
CONSULTANhT REPORT OF NORTH - NORTHEAST 

AGRICUITURAL MARKETING TECHNICAL ASSISTANCE 

PROGRA14 PREPARED FOR C 0 B A L AND U S A I D 

.by
 

Charles Sewell 
Gabriel dos Santos Andrade 
Jo~o Braga Costa 
Donald W. Larson 

Klovernber 9, 1973 



AID 1020-251 (10"70) 

REPORT U-446 

-PAGE 	 1 PROJCT APPRAISAL REPORT (PAR) 
,PROJECTNO. 
 PAR FOR PERIOD: 	 8. COUNTRY 14. PAR SEPIAL NO.%2a-t,-os4 	 19"~ TCO0t. 12D ail 7
.:, I,T T E.. 	 - -- / 2-P o., TLO 	 0', 	 & 

~~MtMa XANTMAM 	 (Technical AsIsAnce) 
6. PROJECT ndI'o LATEST rROP S. DATE LATEST I.DATE PARPIP PRIOR 

DURATION Began FY 7 Ends FY.___ 7I1_"I7
 
10. U.S. a. Cumulativ6 ObI:gaticn b. Current FY Estimated Ic.Estimated Budget to completion

FUNDING Thru Prior FY: $ Budget: $ 	 After Current FY: $ 

11.KEY ACTION AGENTS (Contractor, PorticipotingAgency or Voluntary Agency) 
a. NAME 6. CONTRACT, PASA OR VOL. AG. NO. 

Personal Services Contracts GOB Contract 

I,NEW ACTIONS PROPOSED AND REQUESTED AS A RESULT OF THIS EVALUATION 
A. ACTION X)- 0. LIST OF ACTIONS C. PROPOSED ACTIONUSAID AID/W HOST 

COMPLETION DATE 

X 	 COBAL should give a higher pricrity and more attention
 
to the s'tbject of planning both in general as relatemd
 
to its overall marketing program and in specific as
 
relatad to this loan fundd technioal asistance 

prcgraule Completed 

X 	 Clearly duine functions of U.S. and Spanish TA team 
to avoid conflictof advice and duplication of work. Completed 

X 	 Contract at least one and perhaps two more U.S.
 
resident staff msmbers. 
 Completed
 

Improe pre-plamng of short term conult nt Wd fol
lw-up activities for services already provided. Completed 

X 	 Work to be carried out by U.S. team members should be
 
better defined and more detailed to avoid involvement 
in tasks which should be cwrried out by Brazilia. Ongoing 

Equipeent naeds should be furtier detailed; the ap
proach to follow on equipment should bo determined,

and purchase procedures eatablished. Completed
 

Improve administrative and logistic support and facili
ties provided to the program. Completed
 

X 
 Conduct evaluation of economic impact of wholesale
 
markets. 
 6/30/75 

0. - LANNING REQUIRES I,__0 TE OP MISSION REVIEW 
REVISED OR NEW. ElPROP 	 LJ PloCoo "J- 0 1974E]PIP []PRO AGJPIOT 

PROJECT MANAGER: TYPED NAMAE, SIGN4ED LGANDIN 7 1 DATE IMISSIOLN DIRECTOR: TYPe~bff E. G NITIALS AND DATE 

-11111m L. Rod rs . IF Alp 



I. 	 INTRODUCTION AND GENERAL COMENTS
 
In evaluating the impact of USAID 
 technical assistance in supportof COBAL, the Evaluation Team has interviewed key personnel in COBAL,

COTEC, 	USAID and other agencies. Background information was obtained

through a study of relevant documents and from a review of market data,operational reports and procedural statements. 
 Finally, field interviews
 
were held with market officials at Recife, Aracajd, and Salvador and withrepresentatives of the 	private sector - including Wolesalers, retailers, 
and supermarket executives.
 

It should be noted that it is too early to evaluate the full impact

of the 	technical assistance program. While loan approval was obtained inNovember, 1971, it was 	 not until September, 1972, that the prograi became
operational. For this reason, the analysis prepared by the Evaluation

Team should be considered a progress report. evaluation
The 	 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 reccendations 
which will expedite successful completion of the project. 

It is appropriate to preface this report with an expression of
appreciation for the asstvnee of officials and staff pe,'so-inel in 
 allthe organizations contacted. Their helpful guidance made possible the

rapid collection of background data and contributed to the fortulation
 
of the 	Evaluation Team's conclusions and recomendations.
 

It is essential to recognize the many factors which 
 affect 	 the success of a technical assistance project. 
 The impact of technical
 
services, in this type of situltion, is a function not only of the
 competence of the technical personnel but also of their ability to
?stab.ish working rapport theirwith counterparts, their persuasiveness
in int..oducing innovations, and their acceptance by those responsible
implementation. Ultimately, course, 	

for 
c-f technical services affect people,


events and institutions - but not always in 
 quantitative terms. 
This project is also influenced by the number 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 eithr,- facilitated or inhibited-
 depending upon the character ofthe organization and decision-malking structure whirh iplemntz
 

recommended plans.

In scctio II-IV there are the findings by the Evaluation Tu.amn -ccording to the scope of work prepared by CORaL and USAID. In Section V there are the Team's reccniiendations. Scction VI contains 4 exhibits concerning

COBAL's structure and the Spanish technical assistance program.
II. PROGRAM GOADS 

A. Pre-Loon Goals 
The studies which preceded this project are impressive. The I.ichi.ganState ana2ysis, the Montor rerzrt, the F'rench proposal, and the loanproposal developed for USAID consideration all document the breadth and 

scope of need. 
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The Spanish proposal in 1972 gave further emphasis to the potential impact

of technical assistance. In all of these reports, there was common concern
 
as 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 pro
loan studies are not still valid. In fact, their validity has been tested
 
with time. The economic grodth of the region during loan years has
 
stimulated demand for food products by consuiers and reemphasized the need
 
for facilitating the movement of food products from farmer to consumer.
 
The purpose of the loan as stated in the Capital Assistance Paper is to
 
provide financial and technical assistance to the GOB in creating an
 
appropriately structured, viable and efficiently managed and operated agri
cultural marketing syst. n t . the r'..keting and distribution of f'c-z
 
in the North and lfortheast. The terms established for USAID lcan! L-083
 
and L-084 were reasonable in the light of the ultimate goals to be achieved.
 

1. CAP Rationale
 

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

Reduction in produce spoilage 
Reduction in costs due to decreased spoilage 
Reduction in uLloc. ing and loading time 
Reduction in costs and risks and increased competition 

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

his products 
Economies in retail purchasing - due also to Econr:des of 

scale and the imnrovcment of standard quality concept.:
Improved public health - through better hygiene, cican~ine's 

and more stable supply 
Improved working conditions for market personnel 
Improved transport facilities and increased transport 

efficiencies
 
Further economic benefits - as in the case of potential
 

impact on increased employent in the construction
 
of markets
 

The most succinct comment cai be drxam directly from the Capital 
Assistance Paper in regard to market facilities is:
 

"There is no question that administrative nd operational
mistakes will be made as the new facilities come into 
operation, and such mistakes will reduce benefits and 
raise costs. Such ristakes are unavoidable and peart of 
th.e learning process. However, considering the ro.e of 
COBILL in the naLional program, any such mistakes ill 



be under close scrtiny 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 afficiency of the wholesale market. We
 
also expect that this project will have important back
ward and forward linkage effects." (CAP, page 52) 

2. Indicators 

A re-Aew of the indicators contained in thn Capital Assistance Paper 
suggests that these criteria are still valid. In addition, the logical
framework analysis contained in the Second Revised Implementation P.1an has 
a more detailed series of indicators, with proposed procedures for xcrifi
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 ;tell be considered to measure the econc:ic 
impact on the f'armcr. For exomple, the Ealuation Team recom-:ends stu:]
in more detail the seasonal, weekly and daily price variations w;hich ha. e 
resulted for the farmer under the expanded wholesale market system; the 
number of farmrz who are finding increasing sales outlets via the 'hole
sale markets, the patterns of price mark-up between the farmer., the 
middle-men, the wholesale buyer, the retail consitcer, and the changc: s in 
labor productivity resulting from the new wholesale markets. 

B. Planning 

Several plans have been prepnred for implementation of the wholesale 
market progrm in Brazil. A French plan :CQ2? all of Brazil was dcveloped 
in late 1971 mnd was subsequently accepted by USAID in April, 1972 a the 
operational plan required in the conditions precedent for thie initial di,:
bursement under the loan.
 

A national competition to provide assistance for the imp.antation of 
"he national system of fooc supply centers (SI!CA) wias oponed by CC3AI, to 
bidding in 1972. A Spanish group called 1.ERCASA won this cootitic, i and 
provided CO)3AI, with a technical assistance plai for the entirc ccarijnt..
Consequently, the Spanish, rather than the French plan, has been CC-J' 
official implem-entation plan. This situation has created some comnfsio. 
as to which plun provides the overall framework for the U.S. technical 
assistance group.
 

During the study conducted by the evaluation group it quickly beec-: a 
apparent that thdre was n.ignificant hazards in assuming that any detai]I 
set of plans could be made. 1he U.S. advisory group has found itself in 
the unique position of having to establish a planning program in an enn
ronment which is not miuch plan oriented. In fact, despite the exit;tonce 



pf 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 are 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 revievring this plan, the
Evaluation Team gave particular attention to four key areas: wholesale
markets, interior assembly markets, market information services and grades

and standards.
 

1. Wholesale 11arkets
 

At the present time, four markets, Recife, Fortaleza, Aracajd and
Salvador are in operation, and three others, Mhcei6, Belm, M-naus, will beoperating by March 1974.- isIt contemplated that total of elevena markets
will be built in the NO-NE. US technical assistance in this area originalycontemplated having one full time whole;ale market specialist and -;hort.term consultants for training of wholesale market ulministratorr and ilt)0/COBAJ, personnel responsible for market operation and direct aum tanso inmarket operation and ma-nagement. Activities to date have been tihe U31Vconsulting team, sel.ection of CESA training center in Recife, assistaicein the evaluation of feasibility studies for proposed tarkets an:d estribl. ghment and maintenance of contact with the personnel at the CEP.SAS. 

In regard to future activities the revised plan looks baie ally zcu,.:c
with its e'-phasis on training of market personnel. (This elemcr.b is one o2
special interest for all the personncl interviewed in the field: there ;:ara general feeling that traning shcrald be given a major priority in allaspects of the technical assistance progrnam). The revised plan contai,:budget aof $146,000 dollar,, for consultants, training and analysis in t!'e
1972-75 period. Additional details necessary
are to program act:ivities
according to indicated allocation of funds.
 

The recent addition of Mir. F.R. Teoid as a 
wholesale market sreci.Iint
is an important step toward strengthening much needed technical asls't'....
in this field. The USDA team 
 provided good bachground on the ftnction of
a wholesale market specialist. The revised plan ought to reflect thi:;background and possibly inccrporat6 other functions that might beimportant. con,-,'cThe Evaluation Team reco¢neten-js for exCple a brcadenin.g of 2.:lltime marketing and marketing manager.:nt services. Particular a1tentic:nshould be given to updating the procedures manual and to establir -.n- a
means of informing, systematically, all .marketmanagement personnel of

applicable innovations.
 

Another matter of concern is the reported unusually high overherdcosts of the wholesale markets, which are assumed to reflect one-time
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start-up needs. 
While 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 .n other markets.
 

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

The role of the middle-man in the market is an issue. 
Hopefullyspecial emphasis can be given to insure the development of policies whichwill keep the middle-men's role in proper perspective. Recognizing hifunction, he should never be allowed to become the dominant factor in the

operation of the market.
 

2. Interior Assembly Markets 

The program for these markets (construction and technical as istanc)demands a verj high priority in viewr of its specialized function 0-",' , ...t
processing, better storage and loading facilities than currently E: t" i:Ithe interior to,ms, and 
tion 

since they are points of collecting .nl diC,':.of market information. The revised imolementation plan contin- agood statement on the functions of an Assembly arket Advinor. 11c;.ever,technical assistance in this area is dependent aupon better defin:iticn ofthe concept of these markets and timing of their contructien.
 

The'"originai idea was to precede construction of interior 1etzbytechnical and eccnomie studies indicating the best location, size, etc.However, reor'ts from COfiLC officials indicate the existence of an cnt:.'dynew approach to the location of assembly mzar:ets. Under this a7vrrcach,interior markets would be selected with a minimum of research. The c'ifcriteria for their installations would be (1) the proximity to sil-7sources anid (2) the availability of suitable buildings for use ascenters. The buildings would be rented, aL ranager selected and c.:.:...
and market cperations started irideiately. As no- scheduled, a serie, C'k
interior assenbly rvrkets would 
 be in operation by I*.rch 1974. 

This is a highly expedient approach vhlich minimizes advance panuand emphasizes early impact before the change of government, which se.:s 
to be of high priority for COBAL.
 

Recognizing the political realities of the situation, and the factthat this approach would get the market into operation quickly, there arealso dangers involved. An 'mwise site selection, an error in staf'2ir..,brealdown in administrative procedure could do serious dxacage to the brc,:d
concept of interior asse.nbly markets. 
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. The Evaluation Team recommends that special attention be given to 
an orderly approach for implementing 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 SUDEI-.e
 
on interior markets. The search for a full-time specialist should begin 
immediately. 

3. Market Information Service
 

The market news service has excellent potential but several aspects 
of the operation of this service merits special attention. In the first 
place there is the need for minimizing conflirct between several news 
services in the Northeast (i.e. SDA of the Ministry of Agriculture and 
S31 of STJEUD). Second, as indicated by reports from the fields, it in 
essential to correlate the m.arket information program with the grle and 
standards effort. Third, mnd perhaps more important, there is the quc.-.Lion 
of finding the most practical r.cans of getting the farm:rs to theicceot 

service as reliable. Price quotations stated in general t c,-,'nc.-c 
construed as misleading by the farmer, so it would be desirable to ir.clude 
in the informTation service a reference to the qunitities dem3ndcd or 
supplied for specific items. Mien the mrarket is flooded with a partScu.ar 
item, there is an obvious impact on prices. These factors, corbihcd with 
the farmer's reported suspicion of market news reports, make it ncc ary 
that special attention be given to the very practical di n:sion' of the 
news service. How can the farmer best get the news service? Fix,. who 
should it come? How can the farmer be protected against conflicting price 
information from a middle-man? 

In view of the master plan being prepared by Cobal's staff for ti 
regional and national market information system, the revised imnlcmcntr.tion 
plan for expansion and improvements of the market news is presentted on 
very tentative ba:sis, as far as training and equipment is concerne-d. he;r
theless, the IlE market information plan should be reasonably far ahcad e' 
the national plan since considerpble technical experti.se has alrc-dy bcc 
provided under the loan by Messrs. HoohLbnd Wise. he recc;:efc.tic: . 
by those experts most certainly provide a sound basis for an i.nell,,r.en.-;icn 
plan which should be adaptable to the national plan with sm.Ml i z."dif.Iz . c:;s. 
Thus, a revised program for training and cquip:ment might be presentd 'i. 
activities scheduled to begin earlier than currently contemplatcd. 

4. Gradesand Standards 

An effective grades and standards program, in addition of being 
essential to the market news service, is a vital link in the entire 

http:experti.se
http:partScu.ar


food distribution system - from the farmer to the wholesaler to the retailer. 

While the Revised Plan suggests a generally orderly approach to this 
subject, additional attention should be given to a comprehensive plan that
will rapidly consolidate all existing data and produce realistic guidelines
for the various markets. There are reportedly several plans in progress
now: what is being done toward their coordination? It is also recc-=miended 
that further attention be given to the importance of packaging standnards 
as a subject of parallel importance to grading. There are wide vari-.a.tions;

in the type, size, shape and cost of packaging materials being traded in
 
the markets visited. Because weights and measures and packaging method::

also vary extensively, interregional trade of commodities is ilnpaired. T',e

subject justifies additional study. The Revised Plan properly gives parti
cular attention to training personnel in grades and standords. If any

copment is justified, it would be 
 that this budget item could be increased. 

Finally, the US toAdvisory Group might wish to give consideration 

the emp).oyrent 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.
 

Irl. DAI],IAN PROGR1M4 STIUCMJE 

A. COBAL's Role in Program 

As a wholly-owned subsidiary of the M.inistry of Agricultu-e, C0BL i 
a unique experiment. Formed in 1962, it is a highly-diversificd opTration

with activities in 
 wholesaling, retailing, fool product transportct.-1:, a:,i

the storage of certain strategic food comn.oditics. Annual sales arc
 
reported to approximate $ 100 million.
 

COBAL was designed as a vehicle throurh which the food1 prc¢ uctv systz:
could be improved ithout undue cometition with the private sector. In
this sense, it parallels certain Aericai entities - similar in sou:e rcs:rti" 
to TVA and its role in developing hydroelectric power resources, 

The Brazilian Government has nhcrm both initiative and a capacity fc,:
innovation in many areas. C0PaL has served a useful purpose and it is lik!_.-iy
that it will continue to do so. 

1. Operations 

Operationally, Dr. Rubens Jos6 de Castro Albuquerque establihes all
CORAL oporating policy within the general guidelines set by the -Linistry of 
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Agriculture. (See Exhibit 1). As President, he makes all major decisions 
within the fremework of established policy. As a chief advisor, Dr. Roberto
 
Pinheiro Nunes serves a staff role. directing the work of COTEC. Dr. Nunes
 
is expected to initiate the necessary research and technical assistance
 
activities which will contribute to the broad goals of COBAI. He also
 
responds to specific project assignments made by the President (See Exhibit
 
2).
 

2. Relation With Other Agencies
 

CORAL relates to a number of other agencies of the Brazilian Governrent
 
It is obviously sensitive to the policies of its parent, the Ministry of
 
Agriculture; its activities are also affected by the policies and prograr.s
of the Ministry of Finance, the Ministry of Planning and Coordinaticn, the
 
National Econonic Development Bank (BDE), and GE.!AB itself (the inter
mirdsterial group overseeing wholesale markets). 
There are still further
 
affiliations with SUDEME, SUDAM, and such organizations as the National 
Confederation of Coamerce. effect of theseThe varied relationship:; j . to
 
place COBAL in a pivotal role as the implementing agent which m.ust, thrua'cur
 
its programs, reconcile potentially conflicting points of vir.
 

There is still another dimension of CO3AL's relationships, one ,hich
relates to those with the individual markets (CEASAs). In these zituatic: ,
COBAL typically takes a 30% pos,:ition in the debt funding required for 
const:uction of tho, wholesale mark't. However, it exercises the dclminant
 
influence in market management and in suggesting operating policies.

Further, the federal supervisor asu.igned to each market is a COilJ, ei.noycc

whose job involves implementation of COaL's procedures on the site. 
Significantly, the federal supervisors are paid from USAID loan fund..
 

B. COBAL's Personnel Structure 

The Evaluation Team has had occasion to interview the great rujority
of Brazilian staff members involved in the COITC operation and several 
personnel from other activities: within COAL. NIunerically, the stff gro 
appears capable of handling the work load with no difficulty. zu1itati,:..,
and in terms of background preparedness, all of the COTEC Brazilizan staff 
members have university degree except for one individual who serves tas a 
technical assistant. From inforiation available, ali of the grcuo arev. 
well-qualified in academic training, less-qualified in terms of actu.al
experience in their assigned areas. Dr. Iuancs, the U.S. Advisory st?.ff 
and Dr. Goyanna have done an outstanding job in providing on-the-jeb
instruction in technical areas. Frosi the standpoint of attitude, th.-2 
groups appear to work well together. As their job experience broaderns and 
their competence increases, salary limitation in COMiL willInmke it dific. t 
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.to avoid losing some of them to other agencies. It should be noted that 
their general absence of experience prior to employment by COTEC 1_ 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 personnel changes which result from the expiration of U.S. 
staff centers as they occur at various future dates. 

C; COBAL's Particination in the Loan Funded Constructions Pr1ogram 

The principal entities involved in the implementation of the Loan 
funded construction program are BI)DE, FIlMP, CO3AL (cCx'-DECJ.0), GTl?!:AB 
and the ultimate borrner, the CEftSA. The program implementation involves 
the approval of the feasibility study which supports the loan application
made by CEASA and the engineering and construction of the market. Once 
CEASA is incorporated a request is made to FIEP for the feasibility stvdy.
COTEC, through Dr. Gabriel Andrade, a 1}A economist, helps in secuMing
approval for this request and provides guidance to CAA, and th con
ing firm in charge of the study, regarding its technical and econc::i.c 
aspects. i this stage, which .ay include on-site inspection, other COY.],'
technicians cooperate as needed. After the study is completed COb... rcv.= 
it and writes a prelindnar report recommxending the project's .. ri b'. 
GEM!B. This review, done mainly by Dr. Gabriel AnrIrade, usually t'e ro 
more than a month and is made casi.cr because of the foLlow up of thc 
preparation of the feasibility study. 'fre prclimin-ry report s ,re, - _ 
by GMAB's Executive Secretary and technical. advisor, by C&I'LC's chif, 
Dr. 1unes, and by BIDE and SUDE ' ;echnicians. The final report is 
forwarded to GCEMB's comcil, sin(.l by a1l these technicians. A!,prova] b, 
GE AB is usu1 _1*y a smooth voting process in view¢ of the agreement revixw]
reached at the technical, and to a considerable extent at the political
level, among GnMIAIs members - regarding the project uder consideration. 
Final ].oan approva). is made by B:hDE's board of directors. 

After the construction loan is apro',-el, COBAL, supervises the 
construction of the ixket throu.hh D'CEM, which is re.;sponsible for coeningf, 
up public bids for the engineering and architectural projects. DITDE 
engineers participate in this supervision. 

Regarding the rovement of funds during construction, BIDE, zh'-" a 
full money tranche to CODPL, at the berginning, of the process for its 
participation in the investment, but provide; .oney to the CYASA on a 
reimbursement basis, which usually is done rith some delay, thus. forcing
COBAL to fund CEASA's participation out of its om resources. 

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

COTE3 which is complemented by the work performed by technicians in BNDE, 
GEMAB and SUDEIE, in the process of reviewing the feasibility study for the 

construction of a particular market. After construction DECIal, in CO3AL, 
plays the principal role and B3iDE technicians, especially engin ers, do
 

interfere in the implementation of the construction program. The capability'
 

of these indtitutions to implement the loan program was considered satisfac

tory at the time of the USAID loan intensive review. At the present time 

the evaluation team, as far as the evaluation could be carried within its 
time limit, has found no elements to substantiate a different opinion. All
 

the people involved have a college degree in Brazil and several have post

graduate courses, or a Mlaster's degree, and seem familiar with the problc-:s
 

involved in their particular areas. It 	 should perhaps be considered, hr,;

ever, that final operational results depend on other factors, such '.rr:as 
loan of technicians involved in the process, within and outside COBAL, and 

political influence from within and outside COBAL, including decision on hc: 

to interpret norms and regulations or hocr to overcome certain difficulties 
as a few: examples might help to clarify the argument. In the case, fnr 

market, the decision as to location, accordiv toinstance, of the Macei 6 

COTEC people interviewed, was greatly influenced by the refusal of the, 
Governor of the State of Alagoas to c~nsider alternative sites from the 
State's o.rn lands, in order to make up the State's share in the in;ent. 
Auiother instance is the existence of sumermari:et as a dependence in the 

wholesale market. There appea-rs to be no technical-economic evaluation of 

the supermarket component of the :,holesa].e market, and rruch less of its 
operation on a preferencial basis by COBAL. The decision to have C0,AT, 
exploiting these mar}ets, at least in the case of the Aracajd nar:et, 
visited by the Levaluation doe; appear cosnerc lTeah, not to be .1y 	o.' 

r". economically sound. One .turther e:;m.olc refers to the GOB-U.'J1D ...... 

that a decision to build a particulu', marhet Would be based on t , :ert.. 
inent that the investment is technica.ly, financicl1y and "', sc' ;" 

One way of objectively verifyingr the economic soundness of the invcs<ient i. 

to quantify benefits and cost, ;,hieh can be suiemarized into a beni.-ccs 
ratio or an internal rate of return. While the calculatiu1 of such rate 

is rccor.mended in the P2,),-USAlD approved Operational Plan for Loan 0,13,
 
that the Tea: the to do sho
the documents 	 had chance examine not such a 

rate. According to COT,_ personnel, benefits are difficult to be quaniti

flied and uncnuantifiable benefits u'e more important. T'his interpret.ation, 

while overconiing the diff'icultLes present_'d by data shortage in Przil, 
certainly introduces considerable uncertainty as to whether a particular 

wholesale mrar:et represents a good allocation of resources f'"m the 
society's stand point. This is es;c:c.:ially true given the fact that by 

and large the markets built so far operute wider a deficit and must be 

subsidized in one way or another. 

In regard to the relations;hips of COIBL.with BUE and participatin 
states, the Evluation Texm feels that coordination and commuication ax.:n; 

these entities, especially bet-.een COBAL-BiTDiX, can be improved. This point 

however could not be explored at greater length by the tea, in viewr of the 

impossibility of contacting the concerned people during the cvaluation 
period.
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YV. PROGMRM 3PL1 IEZITATION 

A. The Oranization of Technical Assistance 

I. U.S. Team and Other Advisory Groups 

The U.S. technical assistance input has been implemented through 
the resident general coordinator and two technical staff, one of whom has 
just recently arrived in Brazil. This has been complemented by the services 
of short-term consultants 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 foll.ing areas: ,ehchet 
Facilities Evaluation; Planning and Budgeting; Staffing Tieeds; Mar :ct Infor
mation Activities and Plans; Evaluation of Consulting Resources; Training 
Activities and Plans; Monitoring of Loan L-083; and Logistics and 
Administration. 

Since N1ovember 1972, particular attention has been given to broad and 
varied forms of technical assistance in wholesale market planning and to 
improvewent of the market new.rs service. Work is in progress on 'efine::ent 
of the grades and standards sy terns and considerition is being given to 
assembly market potentials, 

During this period COBAL contracted the Spanish technical a s .c,2 
program for planning and operation of wholesale markets in Brazil. (Tot.). 
program cost is 2.2 million dollars, 80% of which is financed through a 
seven-year loan from the Spanish governm.ent with a twro-yccr grace perioc.) 
As a result of the lac. of intgrat-ion of the original. COBAJ,onr .tional 
plan as accepted by USAID (The French plan) with the I.E-CASA pror:'mn a 
rather loosely defined situation developed in COB.AJ in regard to .hc role 
of the two groups. 

The Spanish progrm of work 3 s extrcnmely broad. (See Exibit 3.)
Whi1c these services are interded to cover all of Brazil, much of the 
curreir team activities have been directEu specifically towzard forth and 
Northeast Brazil. 

There is, without qucstion, an overla.pping of functions Let::een the 
U.S. and Sptnissh (11cXCXsA) technical azzitance tca-s. This situ,aiun, aZs 
it nor exists, has the pot[cnLial for serious internal problems aris;ng 
fran an inherent daimger for conflicting advice and duplication of ;;or'k 
activities.
 

Dr. Nrunes, at; chief of' COTEC, ccn find hinself as a ncdiator bct:en 
twvo groiips independlently pur;uing a projccrt and independently ar:'ivii' a 
different conclusions. Informal corunicacion between the Senior U.S. 
advisor and the Senior Spanish advisor is complicated because of the 
absence o continuity in leadership for the latter group. They have no 
porinancnt 'cow-It'l-part like Ylraing; rather it rotates every three to four 
months. The not effect is one in which planning and imp3c "entation of 
U.S. efforts cannot always be done quickly and effectively. 
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The most obvious approach to blending the efforts of both groups 
should lie in a team approach combini.ng specialists from both teams into 

functional working units, which may not be feasible in the. current situation. 
The consolidation of the twro teams woul d demand very stringent management 

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

According to comments from the Chief of COTEC, the Spanish team fills 
ana more revearch-oriented role while the U.S. group is more nearly operat

ing staff Ianction. In the latter case, the Senior U.S. Advisor tends to 

assume more responsibility for liaison, admirnist-ation and implementation.
 

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

reviewed informally by representatives of the tiro teams. Dr. Nunes, who 
participates in the final discussion, must reconcile any conflicting points 

of view. (Se, ihibit 2.) It is in this capacity that Dr. Niunes becomes 
the real key to the success of the technical assistance effort. It is 

necessary that he exerciscsa very strong administrative leadership to insure 

that xesearch findings and technical services are quickly implczantcf. 

2. U.S. Staff7ing 

In identifying and fulfilling the needs fo: Am_ :ican technicians, the 

basic guidelines were established in the capital assistance paper and the 

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

flexibility in the exact staffing pattern. 

a) Long-tecm technicians need was identified by the Senior 
U.S. Advisor, working with C0O2EC a-d COBAL exccutives. The decision initiaL1 

was to maximize the use of loan fujl-s by securing a limited riunlber of pma

nent staff, selecting oncl those srtcic_1ists who could provide leaderzhi:l 

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

While the earlier USDA report recerrnended a series of seven full-tine 
specialists, Lmplemcntation of this plan uould have required a cc:tit:.ent 
of appro-:iinatelv 7Y') of the loan funds for U.S. percnonnel services. In 

addition, COBWL could not matie available counturna t staff for the propce

resident pe'sonnel. Until recently, Professor Fle.nin; and Dr. Weiss ::er2 

the only resident advisors. Tae recent addition of :r. Todd as wholcsale 

market specitolists fills a critically needed gap in the ::taff. 

The Evaluation Team. basically agrees with the objective of ax:imizir{ 
use of loan funds but it does appear thab the U.S. resident staff WIRY ha';e 

been cut too close. At least one and perhaps tw.,o more resident .tuaXf le.be' 

will be required. The additiono. renidein staff will case the l>rge tec

nical workload of a pro;rewl whose completion date has been reduced frC<'; five 
ato two-and-a-ha].f years. (The -ddition of Mr. Guilheerr. Schuets, e;Ther 

of the Br.llian tee.n, has clcarly helped in .eetin adrinistrative and 
planning responsibilitics of the U.S. group.) 

b) Short-term technicians need has been established by the 
Advisor and his Assistant w:ith the objective of sccu.wring theSenior U.S. 


qualified personnel. who could supplcs ent the basic capabilities of the
 

http:combini.ng
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resident staff. In addition, it was felt that short-term specialistsprovide, at reasonable cost, the degree of flexibility which seciiedessential to this program. In support of consultant usage, it can beargued that this is a quich 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 salary and suppor-t costs.On the other hand, the use of consultants eliminates the kind of professional leadership continuity so importoant to this type of project. Recognizing the merits of both argLunents; the Eraluation Tea&m strongly supports theemployment of full-time personnel in the fields of interior assemoly markcts
and grades and standards. 

The selecfi on of consultants to date appears to have been quite goodalthough the actual use-of consultant time was less than what was budgetedfor 1973. Mr. Hook and Mr. Wise both made significant input into thetechnical assistance program. At present, tentative ,onslting engagements 
are contemplated for 1974, in the followaing areas: 

Consulting Specialty 
 Man-Months 

Packaging 
 2
Grades and Standards 
 2 
Organization and Policy 
 2 
Market F:,:tcnsion Planning 4

Handling and Equipment i 
Nark.et hews 2 
Marketing Specialist 

The use of large vriounts of consultant time on any contract rcuires,;a great deal of pre-planing end follwi-up activities to assure that the
consultant's time 
 resourcesand the nre fully utilized. Without .mronriatefollow-up activity there exists a that thereal danger consultant reportwill be filed and no ir.plementation activity is made. The revised planshould reflect these implementation end follow-up activities for past

consultants.
 

Procurement of consultants has been more difficult in this contract
because of a lack of a specific institutional tie in 
 the U.S. which normallyprovides the resident techniciarn with a great deal of back-stopning support'Consequently, the resident technicians have had to do all the recruiting
of consultants which has required travel to the U.S. 

3. The Impact of U.S. Technical Asistance 

in 
a) As defined in the Capital Alosistance Proer, and restatedthe First Annual Report, the loan prcLrcn "shall consist of as:sisting t:.-Borrowier in thefinancing technical assintance, training and equip.-ent ':cnecess ry to increase the operating efficiency of the marketing syc;te.constructed in the lforth md the Northeast areas of Erazil." 

Jri 
Accorcrs the loan cjrcmcnt appendix, the technical assistance mission was frthcrdetailed with emphasis on improvement of the narx::et ncris service, thedevelopment o. produce classification grades and standards, and spccialtechnical cpertise mid trainjig in wholesale ic~rket operations, retail 



14.
 

and rural-urban marketing integration. In additi.:n,food marketing 
a 

This plan would have
specific implementation plan was to be developed. 

rather high degree of flexibility which is implicit in these gene-ala 
guidelines and more specifically stated in regard to cost:
 

"The above (referring to the cost sunmary) cost estimates and
 
the basis of Mission and
 manpmarer. needs have been determined on 

GOB analysis; however, during the course of implementing this
 

project adjustments may be required to meet changing GOB
 

policies and priorities. Said adjustments and changes in funding
 
on the basisfor technical assistance progr=n items will be made 

of joint USAID and GOB analysis and determination of best use of 

loan funds." (CAP p. i.) 

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

directed torard a series of activities: 

-1) General administrative guidance and program planning 

essential to the orderly development of the U.S. effort. 

function of liaison, filled by Professor Flcming-,2) The 

in obtaining concurrence of proposed operational plans from the vaxious
 

involved. While this can be classificd as one aspect of acbr.ininagencies 
of particular inportance in this operating cnviron-

tration, the function is 
a cocplete programn breahd..:n.ment. Ineffective liaison would result in 

3) The coordination and scheduOing of consultants,
 

including the USDA group, Mr. Hooks and 1r. Weiss.
 

4J) General training and leadership for the Br_.ilian 

of whom had minimum practical experience in the techi ..cal fie).dsstaff, most 
of COTEC operation.
 

of training prograns for5) Development of the series 
in terms of the hno.led~eBrazilians in the U.S. - of benefit not only 

Brazilian offi3cial z.
acquired but also for the ini-)act or greater rapport with 

of the basic plan for an interne.l .6) Development 
including a variety of administrative reports.ment information system, 

alJo,:7) Installation of the federa1 supervisor concept, 
indiviing for much more effective line coordination betreen COMC and the 


dual inarkets.
 

of specific market management Luidelinez,8) Develop:m.ent 
tariff policies.including plans for marhet 

9) Design of survey procedures to obtain data for
 

developing grades and standards criteria.
 

10) Dvelop:-ient of the plans for the loan-funded gro.-Ics 
a (the fir,-;L of its kind in Latin kic'ica)and standardis training progra 

will be directly concerned with i'alc:entinq theinvolving individuals wuho 

grades and stUndards procedures.
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31) Assistance in developing background data on the
market news 
service systenm, including preparatioL of the information
 
flow analysis.
 

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

In summrxijr, technical assistance efforts have been directed on a

variety of fronts in accordance with the e:pected outputs identified in

the loan agreement. The. Evaluation Team finds no absence of energy or
 
technical competence on the part of resident staff personnel.
 

However, it May bc worthhile to call attention to the fact that

little effort has been 
directed ta-:ard technical assitance in retail
marketing or the rural marketing program. The retail market assistance
has apparently been given a low priority within USAID and COBAL and therefore no activities have been planned in this area. The rural assembly
market program hawever has a high priority and con.Diderable future activitymust be devoted to this areas as has been contemplated in the revised plan.
Also, in regard to equipmcnt there has been less progress than could have
been expected. As mentioned later in this report, this reflects in part
a lack of definition on cquipment needs by GOB. The U.S. team sho-uld 
strengthen efforts to get this definition. 

c) Working relationships betwcon U.S. personnel and their 
counterparts wd other groups appear to be frc::i good to e:celent. Unidoubtedly this is an importarnt elemlent in a TA pz-orram, and it has been rcJni.e. 
as such by Brazilian pea-sonnel. Hfoever, in regard to definition of tass,

the situation 
is not as clear as it should be. This in lar-ge part resultsfrom the existence' of the two advisory groups and the anoroach follo;.;d byDr. Nunes, 'which is to rm.aimize usefilness of the technical assistaZce ir,'u
throue the siultaneous ut.ilization of the to advisorly groups, under hi:
 
persona leadership. In addition, intended or not the U.S. group, 
 especially
Mr. FJ.cming, has been involved in mtuch ambnistrative and liaison work,including reconciling COB and COYLAL strater with the necessay controls

established by USAID - not a particu-larly 
easy task. iTh eised i::].c::..
tation Plan should con'tain a d,'ailed definition of tasks for each ::e'1e:
of the U.S. tea. In vic;u of the dubiousness characterized above, U.,S.

advi.sors rm.ght find themsxoles :irivolved in activities that right be done
by Brazilians. 
 The a~bno-b fu.ll-time participation of U.S. advisors in this
evaluation may be illustrative, al.though in more technical tasks th'e U.S. -

Brazilian dhnlication 
of work may be minor, as there are relatively few:Brazilians available for the positions involved. The resident U.S. grou!' s
providing on-the--job training for some Brazilians and, as 4 dicated in the
Revised Iinpleientation Plan, vi.Ul be gradually replaced by Brazilian 
personnel in this task. 

B. Trainirg Pro-,rNm 

In reviewing the training program, the rationale is obvious. There i.simply an absence of quaificd personnel in the fields contemplated undertechnical assistance prog'-rui. It Shoul1d be noted that personnel in each
of the mnavkets visited c.unentcd on the importance of continuing the 
trainir program. 



Training policy ho.tever is not well defined foa .OTEC per :)nnelespecivl2ly in view of the two advisory groups. Since most of the personnelbeing trained work in the temporary divisions of COTEC, attention shouldbe given to make training underway really relevant for these people's
future assignments. 

By and large, the Evaluation Teas would support short-term trainingin the U.S., but it should be planned for only a few key personnel, assuch training is largely observational in nature. Academic training inU.S. would seem justified only in rare cases, whereas increased training
the 

in Brazil is strongly reconmmended by the Team, as this is the area of greatestpotential impact. Ihis training has already offered firsta course ingrades and standards (just completed) and participants interviewed co:.Lentcdenthusiastically on its value. A similar course, but for louer level technicians, has just started and further programs will be designed to mot 
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 spccial efforts is being made toinclude extension agents - one of the pivotal groups in the whole food 
production system.
 

C. Eauip!.iont Proram 

In considering the equipment prograin, the Evaluation Tecnn franklyfinds it diffLicult to get a clear picture of what irill ultimately be Co.t<J.
Clearly, the rationale for cqui-pcnt expenditures exists: the who].er;ae.o
market thema new.s service, and the pl-opor.:ed ass,:c.-.bly 1..'2Xh "Ll.l all.
require special types of eqlipi:mcnt. Sucll itca 
 could ra,;e frc. o.ad:iounits to additional telex nii Thesystems to wJri handling device,;. icvi::?.
Implenenation Plan decri;be; prolba1l need;; but should be more ;ncC,_c.
This w.ill involve v. decision by GOB 
 on the app'oach to follo on ccun>",...(type of equipment, origin, de;tination). A definition in regard to this is
of' absolute neceCssity to Uget the eqUip!,merit, started.. It is also
suggested that USAiD official;, rofessor Fl.ering and Dr. Iunes 
 .eet at anearly date to types ofclarify the equipment which could. be fuidcd Lundci"
 

USAIID procedure.;.
 

From another stanl)o int, no specific equip:e nt ptuchase procchIrXOShave been established. U. group :hoald ].a1he . s map nu r to so.c.Ltsuggestions and recc.,ixcndati C fro:.i each potenti: l user (w:holc sale rma'kts
and others) as to the kinds of equipnent which they feel will b1 required.
 

The most likely type of equipsent which woLJ.d be useful for moa'-otnew:s would be radio units, it is particularly -flexible, especially for t
interior as.eribly markets. 

As a matter of interest, the capacity to comiunicate beteen r s-tzis more than just an ability to deliver standa'd price and vo.u,.e ino-0:o1..i ,It also ma cs possible the creati.on of ne;w business relationsh:.ps be7;C""individual deal e-s. In recenta situation, a Salvador buyer tuscd the telexunit to order a shipment of bananas from a dealer in Florta--leza. 

http:relationsh:.ps
http:creati.on
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D. General Comments - Revistd Imnlerentation Plan 

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

1. The plan, to the greatest extent possible, should have more

detail in correlating proposed work 

The 

schedules with projected expenditurer:.need for flexibility is recogrnized but it does not preclude specificity
and detail at the planning level. Any needed changes can be rmade on the
basis of periodic reassesmPent of prograra implementation. The plan shou.ldalso correlate inputs with needs, so as to provide a clear rationale for the

various program compnents. 

2. The plan document shoul.d separate program report from planningper so. In regard to the former, in addition to the history of activities
 
an appraisal of consultant's worh and recom.'nondations seems appropriate 
 s;o es 
to indicate which of those have been or are the most appropriate to beimplemented in view of -progrn priorities, resources available and lim..at onfactors. Regarding planning, the presentation of the rationale for thevarious progrmi components and activities would great].y improve the cons, st
ence of the plan docurient. Phis rationale would include item such 
purpose, alternatives considered, innuts selected. 

The section on MIarket Facilities should li epMnded to includediscussion on technical c 'to U maretsr re~tailUr,orura]. anld 
markets and assembly markets. 

3. A detailed schIedjt.e of disirn':euents seems to be required by
USAID as a matter of official polic:,. eccgnizinr the diffi.ties involv.
in deve.oping such a schedule, whi.clh probably would be subject tC chan7e inthe near future, some form of under tanc7ing must ba reached between USAflD 
and COT!C on this issue. 

4. On the basis of 1972-J.973 comlitments and projections, a'zmro
xirnately iO %s for the balanceavailables.l. of the project perio.C. 1 1the total projce' budIret is c::ecuted as now scheduled, the percentfic allo
cation of fwid ; wrould appear as follows: 

ci CY Ct
 

Per.soirul. S1rvi ee:;
 
U.1S. Salaric-, 
 16.0

Brazilian Sa-larics 18.6 6
ConzuJ.Lants 12.4 12.7 47.0 

Traininet
qui-pent 21.0 

Ana1 lysi s 

-

Miscelancous Administration
 
Bank Charges .35 
Housing 4. 0
 
ilt l Trave. 
 .85
 

Iloving-Storage 1.35 
Education .25 LI 7.2 

100.0
 



These funds will be disbursed in a relatively brief period. Extreme 
care should be exercised in the administration of these funds, especially
in regard to equipment. It is appropriate to note that the general distri
bution of funds appears reaSonable in the light of project goals. Ex.pendi
tures for Brazilian salaries moves sharply upward from 1974 on and U.S. 
salaries decline on a compensating basis. 

V. RECX1HDATIONS 

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

1. While USAL3 rightly requires an observance of standard ad-ininstra
tive policies and procedures governing the use of loan funds, the COTEC-
COBAL operating envirolnent is one of strategic flexibility. 

2. The U.S. Advisory Groun is in the untenable position of reconciling
USAID requirements with COBAL strategy. 

3. If these points of vie are to be resolved, USAID progra.ra -e
ment personnel axe going to have to .: brought more frc-uerntly into pJ.aani-g

discussions. Through whatever ,:.ns, the respective parties must co:rznica . 
more effectively. If this is not done, the U.S. Acv.',;;ory Group will co'p ue 
to remain in the middCle, in the aw!hwe,-d position oi- n interinediary to"cen 
COBAL and US.AID and finding it increas;ingly difi'jcut.t to satisfly either 
party. 

::n the light of all the factors affect;ing the oper-ation of this 'oLrc.,

the Ev .lua ion Tcrmn submits the following cormiiendations:
 

A. Organiz-Ltion
 

1. While the internil ;or.nj; relationships between C01IC n,,,.e
ment, the Snanish tcw.i and the U.S. greun [re cordial., the present .. ,Uc',_

lends itself to serious poet-cn~wl probhl-:i as discussed in more detail o:n
 
page 11.
 

The fl, ri.uat.ion .o.... aTc,A: r ", rcdef.nition of roles. Fun,.ic:alcharts nhouc.d 1-c -lI. . 4rr:le tai led .... *"-,e-j It7,, jio d..ub ' s : .J.-"' 
ed. In addition, eotside'atioo ::h.,.d be given to the feasibility c 
aligning -,anishad U.S. 'Lh:; wo.ld help '" overe§'ior to e!i.,._h . 
lappin,: functions. ?or e-:" .. , oi: . a')roach ;7ould be to give -,o th2- U. ,;. -
Brazilian effort Lore of a ficll sr:r:vice role w:hich cmplasize:; direcG ro,,c; 
nal.izcd and continuing contact with ti I.arkets. Organization,liy, t'-,
Braz.IJian staff Uou1ld bcco'n,,. ge:craliss, with one or Tmore saff mc....... 
to each .iu.'zet. Conceivably, these roles coui.d be filled by reassC;"
federal supervisors to CO.[-I'esli a. It would be their rcsponzibiliy
to serve as the direct linh between the market and COTEC on al types of 
activitiesz. Tile "Field Service SpecitJ.ist" is at once a genra]. tcchnicial 
an expoeditor, wad a liaO.son man bet'ucn the field L,.nd headcuarters. The 
benefits of this approach Lae thesc: 

a) Th1is epproach could p:-.ovide for a sharo distinction be. 
the roles of the tWo groulps, eJl rinating the current duplication ol' effort. 



b) The division of cork in this form strengthens Dr. Tunes' 
capacity to maintain complete inforrmation on all field operations. :ach 
Field Services Specialist would be required to be completely informed on all 
operations, problems and needs in his assigned area. 

c) Administratively, the work of the Field Services Group 
could be much more easily directed by Dr. Iiunes. Each of the Field Services 
representatives becomes a channel for fast technical services action. 

d) There is the iportant benefit (eesential to effective 
technical assistance) of giving each of the field operations a personal link 
to headquarters through their onm Field Services Specialist. In turn, the 
COTEC Representative should be encouraged to feel a strong sense of responsi
bility for his assigned market,. He should provide the persona link in what 
might otherizise become a bureaucratic procedure. 

e) For the Field Services staff, this approach forces fast 
learning of a variety of activities. This kind of teai approach is also 
easily assisted by a small group cC generalists (such as the U.S. Advisory 
Group). 

f) In their role as Field Cerv.ces re-zrccnt,.vJvej each 
staff member can -work effectively with consultants and -ransmit CCQ'C-ppro.'.i 
consultant recoinyrndations quickly to the field opcrations. 

g) For USLID, there wold be clear evidence of the practical 
use of loan funds for inplementation activities - the real goal of -Ll1 tcci
nical assistance. 

This concept stren,-thens the capacity for effective evaluation of 
field oper'.tions. It wou:Ld be rea,:nato have a s"r..alll central re:-earch 
staff 0or'-ng on special project:;. 'Dut Whe cl:phasis would clecarly ;c of 
Field Services - ilc.,y fr any did not aand awey ,, activity which have 
cixect bearing on actual operations. (Seec :hibit ) 

2. Dr. ilunes th.e -role n tern:; of both research -n. 
implementation. There are .a.y (r:"n~is o::t..ohs ti.e. s,r.:a -ac. an 
rosponsibil.ties: zare also c1mnl.>:z Lcd hy jio]i.i cal. fcces which na-, a hiat.... 
part of this e;'viron.ient. The i,.'auc 'on i'cw recomaernds that Dr. ",:ue;:',; 
serious considcra- t'on to en.a,-Ln, his enior ,'taff as a eans of .. 
his owm administraiive workload. 

3. 'ie .orkdng cnvjrc:.: nu can be considered as a ftctor .n ,>:-:
zational eifcctivcnn:;, and it .:ould IjU diffJ."1ult to find worsc ,ar:in- cc._ 
tions than those that no;r et.. Of_':iccs arQe cror..dd; the noise .evel. is 
high; there are no quiet confe ence facilities. Sta.ff productivity :>so .d 
increase nheialy in i.ore suital-e quarters, Ter in excess of V', - co:sL o 
these facilities. hile p. ans are in progress to move to better qua'-rs, 
the nove should tahc place as soon as possible. 
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that the futuxu staffingIt. The Evaluation Team also reconmends 
plan include at least one full-time bilin&ual secretary. The U,S. -Brazilian 

group nr operateswith an absolute minimum of clerical staff support. 

B. 	Coordination
 

1. 	 As noted in the introduction to this section, USAID has remained 

of this program. This is a desirable posture normalsciewhatreote from much 

ly, but some greater degree of involvement seems desirable now for two reas;onz:
 

first, USAID/COBAL would become more sensitive to all the factors affecting
 
and USAID providing m~oreactual project implemrentation; with COBAL requesting 

direct help in fulfilling loan control recuirements. Secondly, the L'aluation 

Runcs assume a greater degree of responsibi-Team strongly recommends that Dr. 
lity for coordination with USAID.
 

2. There i s reportedly a breiadan in coordination between 1IDF 

and CODAL in administration of L-03. The Evaluation Team also wdeerstaild; 

that IWlDE could be better informed on technical assistance services. It i.; 
staff member to meet regulr2recommended that the MBTDE designate one senior 

with the COTEC counterpart to exchange information and naintain open lines 

of cawsnunication on technical arssistance matters. 

3. It is cssential, to mutte:c suport for the cchnieal a':i t,"r'c 

effort from all agencies who': interests are cven remotc:l.y related.U hr " 

a prticular need to coordinate marlket cvelopmient efCor1ts- with c:..ension
 
Srmior U.S.
agency activities. It is reccxendcd that Dr. 11une:.- ,,nd the 

Advisor give particular attention U of ce::un..to establishin stronger lines 


cation with the ag;ricultiural e ension a-;ency. [Dome Sigficc. steps ::
 
already been talken by including e:ctenson age:J, in the loan-fun. :d tL'
 

shol-]d be continued.
proflsrcu.1. ,,This kind of invo.vu.ent 

C. General Operations 

1. Caution should be- rerc:'[iu!,;e in sehedulin, trninin2 abro-d foi'

eembers of rhe ,aziliann staff. Wle th,; need for traiininL is aptrurl , 

plans should be vade 'or their rcplacovv:i: and for their efl'eci've uti].:;r
tion upon comp]let-.on of tra3.ninj, 

2. Plans sho\ilT >l.o be d'el J LO ol'f-set the effect of the 

nlingeof govcrin.ent (in Y:;._cch, en(4)en 1L n-fun'cd pr1g1'::, if ey 
iperr;onnel changes take place in CO'LkT--CQ1:]C, ihere could be a seri.ous 

on proigvam developnent. 

3. The U.S. Advisory Group :hould berin documenting na.; the e-.'-a 

of technical assistance - fo)_lcririg the basic indicator outlincd in the 

Rcvised Lmuple-cn'ction plan. 

k. brvalluation of ceoncmic aupact of wholesale markets as antici< 

in the Revised plan should be given hih priority by CODAL. Plan should i. 

cate timing of this evaluation, staff r :uirc-.,cn's and funding. 

http:comp]let-.on
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. More attention should be given to strengthening COT,-C'c staff
 
capabilities in feasibility and cost-benefit analysis.
 

6. In an earlier section of the report, the Evaluation Team noted 
the relative merits of consultants versus resident staff. The ultimate objecti
ve in this situation should be the rapid development of in-house capabilities 
fron among P1azilian staff raemboers. Until that time, it seems essential that 
resident specialists in interior assqmbly markets be secured as quickly as 
possible and that further consideration be given to a resident professional
 
in the field of grades amd standards. 

7. The hazy areas Srrou-Liing equipment planning must be resolved 
as soon as possible. USAID program officials should be kept informed of all 
progress in finalizing equipment expenditures. 

8. We have noted earlier the importance of fast but orderly 
action in such priority fields as the marktet news service, training-, and 
assembly markets. Under al c rcumstanccs, it is important that an el°-ent 
of centrl administrative control be exercised wherc possible. T1his hind of 
standard policy application wil be of speciLl importance in operation of the 
interior assembly mn-1kets. Tow.urd this end, consideration should be girven to 
having the indiv:cdual s vte the as seubly n::e-ts in thi.r o-;nC ASA mc:rJe '". 
states. It w.oLld be helnful fro:.1 "Loith an aK:in:iitra,.vc ,nd a t 'het 
standpoint fo: cach C!iVSA to c::crci,:- this degrCe of :untrol in the:ir .c 
ye market ,seems. The CEA shoJ.l hve resjons 5,1icty for the train ri oL, 

asscribly rarket personnel, vunder the 'encral guiu1:tce of' CO'TiEC. 

9. Special priority shald bte given to broadening the trai n
progrci. It would b'e appro. 'Ute Lo conc;i ::: adding an adlitional jlruziJ..:, 
staf'f embe.r t, assi st in tr:inizg pia:miL; and c rdin.tion, and al':o to 
develou, any fiurther refinc':ents in (;.,n,' personnel policies. 

10. hii.e not u',; a ':,.r. the tc( hnicn]. aissistance cc,:_,'t 
the brazilian (overu::..ecmb J ; nc rnet, T'al.uationconcrt:, tP:!t(Uldthe YeC.m 

the U... A:uryvi CroMk .:o- ;,p: {o s;i:te nterst .. brouder po.'I" 
of nu'at. c:cd I. as a foll',y. 1. di !2 vru','s. At there a'e ornt* preseiit, 
lmiled tr~ts of cred-t for the s.:,. far:'er. The d for rore credit-cd 
will. inc: 'ea:: ,t ccoil.t o o' , us re:,hly : et sysc:. . 

11. It jiS esres itO.V i t i role of t-he niddllc-manu1 in the. total
mar]:et r:ys Len" be i.<llr7CIA .:.[S} :'ThI rJ. car.e. I~n sor:e iw..r:ei.:s, the rhijdlc-> rn 

" u c;n the e:emerges a' h:. (? " mt ',r,, uutei ally capable of.viecti:iz;in" Lr: .

Lnte.cu 
pro .rami. Ass'..ly n:et T aua:crent should be particularly concerned with 
this poLcitial pr'oble:n. 

and tPrxeb, sl:,a;i,,xin:-, sa of' ,.-irmcurtanu blcne ±bts und.( r this 

In sVcamry - the highest priorities which warrant a'tention are: 

Clarification of the rganization Structure 
ledefinit:'on of the U.S.-,;razili,xn Tcwi Effort 
More effective Coa.uicatio:i ,ad Coordination with USJD and C0:3 

Particular Attention to Training, Dcvelopmnt of Grades and. 
Standads, cond ].c:.cn on of' the interioro Asse;bly ..r,:e:
System. 

http:aK:in:iitra,.vc
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II-COO RDENAg.-O GERAL 

1. - EstabelecL'mento de urn Programa de Prioridades MI.1.)
2. - Coordenagiao do pragrarna geral e dos pianos Darci als
 

(IV.2.)
 
3. - Veriflicaao periodica das tarefras e resuitados corn 

GE1MAB - Cabal.. (IV. 3.) 
5. - Revisa e readaptagao periadica do pragrama geral e
 

dos pianos paca'. I..
 

II- bETE4PJ1IAg.-O DA DOPOLITICA PRQ0GRANA'-, 

1. - IMagnitUde-S eLOnI M;CaS de Ba=se (nacioa-la) (I.1.) 
2. - Estrutura dea !artida (1.2.) 
3. - Polf~tica racioinal de Abastecirnento (1.3.) 
14. raim que izi-Lervemn na rIaborE .et re ra;:: 

Progra,-a (1.L4.) 

-Meios diSDOfl VajS(L. 

6. -Estuccis b~sicos co:ra~~entre a situ!,T atua2 a 

TII TAREFAS ScIs 

1. - Mgnitude-, 0001 0r'icas cie basc (ragi-'cni.z ) (111 .2. 
2. - Auliis e d a Estr'utura Co: j.rc cI I as a -a S d e irIIf,-', . 

cia. (111.3.) 
3. - kan'1ise d05 coiltrl-.7s *es cr, z oas proja-tos a a)di iZ 

llan'ento cias Cer,rojs . (11T.t;) 
4. - Ajustes docs p rojc',os e,! iasj~at do cl- C~ 

tral, as necessicia :s,, reais ee degrea influe-nci. 

S. -Detrmir~iado miaterial a equipanen.zas de mr&c 

6. - Elabori-a dea u!-n -rogra..,a oIvrcs(1. 
7. - AmC5s1 LS .A' e C- L b!riaco:iCc fina--ceirc cie ca-

Central. (111.11 e 12.)
 
8. - Esbogo e fixaqcIo de nornmas para c ontr'alestcri0 

funcionam'ento 
c East-o (:1T.11.)
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IV 

.9.-'Esbogo e fixag=o de normas de pprotegao. '(Il'.7.)
 

10. 	- Esbogo e fixag'c~o de normas Dara7 a transfer~ncia do 

usuario. (18. 

11. . Esbogo e fi~a;o de ncrrnas Dara o estabelecimento 

de tarifas. (11.6.) 

-TAREFAS "Y'SPECIIFICAS DO PROGRAMA 

1. 	 - JURIDICAS 

a. orracosttuigio das Soci*edades de Gestao 

b.. Esbogo e fixagao das no-rna.=s juriclicas gerais. 

c. 	Reda-Ho dos Estatutos _-a Socciedade. (111.8.)
 

d. 	Iormas -- zC. eri:me ros 

Central (1II.14.) 

ara 	 "Jt~~ de c _-_' 

2.-TCICOOE.CoNr 

a.l. IDeterumin;- !a 'rci c.E! influ~ncia de cacla Cen~

a.2. Betcrm_'i 2a;Ho do per-_ c:'o de cada Central 

b. 	Opcrar'ao (Idot-ran.;fcicnci dos coinrciaritcs. 

c. 	 Calcaulo dotrr >r .!.ci .(II 

d. 	 1Pi'o~ro.0o c~~ ~ CI a de ccmercial.-zza..o. 

e. 	Prcmo( ia d:. Coviv--t p~a- acirair,'novos usris 

f. 	 Controles de Gcs4tao, tcico e funcioname.to. 

g. 	 Regulamento de funcio'.-cnto interno. (111.16.) 

http:funcioname.to
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3. -ADMINISTRATIVO E FINAIICEIRO
 

a. Estcabelecer um gruopo nacional de contabilidade e
 
*controle financeiro, de acordo corn.os 
procedirnentc-s
 
officiais de contabilidade, orgarnento 
e aucditorla.
 
(I±.3-)
 

b. Desenhar um sistema de co:-role contagbil e firian

c. Adotar i sistemade ccmtr'ole cont" bil e fina-ice-i 
'r0 para as Centrals. (111.10.) 

d. Impleinentar o sisiema de controle contaibil e flna
ceiro em cada Central. (11T.9. e 11.11-)
 

e. Acor Parhaento c revisc-o _,o siSte.cj-.: de c 

ciona. e as Ce-ca 2fc r'.ais &e 
to. (11.10. e 111I.17.)
 

g.DcsenvolEv -,nr;;--ra:-s funcionais, d e~c;cv:) 
rescna~siz~d shicarcula de 0DCSSai C 

inter--relacrionl::.-en-o funcional ccm os usuE~r:-

V I~o2*A~~o2> ~?C*- 11.2 __119. e 111.20.)
 

VI - CLASI:c;. 
 PD0.I~~ (11.13.) 

VII - TEU>~J 

I - Tvcina-.eryo de pcss-_c-l de d>-etjio (1I.14i.)
2' - Treinaml-ento de pessoal aspeczfic-o da Central (111. 22.)' 

http:siSte.cj
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