview of its specialized Tunction o | SRR
processing, better storage and loading facilities than currently cexictn iy

the interior toims, and since they are points or collecting end dicnesin-.-
tion of market information. "Mhe revised implementation plan contoing o
good statement on the functions of an Asscrbly Market Advisor. Heuwever,
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 econouic studies indicating the best location, siuc, cte.
However, reports from COTIIC officials indicate the existence of an entiveldy
neyr epproach to the location of assembly morkets. Under this anpreoch
interior markets would be selected with e minirum of research. fre ¢t
criteria for their installations would be (1) the proximity to svrnls
sources and (2) the cevailability of suitable buildings for use as ror:
centers.  The buildings would be renvted, a moneser selected and conlcye L,
and market cperations storted imndeiately.,  As nor scheduled, a serie
interior asseubly narkets would be in operation by March 1974,

This is & highly expedient approach which minimizes advence planning
and emphasizes carly impoct before the change of government, which secos
to be of hiph priority for CORAL.

Recognizing the politicul realitics of the situation, and the fact
that this approach would get the market into oneration guickly, there sre
8lgo dangers involved. An unwise site selection, an error in staflirz, &
breockdown in administrative procedure could do serious damage to the brownd

concept of Interior assenmbly markoets.



' The REvaluation Team recommends that special attention be piven to
an orderly approach for implementing interlor sssembly 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 SUDELE
on interior markets. The search for a full-time speclalist showld begin
irmediately.

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 there is the nced for minimizing confllet between several news
services in the Northeast (i.c. SDMA of the Ministry of Agriculture and
SIM of SUDEIE). Sccond, as indicated by reports from the fields, it is
essentiol to correlate the market information propgram with the grade and
standards effort. Third, end perhaps morc important, there is the yuestbion
of finding the most practicel neans of getiing the farmers to accent the
service as reliable. Price quotations stated in general terms cun oo
construed as misleading by the farner, so it would be desirable 4o include
in the infoimation service a reference to the quentities demanded or
supplied for specific items. VWhen the market is Tlooded with & particular
item, there is an obvious imract on prices. Thesc factors, combined with
the farmer's reported suspicion of market news reports, meke it neceonary
that special attention be given to the very practical dimension: of the
news service. How can the farmer best get the news service? Iom vnon
should it con=? How can the farmer be protected against conflicling vrice
information from e middle-man?

In view of the raster plan being prevared by Cobal's staff for ihe
regional and national market information system, the revised implenontetion
plan for expunsion and improveneants of the market news is presented on =
~ very tentative bsuis, as far as training end cquipment is concerned.  Liever-

theless, the IIE market information plen should be reasonably far ehecad of
the national plan since consideroble technical expertise has already beon
provided under the loan by Fessrs. HookSand Wice. The reccraencotlicns 3ooiz
by those expcerts most certeinly provide a sound besis for an inplerenlisicn
plan vhich should be adapvable to the netional plan with small medilicociicnen,
Thus, & revised program for training and cquiprment might be presentod it
activities scheduled to btegin earlier than currently contemplatcd.

k., Gradesand Standards

An effective grodes and standards program, in addition of being
essential to the markel news service, ° is a vital link in the entire
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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
subjJect, additicnal attention should be given to s comprehensive plan that
will ropidly 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 reccimended
that further attention be given to the jmportance of packaging stondards -
as a subject of parallel importance to grading. There arve vide vavirtions
in the tyve, size, shape and cost of packaging materials being treded in
the markets visited. Because weigzhts and measures and packaging methods
also vary extensively, interrcgional trade of commodities is impaired. ‘he
subject justifies additional study. The Revised Plan properly gives parti-
cular attention to training personnel in grades and standords. If any
comment 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 frades and standavds.
Recognizing the apparent difficulties in securing such pecsonnel, it would
be wise to reevaluate the merits of a full-time specialist against the
proposed plan for use of consultants.

ITL. BRAZILIAN PROGRAY STRUCTURE

A. .COBAL's Role in Program

As a wholly-owned subsidiary of the Ministry of Agriculture, COPRAL iz
& unique experiment. Formed in 1952, it is a highly-diversificd opzyation
with ectivities in wholesaling, retailing, food product transporteticn, anld
the storage of certain strategic food com:odities. Annual sales are
reported £o approximate $ 100 million.

COPAL was designed as a vehicle throush which the food producte systicoo:
could be improved without undue compctition with the private sector. In
this scnse, it parallels certailn American cntities - similar in soro regrocic
to TVA and its role in developing hydroelectric pover resources,.

The Brazilian Government has shoim both initiative and a copacity fov
innovation in many ereas. COBAL has served a useful purpose and it is likcle,
that it will continue to do so.

1. Operations

Opcrationally, Dr. Rubens José de Castro Albuguerque establishes all
COBAY, oporating policy within the general 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 Nunes serves a staff role, directing the work of COTEC. Dr. lMunecs
is expected to initiate the necessary research and technical assistance
activities which will contribute to the broad goals of COBAL. He also
responds to specific project assignments made by the President (See Exhibit

2. Relation With Other Agencies

COBAL relates to a number of other agencies of the Brazilian Government
It is obviously sensitive te the policies of its parent, the Ministry of
Agricvlture; its activities are also affected by the policies and propgrans
of the Ministry of Finance, the Ministry of Planning and Coordinaticn, the
National EZconond.c Development Bank (BYNDE), and GEMAB itself (the inter-
mirdsterial group overseeing wholesale markets). There are ztill furthep
affilictions with SUDEIE, SUDAM, and such organizations as the lational
Confederation of' Commerce. The effect of these varied relationships is to
place COBAL in a pivotal role as the implementing agent which tust, throusn
its programs, reconcile potentially conflicting points of view.

There is still another dimension of COBAL's relationships, one which
relates to those with the individual markets (CEASAz). 1In these cituztiensg,
COBAL typically takes a 30% position in the debt funding required for
const:uction of the wholesale mark-t. However, it exercises the dcininant
influence in market management and in suggesting operating policies.
Further, the federal supervisor ascigned to ecach market is a CORAL cieployec
whose job involves implementation of COBAL's procedurcs on the site.
Significantly, the federal supervisors are paid from USAID loan funds.

B. COBRBAL's Personnel Structure

The Evaluation Team has had occasion to interview the great rajority
of Brazilian staff members involved in the COTLC operation and scveral
personnel from other activitic: within CORAL. Hurerically, the staff proup
eppears capable of handling the work load with no difficulty. Qualitatively,
and in terms of background preperedness, all of the COTEC Brazilion staff
members have university degrec excent for one individuzl who serves o5 o
technical assistant. From inforiation available, 211 of the group anrens
well-qualified in ccadenic training, less-qualified in terms of sciunl
experience in their assigned arcas.  Dr. Munes, the U.S. Advisory stofrl
and Dr. Goyanna have done en ocutstanding job in providing on-~ihe-jeb
instruction in technical arcas. From the standpoint of attitude, tho
groups appear to work well together. As their job cxperiznce browdens ond
their competence increases, salery limitation in COMAL will make it diffic.)s



to avoid losing some of them to other agencles. It should be noted that
their general absence of experience prior to employment by COTEC i. not
uncommon; all reports indicate a severe shortage of Brazilians experienced
in the technical services provided by COTEC. USAID should also be prepared
to 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 Progran

The principal entities involved in the imolementation of the Tozn
funded construction program are BIDE, FUNRP, COBAL (COTEC-DECIM), GinAB
and the ultimate borrowner, the CEASA. The program implementation involwves
the approval of the feasibility study which supports the loan application
made by CEASA end the engineering and constiruction of the market. Once
CEASA is incorporated a request is made to FIIEP for the feasibility stvdy.
COTEC, through Dr. Gabriel Andrade, a BA economist, helps in seewring
approval for this request and provides puidance to CEASA, and the consulb-
ing firm in charge of the study, regarding its technicel and cconc-iic
aspects. Un this stage, which ray include on-site inspection, otheyr COVAL'G
technicians cooperate as needed. After the study is cempleted COLYT »oviews
it and writes a preliminary report recommending the project's approvel b
GEMAB. This review, done mainly by Dr. Gebricl Andrade, usually talios nol
more than a month and is made easicr becsuse of the follow up of the-
preparation of the feasibility study. The preliminary report is revicred
by GEMAB's Exccutive Sceretary and technical advisor, by COC's chirr,
Dr. Nunes, and by BHDE and SUDENE vechnicians. The final report is
forwarded to GEMAB's council, signced by all these technicians. Approval by
GEMAB is ususally o swmooth voiing process in view of the agrecement preovicusl
reached at the technical, and to a considerable extent at the volitical
level, among GLMAB's members - regerding the project under consideration.
Final loan approval is made by BIDE's board of directors.

After the construction loan is woprovel, COBAL supervises the
construction of the wurket throush DECEM, which is resvonsible for coponing

up public bids for the engincering and architectural projects. ILion
enginecrs participate in this supervision.

Regarding the movement of funds during construction, BNDE ralies a
Tull money tranche to CORAL, at the berinning of the process for its
participation in the investment, but provides noney to the CRASA on o
reimburscment basis, which usuelly is donc with some delay, thus forcing
COBAL to fund CEASA's particlpation cut of its own resources.

At the present time COBAL's capacily 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 et
COTEC which is complemented by the work performed by techniclans in BiDE,
GEMAB and SUDZIE, in the process of reviewing the feasibility study for the
construction of a particuler market. After construction DECRM, in COBAL,
plays the principal role and BNDE technicians, especially engincers, do
jnterfere in the implementation of the construction program. The capability
of these institutions to implement the loan program was considered satisiac-
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 1imit, hes found no clements to substantiate a different opinicn. All
the people involved have & college degree in Brazil and several have post-
graduate courses, or a Master's degree, and seenm familiar with the problc:n:s
involved in their particular arcas. It should perhaps be considered, hov-
ever, that final operational results depend on other factors, such as wor:-
loan of technicians involved in the proeess, within and outside CORAT, and
political influence from within and outside COBAL, including decision on hLew
to interpret norms and rcgulations or hov to overcome certain difficulties
as a few examples might help to clarify the argument. In the case, for
instance, of the Muceid 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 cunsider alternative sites irom the
State's owvn lands, in order to make up the State's share in the inveoument.
Another instance is the existence of swermeriict as a dependence in the
wholesale marizet. There appears to be no technical-economic evaluctjon of
the supermarket component of the vholessle market, and much less of its
operation on & preferencial basis by COBAL. The decision to have COSAL
exploiting these markets, at least in the case of the Aracajd moxien,
visited by the Eveluation Tean, docs not eppear to be commercially or
economically sound. One Durther cxivaple rerfers to the GOB-US/LID afroecrony
that o decision to Luild a particuler market would be based on the oncerialn
ment that the investment is technically, Tinancially and econouicelly soun.
One vay of objectively verifying the econcmic soundness of the inves:rent i
to guantify benefits and costs which can be summarized into a benelit-cest
retio or an internal ratce of return. While the calculaetion of such rave

is recomaended in the EIDE-USAID approved Operational Plan for Town 003,

the documen:ts that the Teanm had the chance to examine do no% shoy such a
rate. According to COTiC personnel, benefits are difficult to be cuenti-
ficd and unguentifiable benerlits ore more importent. This interpretntion,
while overcoming the difficulties presentad by dete shortege in Breomil,
certainly introduces considereble urcertainty as to whether e particulor
wholesale market represents a good wllocetion of regources from the
goclety's stand point. This is especially true given the fact that by

and large the markets built so Far operate under a deficit and must be
subsidized in onc vay or anotlier.

In regord to the relationships of COBAL.with BIDE and perticipaving
states, the lvaluation Team feels that coordinction and communication 2:ronj
these entitics, espccially beticen COBAL-BiIDZ, can be improved. This point
horever could not be exvlored al greater lengith by the teaw, in view ol the
impossibility of ccentacting the concerned people during the cvaluation
period.
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V. PROGRAM IMPLE {ENTATION

A. The Organization of Technical Assistance

1. U.S8. Team and Other Advisory Groups

The U.S. technical assistance input has been implemented through
the resident generel coordinator 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 severel different areas during the past year.
According to the first annual report, loan activities in lovember 1971 to
November 1972 period were concentroted in the following areas: llarket
Facilities Eveluation; Planning and Budgeting; Staffing leeds; Mariet Infor-
mation Activities and Plans; Evaluation of Consulting Resources; Training
Activities and Plans; Monitoring of loan L-003%; and Logistics and
Administration. :

Since MNovember 1972, particular attention has been given to broad and
varied forms of technical assistance in wholesale market plenning and to
improvement of the market news service, Vork is in progress on refinement
of the grades and standards sy tems and consideration is being given to
assembly market potentials,

During this period CO3AL contracted the Spanish technical assiciznce
program for plarnning and operation of wholesale merkets in Brazil, (7To%-l
program cost is 2.2 million dollars, £0% of which is financed through a
seven-year locn from the Spanish government with a wwo-yctr grace pericd. )
As a rcesult of the lack of integration of the original COBAL opercotional
plan es accepted by USAID (The French plan) with the MERCASA prop-am a
rather loosely defined situation developed in COBAL in regard o he role
of the wo groups.

The Spanish progran of work s extromely broad. (Sce Exhibit 3.)
Whik these services are interded to cover all of Brezil, ruch of the
currenv team ectivities have been directed specifically toward liorth and
Northecest Brazil. '

There is, without question, an overlapping of functions tetuveen the
U.S. and Spuanish (MIRCASA) technical ascistence teams,  This situniion, as
it now exists, has the potential for serious internal problems arising
froa an inherent danger for conflicting advice and Quplication of worx
activities.

Dr, Nunes, as chiefl of COTEC, cen find himself as o medictor tet-iewn
two groups independently pursuing a projeel and independently arviving et
different cornclusions. Informal communicacion between the Senior UL S,
advisor and the Senioxr Spunish edvisor is complicated because of the
absence ol continuity in leadership for the latter group. They have no
permenent counterpart like Ileming; rather it rotates cvery three to four
months., The net effect is one in which planning and implementation of
U.8, efforts cannct always be done quiclkly and effectivcly.
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The most cbvious approach to blending the efforts of both groups
should lic in o team approach combining speciallsts from both teams into
functional working units, which nay not be feasible in the current situation,
The consolidation of the two teams would demand very stringent management
control end, in all probability, would result in a kind of forced
realtionship.

According to comments from the Chief of COTEC, the Spanish teom fills
a more repsearch-oriented role while the U.S. group is more nearly an operat-
ing staff function. In the laticr case, the Senior U.S. Advisor tends to
assume more responsibility for lisison, edministration and implementecion.
As project research and technical service plens are develoved, they are
reviewed informally by representatives oi the two teams. Dr. Nunes, who
participates in the final discussion, must reconcile any conflicting points
of view. (Se» Ithibit 2.) It is in this capacity that Dr. Nunes beconmes
the real rey 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 quicily implemented,

2, U.S. Stafring

In identifying and {ulfilling the needs for Am:zrican technicieans, the
basic guidelines werc cstablished in the capital essistance paper end the
loan agreement. However, these original docurents provided a degrec of
flexibility in the exact stalfing pattern.

a) Iong-torm techmicians need was identified by the Senior
U.S. Advisor, woriing with COIEC and COBAL exccutives. The decision initizll
was to maximize the use of loan Twuls by securing a limited nunber ol pormas
nent staff, selecting only thosce spucielists who could provide leadersiip
and training for the Brazilian persinnel to be cuployed.

While the eariier USDA report recoramended & series of seven full-time
specialists, implcmentation of this plan would have required a counitient
of epproxiuzately 705 of the loan funds for U.S. personnel services. In
addition, CORAL could not make available counterpart stalfl for the proposcd
resident personnel. Until recently, Proiessor Tleming and Dr. Welss wera
the only resident advisors. Tne recent addivion of llr. Todd as wholeszle
market speciolists fills a critically needed gap in the rtaff,

The Evaluation Teaa basiczlly ogrees with the objective of maximizing
use of loon funds bui it does appear that the U.S. resident ctall woy have
been cut too closz. At least one and perhaps two more resident stali mosbol:
will be required. The additioned resident staff will ease the Jarge tech-
nicol workload of & vrozram whose completion date has been reduced fron Tiva
to two-and-a~halfl years. (The addition of Mr. Guilherme Schuetizn, & neizber
of the Brazilian %ieen, has clearly helped in mecting administrative end
planning responsibilitics of the U.5. group.)

b) Short~term technicians nced has been esteblizhed by the
Senior U.S. Advisor and his Assistent with the objective of sccuriag the
qualified personnel. who could supplcmont the vagic capabilitics of the
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resident staff. In addition, it was felt that short-term speciunlists
provide, at reasonable cost, the degree of flexibility which seciied
essential to this program. 1In 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 personnel are not only
difficult to find but also expensive in terms of salery and support costs.
‘On the other hand, the use of consultants eliminates the kind of professio-
nal leadership continuity so important to this type of project. Recogniz-
ing the merits of both arguments; the Evaluaiion Team strongly supports the
employment of full-time personnel in the fields of interior assenbly marlects
end grades and standards.

The selcction of consultanis to date appears to have been quite good
elthough the actual use.of consultant time was less than what was budgetcd
for 1975. Mr. Hooks and Mr, Wise both made significant input into the
technical assistance program. At presens, tentative cornsulting engegenments
are contemplated for 1974, in the following arcas:

Consulting Svecialty Man-Months
Packaging 2
Grades and Standerds 2
Organizetion and Policy 2
Market B:tension Planning b
Handling and Equipnient 1
Market News 2
Marketing Specialist _g
h]

The use of large amounts of consultant time on any contrac’ recuires
& great deal of pre-plenning and Tollow-up activitics to assure that the
consultant's time and the resources ere fully utilized. Without appropriale
follov-up activity there cxisis a real danger that the consuliant report
will be filed and no implementation activity is made. The revised plan
should recflect these implementation end follow-up activities for past
conswltants.

Procurcment of consultanis has been nore difficult in this coniract
becausc of a lacik of a specific institutional tic in the U.S. wvhich nornally
provides the resident technician with a creat deal of back-stovping support.
Consequently, the resident technicians have had to do all the recruitin:z
of consultants which hes required travel to the U.5.

3. The Impact of U.S. Technical Assistance

&) As defined 3in the Capitel Assistence Prper, erd restated
in the First Annual Keport, the loan progren "chall consist of assisting tia
Borrower in financing the technical assistonce, training and cquirnent neods
hecessery to increase the operating efficiency of the mariteting systen hoin-
constructed in the liorth and the Northeast areas of Erazil." Aeccordire -
the locn egrecment appendix, the techniczl assistance niszcion wes further
detndled with enphasis on imprevement of the nmarket nows service, the
development ol produce classitication credes end standoxds, and gpeeial
technical expertise and training in wholesale marked operationg, reteil
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food marketing and rural-urban marketing integration. In edditizn, e
specific implementation plan was to be developed. This plan would have
& rather high degree of flexibility which is implicit in these general
guidelines and more specifically stated in regard to cost:

UThe ebove (referring to the cost summary) cost estimates and
manpower. needs have been determined on the basis of Mission and
GOB analysis; however, during the coursc of implementing this
project edjustments may be required to meet changing GOB
policies and priorities, Sedd adjustments and changes in funding
for ftechnical assistance program items will be made on the basis
of joint USAID and GOB analysis and determination of best use of
loan funds." (CAP p. Mk,)

, b) In this light, the technical assistance effort has been
directed toward a scries of activities:

1) Genernl administrative guidance and progrom planning -
essential to the orderly development of the U.S. effort.

2) The function of lizison, filled by Professor Fleminz,
in obtaining concurrence oi proposed operational plens from the varicus
agencies invelved. VWhile this can be ciassificd as one aspect of adminis-
tration, the function is of particular iportance in this operating cavircn-
ment, Ineflective liaison would result in a complete program breakdorn.

%) The coordination and scheduling of concultants,
including the USDA group, Mr. Hooks and lir, VWeiss.

. ) General training and leadership for the Brizilien
staff, most of whom hed mininum practical experience in the techr feal Tieldo
of COTEC operation.

5) Development of the seriecs of training programs for
Brozilians in the U.S. = of benefit not only in temms of the lmowledre
acquired but also for the imact or greater rapport with Brazilian oliicials.

6) Development of the basic plan for an internil angice-
ment informetion system, including a variety of administrative reporis,

7) Installation oi the federal supervisor concerpt, allou-
ing for much more effective line coordination betueen COIEC end the indivi-
dual markets. '

8) Developnent of specific market menagement puidelines,
including plans for merket tariff policies.

9) Design of survey procedures to obtain data Tor
developing grodes and standards criteria,

: 10) Developueni of the plans for the loan-ifunded grales
and stendards training prosrwa (the first of its kind in Jatin Kaierica)
involving individuals who will be directly concerned with imnlenanting the
grades end standords procedures.
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11) Assistance in developing background data on the
market news scrvice system, including preparatior. of the information
fiow enalysis,

12) Perticipation in planning for inter-agency coordina-
tion of the market news service.

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

However, it may be worthwhile 4o call attention to the fact that
little effort has been directed toward technical essltence in retail
merketing or the rural marketing brogran, The retail merket assistance
has apparcntly been given a lov priority within USAID and CORAL and therce
Tore no activities have been planned in this area., The rural asscably
market program howcver has a high priority and congiderable fuiure activiiy
must be devoted to this arcas as has been contemplated in the revised plas.
Also, in regerd to eauivment there hes been less progress than could have
been expected.  As mentioned later in this repory, this reflects in part
& lack of delinition on equipment needs by GOB. The U.S. team should
strengthen efTorts to get this definition.

¢) Worling reletionships betireen U.8. personnel and their
counterperts and other grouvs avpear to be rom good to excellent.,  Undoubied
ly this is an importent element in o TA program, and it has been recesnined
es such by Brazilian personncl. However, in regard to definition of tasis,
the si“uation it not as clear as it should be. This in lerge part resulis
from the existence of the two advisory prouns and the approach 01lo.cd by
Dr, Nunes, which is to maximize usefulness of the technical assistence inpuic
througn the simultaneous utilization of the two edvisory groups, wnder hic
personal Jeadership. In addition, intended or not the U.S. group, cspocioliy
Mr. Fleming, has been involved in much adminisirative and liaison work,
including reconciling GOB and CORAL stratvery with the necessary controls
esteblishied by USAID - not a parvicnlarly eesy task, Tihe Revised Ioulonon-

tation Plan shiould contain o detniled delinition of taslis Tor cach pevler
of the U.S. team. In vicwy of the dubiovzness characterized avove, U.S.

—_ 4

advisors might find themselves involved in ectivities that rnight be done

by Brazilians., fThe almost fuwll-tice participation ol U.S. advisors in *aic
evaluation may be illustrative, although in rmore technicel tasxs i U.S. -
Brazilian duolication of worlk may be 1ninor, as there are relatively feov
Brazilians aveilable for the vositions involved. The resident U.S. group is
providing on-the-job training for some Brazilians and, as  dicated in ine
Revised Impleunentation Flen, will be greduzlly replaced by Brazilian
personnel in this tack,

b, Trainin;: Prosran

In reviewing the training progrem, the rationale is obvious. Taere is
simply an absence of qualified personnel in the ficlds contemplated under
technical mssistance progjran. It should be noied that personnel in eccoen
of the maviels visited camented on the inportance of continuinz the
training progran.
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Training policy however is not well defined for 7OTEC per:onnel
especielly in view of the %wo advisory groups. Since most of the personnel
being trained work in the temporary divisions of COTEC, attention should
be given to make training urdervay really relevant for these pcople's
future assignmenis.,

By and large, the Evalustion Tean would support short-term training
in the U.S., but it chould be planned for only a few key personnel, as
such training is lorgely observabional in nature. Academic training in ihe
U.S. would secnm justified only in rare cases, whereas increased training
in Brazil is strongly recormended by the Team, as this is the area of grealesy
potential impact. fhis training has already offered a first couvse in
grades and standards (just completed) and participants interviewed co.vaentes
enthusiastically on its value. A similar course, but for lower level tech=
niciang, has just started and Turther programs will be designed to rmeot
specific needs. ' .

The trainee sclection criteria appears to be sound. Basically,
individuals are chosen according to their position and to their capacity
to implement the new skills acaquired, A speceial eiforts is being mede to
include extension agents - one of the pivotel groups in the vhole food
production system.

C. Eouwipuent Procranm

In considering the cauipment program, the Evaluation Team fronkly
finds it diifTicudt to get a clear picvure of whet will, ultinotely be comrviiies,
Clearly, the rationale for cquivnent exvend: Sures enists: the whnolesala
markets, the narked news service, and the vroponed essevbly mories wrid) o
require specizal types of cowipment. Suveh itens could ranse frea radio
units to additional telex systems 4o nrleriols handling devicern, The Revined
Implementation Plan describes probable needs; but showld be more specili
This will involve o decision by GCB on the epprocch to follow on coulyiig
(type of equipzment, origin, destination). A definition in regard vo thi
of absolute necessity to get the cowipneny program sterted, It i also
suggested that USAID oificials, Profecscor Flening and Dr, MNunes rect ot on
cexly dale to clarify the types of cquiprent vhich could be funded under
USAID procedures.

From another stendpoiné, no speeilfic equipnment vurchase procecdures
have been esteblished,  The ULS, group showld maiic vlens nuw to solicit
suggestions and recoumendations Srom coch potential user (wholesale morreis
and othexrs) as to the kinds of ecquipnent vhich they feel will ba required,

The most likely type of ecuipment vhich vould be uceiul for moxriot
news would be radio units, It is particularly flexible, especially for {nae
interior asscmbly mariets.

As a matter of interest, the capacity to comnunicate beticen rovieis
is more than Just an ability to deliver siendard price and volunie inlor.ziio:.,
It also meles possible the creation of nev business relationships bevienn
indlvidual dealexrs. In a receni situation, a Salvador buyer vscd the tales
unit to order o shipiment of Lenanas Trom & dealer in Iorialeza. |
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D. General Comments - Revis:d Immlementetion Plan

In addition to the references made in the Preceding peges, the folloi=
ing general observations can be made about the implementation plan:

: 1. The plan, to the greatest extent possible, should heave more
deteil in correleting proposed work schedules with projected expenditures.
The need for flexibility is recognized but it does not preclude speeificivy
and deteil at the planning level. Any needed changes can be made on the
basis of periodic reassessment of progran implementation, The plan should
also correlete inputs with needs, so as to provide a clear rationale for the
various program compnents.

2. The plan document should separate program report {rom planning
per se. In regard to the former, in addition to the history ol activitics
an approisel of eonsultant's work mnd recomrondations seems aporovriote so oz
to indicate which of those have been or are the most eppropriate to be
implemented in view of progran priorities, resources available and limitation
factors. Regarding planning, the preseatation of the rationale for the
various progrom coxponents and cctivities would greatly improve the consist-
ence of the plan document. f%his rationale vowld include items such o5
purpose, alternatives considered, invuts sclecied.

The section on Market Facilities showld Le expanded to include
discussion on technical essistance Lo wholesele nariets, rural and reteil
markets and assembly markets.

3. A detailed schedwle of disbursenments scems to be required by
USAID a5 a matter of oiffiecinl policr. Recognizing the diffifuliics involv i
in developing such a schedule, which probebly would be subject o chonge in
the near future, some forn of underctanding must be reached betireen USATH
and COYEC on this issue,

b, On the basis of 1972-1973 commiinents and projections, anpro-
ximately $770,13%, is available Tor the balance of the project period, ir
the total project budzet is erecuted as now scheduled, the percentarce allo-
cation of funds wowld appear as follovs:

A % )

Personncl Scrvicosn

U.S. Selarics 16.0

Brazilian Salarics 16.6 34.6

Conzultants o124k 120k 47.0
Training 21,0
Iguipnent : 1.6
/nalysis 5.0
Miscellaneous Administration

Bank Cherges «35

Housing , h.ho

Int'l Travel. .85

Moving-Storage 1.35

Education 25 1.2 T.2
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These funds-will be disbursed in a relatively brief period. Extreme
care should be cercised in the administration of these funds, especielly
in regord to cquipment. It is appropriate to note that the gencreal distri-
bution of funds avpears reasonable in the light of project goals. Expendi=-
tures for Brazilian saelaries moves sherply upward from 1974 on and U.S.
salarles decline on a compensating basis.

v, RECOMMENDATIONS

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

1. While USAID rightly requires an observance of standard adninisira-
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 Grouv is in the untenable position of reconciling
USAID requirements with COBAL stretegy.

3. If these points of vicwr arc to be resolved, USAID Drogram 1monaso-
-ment personncl ere going to have to 1o brought more frequently into plannins

Lo
o

discussions. Through whatever wrans, the respective »arties must corminiccine
more effecvively. If this is nob done, the U.S. Advicory Group will cortinue

{0 remain in the middle, in the awlwrard position o0 an intermediary belweon
COBAL and USAID end finding it increosingly difiicwli to satisfy either
party.

‘n the light of 0ll the foctors affecting the operation of this progrety,
the Evluation Team submits the follovins recormendations:

A, Organization

1. While the internal vorrdin: relationships between COTEC mnnn~e-
ment, the Spanish tean and the U.S. grown wre cordial, ihe present corveoise
lends itsell to serious potentiocl vroblens as discussed in rore dotail o
page 11, '

The EBveduation Texa rocornseuts a redefinition of roles. Functicnzl
cherts should ve made Ter each celivity end deveiled Jon deserintio. s fovoeds
ed. In addivion, conzideration shoutd be Given vo the femsibility ¢ re-
aligning Snranish and U.S. efloris.  This would help to elininzte Uio over-
Yepping functions.  Tor cisple, one annroach would be o give o thz U. S, -
Brazilian elfort rore of a Ticld sorvice role which emplesizes direcy roroo-
nalized and continuing contact with the narkeis. Organization:diy, the
Brawilion stols would beeene genernlisss, with one or more stelf pmen conimnet
to cach neriev.  Conceivably, these roles could be Tilled by reassigring iic
federal supervisors to COTRC-Drasilia, It would be thesir responsibilivy
to serve o5 the direct link beilveen the market and COTEC on all typor of
activitics. The "Iield Service Specialist" is al once 2 genered techhicia

h

en expeditor, end & liaison mon beticen the field ¢nd headguartors.  Ghe
beneflits ol this approach are these:

e) Yhis epproach could provide Jor a sharp distinciion beiyeen
the roles of the o proups, clininating the current duplication of eoilort.

-
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b) Tre division of rork in this form strengthens Dr. Iluncs!
cepacity to meintain cowplete indormation on all field operations, Zoch

Field Services Specialist would be required to be completely informed on all
operations, problems and needs in his assigned area.

¢) Adminisiratively, the work of the Field Services Group
could be nuch nore easily directed by Dr. Ifunes. Each of the Field Services
representatives becomes a channel for {ast technical services action.

d) There is the inportant benefit (essential to effective
technicel assistance) of giving each of the field operevions a personal linx
to headquarters through their om Field Services Specialist. In turn, the
COTEC Representative should be encouraged to feel a strong sense of responsi-
bility for his assigned merxet. He should provide the personel link in whet
might otherwise become 2 bureaucretic procedure,

e) Tor the Ficld Services starf, this approach forccs fast
Jearning of a varicty of ectivities. This kind of team approach is also
easily assisted by a smell group o generalists (such as the U.S. Advisory
Group).

£) 1In their role es Field Services representabives, coch
staff member can work effectively with consultonts and vransmit CCYEC-approved
consultant recommendations quicidy to the field operantions.

g) Tor USAID, there would be clear evidence of the procticel
use of loan funds for implementation activitics - the real goal of all tcch-
nical assistaence.

This concepe sirengthens the capaeity for effective evaluation of
field operatvions. It would bLe reasinoble 1o have s siall central research
stalf working on special projecis. Bul the amhasis would clearly Lo of
Fiecld Servieces - and cleaxly awoy Iroia eny activity which did not hove a
direct bearing on actual operations, (Sec exhibit k. )

2. Dr. lunes holds the key role in terms ol both resenreh and
implementotion. TGhere are citroordinary demmuls on his time. His naio~e -ni
responsibilitics ore also compliceted by political Torces vhich ara o natars
part of this cnvizomient. The Lvalurlion Tewa recowends that Dr, lavies 0.
serious consideration to ernleoxvping his senior staff as a means of reducine

his oun aduinistrative voriload,

5. The vorking cnvirciuent con be considered os a Tector in oroi- -
zationel cifectivensss, and il vould be Aiflicult to ind worse worrin~ co.. ' -
tions then those thot nou exdst, Ofvices are crowded; the noise level ig
high; there arc no quicet conTlerence facilities. Stalf productiviiy zhould
inerease shaply in more suitolle quorters, Jer in excess of the conl ol
these Teellities. While plons are in progress to move (o better AUCLTLLYSE,
the move should talie plece es soon as possible,
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k. The Evaluation Team also recoamends that the future staffing
plen include at least one full-time bilingual secretary. The U.S.-Brezilien
group now operateswith en absolute minimum of clerical staff support.

B. Coordination

. 3. As noted in the introduction to this section, USAID has remained
somewhat remote frow much of this program., This is a desirable posture normal-
1y, but some greater degree of involvement scems desirable now for two reasonc:
first, USAID/COBAL wvould become more sensitive to all the factors erfecting
actual project implementation; with COBAL requesting and USAID providing rore
direct help in fulfilling loan control reouirements. Secondly, the Bveluatiorn
Team strongly recomuends that Dr, Nunes assume a greater degree of responcibi~
1lity for coordiration with USAID,

2. There is reportedly a breaidown in coordination between BLDE
and COBAL in cdministration of L-08%. The Evaluation Team also understands
thot INDE could be better informed on technical assistance services. It is
recommended that the ENDE designate one senior staff mermber to mect regularly
with the COTLC counterpart to exchange information and maintain open lines
of cammunication on technical essistance matters.

3, It is essential to muster support for the teohindeal asegistanen
effort from all cgencics whose interests ere cven remotcly related. There in
a perticular nced to coordinaie market development efforts with cxlension
agency activities. It is recommended that Dr. Jlunes and the Senior U.S,
Advisor give particular attenvion to establiching stronger lines of coxunl-
cation with the agriculiural exiension ajency. Souwe Significane cieds et
plready been taken by including ercbension erents in the loan~funcad tradnin
programs. ~This idnd ol involvcuent should be continued,

C. General Operations

1. Caution should be-exercised in scheduling training abrood Tor”
mesbers of rhe Brazilian stals, VWhile the need Yor training is opporend,
plans should be made for their replacenent and for their effeccive utilinn-
tion upon completion of troining.
vwoloped o olfT=get the effect of the
Y en the loan=funded progri.  IT ey
T-000C, there could be a serious irpoes

2. Pluns snowla olzo bo d
shenpe of goverent (in 1arch, 297k
personncl changes take place in (MO
on prograa development.

3. ‘The U.S. Advisory Groun should begin docunenting now the ell2il
of technical assistance ~ folloving the basic indicator outlined in the
Revised Dmplemcncation plen.

k. pveluation of cconciaic impact of vholesale mariets ag
in the Revised plen should be given hish priosity vy COBAL,  Plen sh
cote timing of this evaluation, stolf recuirenents and funding.
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5. More ettention should be given to strengthening COTDC'B staff
cepabilities in feasibility and cost-benefit analysis.

6. In an eerlier section of %he report, the Evaluation Team noted
the relative merits of consultants versus resideut staff., The ultinate objecti-~
ve in this situation should be the repid development of in-house cepabilities
from emong Prazilian starf nmembers.  Until that time, it scems essential that
resident specialists in interior asserbly merkets be secured as quickly as
yossible and that further consideration be given to a resident professionol
in the field of grades and stendards.

7. The hazy arcas surrow.ding eaquipmens plenning must be resolwved
as soon as possible, USAID program officials should be kept informed of all
progress in finalizing equipment expenditurcs.

8. Ve have noted carlier the importaonce of fast but orderly
action in such priority ficlds as the mariet news service, trainine, and
assembly markets., Under all circumstances, it is important that an clenens
of centrel administrative control be o"nrc1u;d where possible. This xind of
standard policy wpplication will be of specilal importance in operction ol the
interior essanbly markets. Touwiard this end, consideration chould be given 1o
heving the individual CHASBA morieis nenace the aasorvly naviets in their oun

tates. 1t would be help:ul fron both en cdainistrotive aod o naviel:ing
siendpoint for cochh CEASA vo cicrcise this degree or control in their resvocdd-
ve mavitet systems.  Tne CBASA should have responsilility Tor the lraining of
asscrbly morlet persommel, under the gencrel guicance of CCH'EC.

9, Special prlovity showdd be given Lo broadening the training
progravi., It would b approoricte to conn'd:r edding an addjuionul prasilion
sbaff nember To essist in roining vlasnin, and cnﬂrdin“*’ on, and aleo {o
develon any fursher refircments “n gencesdl personnel policies.

16, Vhile not noer a vore 01 the technicel assistance covcitment,
*the Brozilian Goveric.ors io concerned, and the mvaluation Yeem coneurs, thas
the U.S. Advicory Group t2ie oieps 1o svindace inderest Lo broader projre o
o rureld credit as o follor-un o thig nrogran. AL present, there cre only

limited twoor of credil Yo the ronldl Jovner,  The denand for rore crediv

:

will increase it complution ol the wsneanly marses sysoc:

1. It ds eceeuntinl (hnt the role of the middle~nan in tho tot oL
market oysten e {0llcovad with rvecicrld cove,  In some worredn, the niddle
emerpen oo ihv dosinone foree, potenilelly capable of wvictiuvising the
and therety nopsating some o the it wortant benelits intended uvnder thi.
prozrants Asseubly wuiet nonagenent should Le particulerly conceviied wis
thls potenticl problen,

o
3
-
[

In swsery = the highest prioritices which varrant ettention are:

Clorvification ol Lhe Crgenization Siruacture

Redelinition oif the U.B.-brazilicn Teanm Efrort

Yore effcctive Conmunication end Coordinction with USATD and CO3
Azencics

Particulexr Attention to Trainine, Development of Crades ord
Stondaxds, ond Imnlesentation of the interior Acsencly iirnci
Systen.
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" PROGRAMA 12 ASSTSWAIOTA TECHICA LACIOUAL

PoHed UL U

PLANO D3 TRAMALNO

I - COORDENACAO GERAL

II -
IIT -
$

l. -
2"'

DLT

1.
2. -~

TARE
l. -
20 had
30 hd

5, -
8- -

Estabelecirento de um Programa de Prioridades (IvV.1.)
Coordenagio do progranma geral e dos planos parciais
(Iv.2.) '
Verificagao pericdica das tarefas e resultados con
GEMAB - Cobal, (IV. 3.)

Revisao e readaptagao periodica do programa geral e

dos plancs rarciais. (IV.y.)

SRMIL iAGZO DA POLITICA DO PR RANA

- Megnitudes econnicas de Bzse (nacional) (I.1. )

Estrutura de partida (I.2.)

Politica jlacional de Abastecimento (I.3.)

Organismo que intervenm na zlaboragao e progren

fu

Programa (T.4.)
Heios disponiveis (1:5.) ,

Estudos basicos comparalives entre a situagzo atuval ¢

anterior (Mstcdologia) (iT.5
FAS ESPLCIAIS

Magnitudes econdinizas de base (regicnal) (II1.2.) '
Analise da Estrutura Comorcial das areas de infivin -
cia. (1II.3.)

Andlise dos contrestes enire os projetos o o dironsin
namento das Cenirais., (1771.4.)

Ajustes dos projeios e do dirensionamanto de cacu Con

]

tral, as necessidaces reais de area c¢e infludnc: -
(III.5.) '
DeterninagZo de materiael e equipamentos de operzag
(I11.6.)

Elaborajao de un programa <e Inversoes (III.9.)

briec ezontnico finenceire e caiz

e fixagao de normas para controles téciices,de
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10.

' 110

IV - TAREFAS

1.

- 'Esbogo e fixagio de normas de srotegao. {11.7. )

- Esbogo e fixagdo de normas para a transferéncia do

- -
usuario. (I

I
- Esbogo e fixagao de ncrmas para o estabelecimento
. I . -

de tarifas. (I

6.)

-
I']DT
ESPZCL

!
L.
O
3@
wn

B0 FROG

= JURIDICAS

-3

Forma e constituicdo das Sociedades de Gestio.
(I1.1.)

- Esbogo e fixagao das ncrmas juridicas gerais

(11.2.)
Redagzao dos Estatutos da Scciedade. (III.8.)
Hormas zara Implzanta verinatros de cada

Central (III.1lu.)

- TECNICO-OPERACIONATS

a.l. Determinzgzo da area ¢z influeéncia de cada Cen-

tral (III.1.)

a.2. Determinagio do perizat»o de cada Central
t

(III.1y.)
Operagao de transferiéncie dos comerciantes.
(II1.15.) |
Cilculo de terifes apliciveis. (III.13.)
Promogdo ¢ Zirnas de Uéenicas de comercializagio.
(111.23.)
Prenmogdo da Ceniral para atrair-novos ususrics.
(ITI.2u.)
Controles de Gestdo, técnico e funcionanento.
(IYI.17. e 18.)

Regulamento de funcionzmento interno. (TII.16.)
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3. - ADMINISTRATIVO E FINANCEIRO

a. Estabelecer um grupo nacicnal de contabilidade e
controle financeiro, de acordo com.os procedwnont s
oficiais ce contabilidade, orgamento e auditoriaz.
(Ir.3.)

b. Desenhar um sistema da controle contdbil e finan-
‘ceiro nacicnal. (II.y.)

C. Adotar um sistema. de controle contabil e financei

'ro para &s Centrais. (IXI.iG.)

d. Implementar o sistema de controle contabil e fins

ceiro em cada Central. (IF.9. e IT.11.)

e. Acormpanhzamanto ¢ revisio fo sigtenz d2 controlia
contédil e finarcairo. (7I.11. 117.13.)

g. Desenvolver orzznogramas fu uncionais, des critivog

respensedilidades, hierarguia de pesscal e o

-'\

arizs.

inter-relacionarento uncional ccm o0s usu
(£I1.7. e 1IT1I. 21.)

V = INFORMAQID Dn MIECADD (3IT.12. ITZ.13. e IXII.20.,
VI - CLASSITICATIC = PADROY (1ZACA0 (I1,13,)
VII -~ TREINAMLNTO

1 - Treinamento de pessacl de Giregio (IT.1u.)
3

2 - Treinamento de pessoal especifico da Central (IIT.?22.)
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II

III

Iv

VII

Iv
I
Iv

VII

ITI
IiI
III

I\r

IV
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Vi

ESCURLA DE TMTRRTTACOES Y TARERAS

a DIOEPENDENTE

1.b f DIDESIDEITES
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e 2,00 11T 7
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SCCLILITIND ONGATTTANTY STRTCTRE
TOR, ADVISCRY GROULS

r'— COTZEC

Executive Director|— =~ == = —— -

Us ﬂdvisory
Group Staff Assistan?%)

\ Adininistrativs |
, Supervisor
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f
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|
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