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To the Speaker of tile flousc of Representatives 
c 6 and the President pro tempore of the Senate 

This is our report on ways to improve U,S. foreign 
trade strategies, 

Our review was made pursuant to the Eudget and Account- 
ing Act, 1321 (31 U,S.C. 531, and the Accoctnting arld Atidi::.- 
ing Act of 1950 (31 U.S,C, 67). 

Copies of this report are being sent to the Director, 
4- Office of Flanagement and Budget, and to the Secretarjes 2 2 

, -I’: ,-s/J of State, Commerce, and Agriculture, 3~ , -‘+2 ? 2- 

Comptroller General 
of the United States 
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DIGEST ---_-- 

I-'rograi~ts of ether alericies also im- 
portant to, and having a role in, 
expaltding U.S. trade, such as the 
Department of tile Treasury, the 
Export-import Bank of the United 
States, a:i?d the Office of the 
Special Trticic Representative, wre 
considered only incidcntaily. 

This review is a fo7lo:~up to several 
earlier GF\!l reports to the Congress 
on the 

--commercial exhibitions program, 

--trade opportunities program, 

--foreign market analyses, 

--commercial offices abroad, and 

--Commerce Department field offices 
in the United States. 

In summary, 0 fficials claim: 

--State's perforlnancc nerds to be 
improved to more systematically 
define U.S. comnercial interests 
oversnas - 4 establish pricrities, 
and develop strategies to advance 
them. 

--Regional differences reportsd by 
U.S. Embassies show a need to sary 
commercial activities and to es- 
tablish priorities by region and 
country. 

-&esr Sheet. Upon removal, the report 
cover date should be noted hetecn. 



Ihen the entire market is analyzsd, 
opporiunities afld pi~OblE3iA Call be 
ranked by iE?ortance (See p. 14 and 
app- I-) 

Information G40 obtained on 28 sec- 
tors cf 'the Mexican eco::olly revealed 
that substsntial nevi investlEenl;s 
wet-e plarined for many sectors rlith 
large import S ant-;ci pated for Sc?iW 
i tms e These silustions present 
importar7t export opportunities. 
For exazpfe: 



. 

--Take the lead role in co~Lfnir1~ 
individual agetxy stratqi~s into 
overall U.S. country, rerjional, 
and worldwide trade strake~jes so 
that an?l-l-r'cs coordinate their y\ r*C. 
activities and assist each other. 





The Departments of State, Commerce, and A4grictilturc arc 
the principal agencies involved in planning and czrr;,ing oiit 
TJ. S. commercial actil’ities abroad. 0 t Ii e 1‘ iI 2 en c i e s ia; h i c 11 c’. i’ c 
:11so important to and have a role in U.S. trade interests 
include the Department of the Treasury, the Export-Import 
Bank of the United States, the Office of the Special Trade 
lRepresentative for Trade fiegotiati.ons) the Council on Inter- 
national Econorzic Policy, and the Office of ~lanagemrnt and 
Budget (Ot.!B) ; but their activities were considered only in- 
cidentally in this revi.ew. 

J’!e previously examined and reported on the effectiveness 
of several IJ.S. Government trade promotion programs and ac- 
tivities. These reports included: 

“Opportunities for Increasing Effectiveness of Ovcrsec1s 
Trade Exhibitions” (E-135239, SOX~. 4, 1971) 



“During the 1970’s, promotion of U.S. trade and 
assistance to Ar!crican lxisincss must have high 
priorit! in the activities of a mission. The mis- 
siox chief has t%e respo:isibi 3 i ty of providing 
leadership in all U.S. Government efforts to pro- 
mote trade and assist American business abroa;l. 
Support by a:?1 Foreign Service personnel and all 
U.S. Governlxnt fZl~i!~~iltiS in a missi.on are essenti a1. 
as xce m3.s-t earn our way 2s a nat.ion to sustain 
our basic governrental cornrnitlnent s to foreign af- 
fairs. This sup;lort of t:.S. commercial interests 
must be active a.nd effective.” 

Comncrce does not have its own overseas commercial. serv- 
ice but relics on the Foreign Serl:ice pers0nrlel Of t.h;l De- 
partr,!ent of State and the coli;mercial attaches at the E~~bassi es 



1. 

2, 

3. 

4. 

5, 

6, 

7. 

8. 

9. 

Prepare comnercifii and economic rc3,orts L 

,up;1or:: track! cskibitions and trade center acti.v- $ 
ities o 

Jr-;.--, -.;, . L 61A&L, ccxltacts for visiting sales 2nd inves tmc~nt 
J-7; cq: i”’ IALJ.. r. -&.2 0 

E>tami11e possi.ble investment r licensing, and trade 
GppO3TX5tieS * 

Xaintajn commercial ! ibrzries. 

Ansl:er foreig11 business inqruiries. 

Respond to mail inquiries 0 

Provide lists of posstble agents and distributors. 

Advise on comizercial policies o 

COUNTRY TRX’E STKATEGJES 

For SOLiC? countries) State develops a general plan for 
all mission activities: military, political 9 developmental) 
educational 9 2nd commercial. Commerce and Agriculture also 
prepare programs to direct commercial and agricultural rep- 
resentatives in U.S. Embassies. These programs 9 holcever, 
are restricted to ac’civlties of the sponsoring agency, do 
not include activities that could be undertaken by other 
agencies p and are not tailored to individual countries. 

SCOPE OF Rl3’IEK 

Tie exar!iined reports and correspondence a-t and interviewed 
officials of the Departments of State, Commerce, and Agri- 
culture in Kashington, 3.C.) and the U.S. Embassy in :Iexico 





,,;;.,: 1 .i- L-2 
;“ir r- 

During the ficldh~ork On this 2'CVie;;, Ice noted tliklt 

several agencies t:ere aware of the need for better trade 
activity planning and were trying, on a limited SCB?~, ‘ilo 
make their promotion pimOgral!ls more precise e State ?.J?C! c:c*:- 

mcrce were jointly Jcvelopi-ng ;I targeted R~pl’O~Cjl iOr C;:l‘T‘;.- 
ing out thei.r programs to match the Interests of L’,S. I;ian:l- 
facturers rcith marketing opportunities 01~rcrseas I) A~1 g r i (12 i - 
ture S ioiul taneous ly was developing more cspi icit progrzx 
for its 0vei’sea.s activities a Tllese efiorts are positive, 
but they coilcern only individual agency activities; a zore 
coordinated and comprehcns i-\:c pl anning approach which re- 
flects total U.S. trade interest is needed. 

Officials of State, Agriculture, and Commerce; a man- 
agement consulting firm that prepared a study on the need 
for overall planning for Embassy activities; and the U.S, 
trade center in biesico commervted on the need for iriproved 
planning of U.S. commercial activities abroad. These offi - 
cials said: 
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-- A~riclll m-r e needs to app?)* resotirces avail.;=b?c for 
export pror:lotio1i in the right amouxt at the right ti17e 
on a country-by-coL~ntr~ basis o 

- -Comr!ercial actiiyities listed Ian Commerce ?s coufitr) 
trade progrw.s should reflect and support the basic ’ 
objectives 9 priorities p and strategies agreed upon for 
each country and should consider stzff reso:~rces and 
capabilities of the Embassies involved. n-ii s ca11iio t 
be done with identical boilerplate language for each 
activity for all countries. 

The results of our rcvi ew in Mexico were consistent with 
the above viexs and showed that, to enhance U.S. trade inter- 
ests, there is a need to (1) a.nalyze individual foreign mar- 
kets to identify commercial opportunities and problems, (2) 
decide w~h?ich areas warrar,t attention, znd (3) seize the trade 
opportunities present and solve the most important probiems 
impeding J-1. S L trade interests. 

We commented ir, previous reports on Government trade 
activities that State and Commerce had made sporadic attempts 
to identify IJ,S e overseas marketing interests and promotion?.i 



An understanding of the market in each country is neces- 
szry to developing a viable country trade strategy ~sith 
speci.fic plans to correct or alleviate adverse factors af- 
fecting U.S. trade and investment objectives and to taI:c 
advantage of the opportunities presented. 

U.S. Embassies prepare economic and corxercial reports 
as part of the Combined Economic Rci;orting Program +:hich 
might provide a practicable base for planning trade act?-vi- 
tics. This review anil previous ones have revealed, ho:~:e~er~ 
that program reporting is often sporadic, statistical rather 

reports do not provide 
allocotc limited rcsou 
ties and problems. 

than analytical 9 and not comprehensive enough to provi3c an 
overview of an entire market’s potential D Therefore thcs c 

sound bases for developing plans TO 
t oppnrtun TCE‘S to the IIIUSL significan 

111 

i- 



CiiAlTER 3 ---. 

State 9 Commerce 5 and A~ri~L~lt~re prepared some type of 
program guidance for carrying out cowncrciai activities in 
Wxi co f but none was construed as a truly effective trade 
s t r a t e gy e 

State prepared the Country Anal.ysis and Strategy Paper 
which did not provide any specific plans for commercial ac- 
tivities. The Deputy Chiei of blission agreed that the paper 
was very ~ crcneral and did not provide any functional guidance 
on commercial matters o 

Commerce’s Trade and Investment Program for Xexico had 
not changed substantial?y since 1965 and gave no specifi.c 
guidance on the most important commercial activities that 
U, S, agencies shoul d conduct z 

Agriculture’s trade program indicated the promotional 
strategies and the specific trade-related activities it 
planned to pursue in 51cxic.o each year, but it-s scope was 



To determine the possibilit) of preparing a cou~tr;~ tradt 
strategy and the benefits to be gained, we 

--identified the Xe2:iczn econoclic scc’,tors considered 
best for U.S, concerti al i nterests ; 

-- analyzed the information to irlcntif}? specific O?pOr- 

tunities and problems facing U.S. companies; 2j>d 

-- prep2’ed a model comtry trade strategy, ide:;tifying . 
specific ob j cctivcs 2nd the commercial activit5.es 
needed to achieve these objectives m 

Information on 28 sectors of the Mexican econolny showed 
that substantial new investments ls:ere plaxmed, From this 
and other informztion, ice outlined a country trade strateg) 
predicated largely on: 

- -Obt.aining development plans for preparing detailed 
lists of specific opportunities for sales of U.S. 
goods and services 0 

--Providing technica 1 a.ssistance to public and priva”ie 
sectors to assist in preparing development pla;ls o 

--Developing lists'of U.S. companies able to provimde 
goods and services to targeted sectors of the r;,a.rket; 

13 



s - 1’; I> cj j c drin@ ‘1,s. compa~ics t-0 register to bid on p*ublic 
proj ects c 

-.-;Lssisting Yc;<ico to eqmd its exports as an alternn- 
til-c to en.r.ctme c nt of more restrictive imtiort poficics, 

presentation of our strategy is shown in appendix I, pages 
25 to 35. 

Embassy ~‘W-SOJ~JI~~ zgreed the ?Iexican market should bc 
analyzed 2nd a trade strategy developed setting forth specific 
Gbjectivcs and commercial activities needed to accomplish 
then. %I-, “‘i’ stated this would enable better focusing of 
Embas s) 2nd Nashington efforts on important commercial. ob- 
j ectives D -ATT IkbasSy telegram Gn T:!arCh 30, 1972, t0 the 
Secretary of State suggested that our approach be used in 
developing cor;;r;?ercial programs in other countries B 

Embassy personnel also agreed that, in view of the sub- 
stantial number of agencies and individuals involved, clearly 
definer! strategies v:ould. he1.p everyone in the IJmbassy ~<orli 



'l'he Embassy agreed additionaJ. inforrilation was avaiJ.ahje 
to pinpoint li;lich spec; fit c0i;;l.l icrcial activities to concern- . 
trate on and. stated: 

“Forei.gr: governments may proceed slowly F with many 
delays, but their long- range projects should be 
identifiable, ,‘: A 9’: Large-scale expansion in the 
private enterprise side is also usually known rqell 
in advance o ‘* 

The fact that Embassy persoRne1 are more aggressive and 
successful in providi.Cg COITiE*?rCial assistance when specific 
objectives are cJ.earIy defined indicates the value of pin- 
pointing 0;3portunities I The Embassy, for exa.mple, expended 
considerable cffoxt to involve il,S’. co;kpanies in construct- 
ing and eq:iipping steel mills, nuclear powerpIants 9 and 
fishing vessels. Reports on these area5 \aIere analytical 
rather than rr:utine and outlined suggested courses of action. 



As a FCSU 

All Federal agencies that can identify opportunities 
or carry on comrilercizl activities should participate to’ 
make optimum use of agencies! trade promotion resotirces and 
to collectively focus on key objectives. 

There are many alternzti\~e methods to those we used to 
make the market research ai?d prepare the trade strategy F-or 
bIexi.co o Commerce 9 for exaqle 9 is developing an export ex- 
pansion system for the 1970~~ including a I)-rogram to CCI~- 
CelitZ’2tL? export promotion on 15 U.S. industry g:roups (targe t 
industries) having the highest export potential, It is 
also developing, in conjurlction with State, a country ccm- 
mcrcial program which v:il.l use Embassies’ knokiledge of ihe 
market potential in thei.r respective countries. I%I,2ssies 



Rfialysis oil a country-by-country basis would. a5sls-t 
Commerce in planning for comriiercia.1. activities by (4) iden-t:i- 
fying the peg muliar cozzercial opp$rtlxities 2nd problems, 
that face U,S. ct?mpanies in ezch country, (2) indicating 
the relative need fog: governPenial assistance: (3) prrolurj d.iil&: 
a basis for selecting Lhe target industries 9 (4) indicating 
tlie type of prol;;utj.on31 events arid the degree of otlier age;:- 
ties s assistance necessary to attain the most inport:?nt U,S. 
commercial objecEives, 

Commerce informed us that its country commercial pro- 
gram $ which wiJ.1 be transnitted to the Ernbassicts fcr rc\-ic:i 

17 





The agencies concerned ~c~crall.)* agreed that a snort’ 
systematic and coordinated approach ~:as needed to identi f:,* 
the specific U.S. comercial activities that should be co:?- 
ducted ill foreign; countries 0 In the past, improved 131 al-lr~ing 
r;:ethods lcere developed but Ilever adopted to the exte;lt that 
they provided a viable basis for carrying out corme~cinl ac- 
tivities. 

OUT SUieLTey ill ?Iesico dcjnonstrated the feasibility. an; 
possible benefits from preparing country trade strategies. 
Nith a vigorous seeking out, sufficient information c39 bc 

obtained that (1) identifies opportunities for U, S 0 co!~!~anics 
to sell their b c’oods and sex-x-ices and participate in I,!ajoi 
developzent projects and (2) reveals specific problem hinder- 
ing the commercial interests of U.S. companies. 

Khen the entire market is analyzed7 planners can rarlk 
these opportunities and problems according to their rclatix-2 

importance. Embassies, properly directed, can assist U‘S, 
companies in taking advantage of the identified opportunities 
and sol\7ing the problem faced. 



The individuai cou~~try trade SII ategies develcpcd need 
to be refiEed into specific activities to disclose, ev:;iluate, 
and compare tcfie opportunities for increasing U.S. exports. 
Decisions on b:hich activities to uaderta!:e should considc:~- 
the relative payoff against available resou-rccs, with each 
agencv responsi~1.c , for making the final decisi oris on cox- 
nercisl activi ties to ur.dei.ta!:i2 zild for obtaining the rleces- 
sary appropriations o 

Fina. ly : the individual country strategies evcntuall) 
need to be analyzed and aggregated into region21 al?d world- 
xide strategies e The State D ep a r t xe :I t 9 because of its re- 

in all. Enbassies, 
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That resources be prope-r1.y zllccxtzd z:no:-! F CJilIfYI ri c5 

is equally inport2n-t. For example p potential ic;. S. cozi:~1*- 
cial oppor-tunitias in. GerlJRll)~ nay be greater than in ‘ksj CC, 

’ Because of li.zited resources, U.S. comercial activities in 
Mexico EEL)’ have to be discon:inued or reduced so that the 
United States can take adJ:antnge of the xore subsstr:n*~a~ 
opportunities in Germa;ly. This type of resour*ce al:!oc;zi:1ol-i 
will not be possible, however, until individual strategies 
for several foreign c0untI~ies arc developed and synthesized 
into regional and worldt:ide plans. 

25 
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--f!igh fikelillood of 1J.S. com;!ercial activities il+::ct 
on a: I sectors in group I. 

Substztial. neti investments have been plmncd for 1nm5 
sectors ol’ the hIcxj can econo:2)r. For cxamj?le: 

27 



--The p,3s sage of nes2 pollution 1ai;s I-;ill substantially 

Embassy personnel have obtained specific infornation 0i-1 
and are aztil'ely assisting U-S. companies to take advantage 
of only a limited number of these opportunities--such as ccn- 
struction of steel nli.lls9 nuclear poiscrplants~ and fishing 
xTessels; a For most sectors, no concerted effort 1la.s been made 
to get speci.fic information on proposed de7<e1<>Ijmen’c plans and 
related equipment needs and no syste~~atic actions have been 
planned to identify and assist U.S. cociyanies that possibly 
could take advantage of these opportunities. 

PoSSIR!,E COTiERCi.CZL ACTIVITIES _- ---_^ 

Discussion on the expanded strategy for each market 
sector included a section called “Possible I1.S. comr,lerci;+i 





Providlpg technical assistance 



In some instmces it will be impoTt2n-t to conduct trade 
and technic21 -ass istance miss ions to pursue the opportmities 
identified in th2 ‘taroct sectors e For example, a U.S. 
technj.ca! -assistance kission should be organized by offi- 
cials from the Environ!aejltal Protccti.on Agency and techni- 
cians or consultants frorri U.S. COlllp2ilie.S capable of deter- 
minifig pGllUtiC32 cquipmn t and instrumntation needed to 
meet i’.icxicci.s Ee:: pollution laws e 

This mission is i&oz?ant because Yexico *s pol.luti.on 

Paws are new, an<t i.iexiC2la companies might need assistance 
in deterr;lining Ce specific types of equiprr~ent required to 

31 



U.S. COi?pXliOS have to register ICitil the appropriate 
agency before “ihey can bid on its coritracts. Before 3 
u c s * compan)/- can receive payment on a contract k-it11 The 
Mexico Govern:;i::;:t 9 the eoqan-y m:~st register with the 
Secretaria de1 P:t~i~r:onio ?Taciona? (National Patrimony:) b 

We found that no rno~e than 10 U.S. -based compani.es hzd 
succcssFully registered rcith the i<atiunal Pa.trimony. Ee- 
cause the registration procedtlres are con:;3lex, Embass)v Filid 

Commrce Dcparti.:cnt personnel, for at least the target scc- 
tars, shculd actively encourage and assist U. S. companies 
to register Lo bid with tht: appropriate i;Iesican GO\reTjlEIeTlt 

agencies and the National Patrinlony. 

Registering vith the appropriate Xexican agency does 
not insure that U.S. Coi!lpXil63S rcill autonatically receive 
contract specifications or even in;Fitsti.ons to bid on 
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Commerce still plans, hotcever, to attach to each pro- 
gram a list of all rOUtiIie actisj ties currentlv condUcted 
without relating these activities to specifi.c ohjcctiy,:es 
in each country. In cow!cnti n g on the decision to zttszh 
such a list, a ~~ol?~r~cr-ce offi.cizl r:ho is rcs;?oo!:sible for de- 
veloping the net; program foxmat stated: 

38 



for ad hoc scrxrices in developing countries; b) 
the need to si:hstit.ute for inapp?icable IYorld 



“Office of International Trade Promotion and II. S s 
exhibition export prcxoti on activities are a1v;aj.s . 
preceded t>;r in-country mai+ket research initiate:. 
in the 1J.S. to detemine whether the promotion 
expcr;sc ap;)uars feasible in terns of cost-to- 
bencfj t criteria, Thi s mrke t research is gen- 
erally limited to the specific indtistrial. sub- 
category under consideration, and its objectives 
are mainly limited to promotiOn success in terms 
of eq)ec-ied ir,rnedia:c: a;id -!+clatively short-terr.1 
sales resulting from the promotion. 
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Sixlcerely , 

Richa&‘14. kiurray 
Deputy Assistant SecretaT- 
for Budget md Finance 

Attachment: 
As stated, 



to the Axzrican business end--user. 
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APPENDIX III 

, 

3. [See GAO note 2.1 

4. [See GAO note 2.1 

GAO notes: 
1. This recommendation was modified to say Embassies 

should participate in preparing strategies and pro- 
vide active suphort to implement approved strategies. 

2. The deleted comments pertain to nratters omitted from 
the final report. 
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APPENDIX IV 

THE ASSISTAPJT SECRETARY OF COMMERCE 
Washington, DC. 20233 

March 16, 1973 

Mr. Dye V. Stoval‘l 
Director, 
International Division 
General Acc.ounting Office 
Uashington, D. C. 20548 

Dear Mr. Stovall: 

This is in reply to your letter of December 19, 1972 
requesting comments on a draft report entitled "Better 
Planning of U. S. Trade Strategies Needed for Foreign 
Countries." 

He have reviewed the comments of the Domestic and 
International Business Administration and believe 
that they are appropriately responsive to the matter 
discussed in the report. 

Henry.-.B. Turner 
Acting Assistant Secretary 

for Administration 

Attachment 



APPENDIX IV 

DOMESTIC AND INTERNATIONAL BUSINESS ADMINISTRATION 

Comments on GAO Draft Report 

“Better Planning of U.S. Trade 
. Strategies Needed for Foreign Countries” 

47 



The Department of Commerce agrees with these central obser- 
vations and conclusions. Better planning of trade strategy 
on a country-by-country basis would serve to identify in 
a more systematic manner the trade opportunities and problems 
in other countries. The shortcoming in U.S. export marketing 
strategy identified by the report has also concerned the 
Department of Commerce in the formulation of our plans and 
programs in the export expansion field. We have, as the 
report notes, commissioned a major study to develop new 
concepts and ideas for improving our export promotion activi- 
ties and to achieve a more cohesive, integrated and structured 
systems approach to export expansion, As a consequence, we * 
are now putting into place a systematic and integrated plan 
to develop export strategy and programs on a country-by- 
country basis. 'dowever, given the resources available for 
these activities and their place in the overall system of 
Executive Branch priorities, we must do so on a more selective 
and targeted basis than the total-conntry approach proposed 
in the GAO Report. The latter, while more comprehensive, 
would imply a commitment of resources both in Washington and 
at overseas posts beyond those presently available. Moreover, 
the proposed approach would result in the development of a 
broad range of information on export possibilities which 
might be of only peripheral value to U.S. exporters--even if 
a suitable delivery system and follow-up mechanism could be 
created and financed --as well as a catalog of trade problems 
which would not be readily susceptible to external influence. 
From these observations, we would conclude that a broad gauge 

APPENDIX IV 

The Department of Commerce appreciates the opportunity to 
review the General Accounting Office Draft Report entitled 
'Better Planning of U.S. Trade Strategies Needed for 
Foreign Countries." 

* 

The basic conclusion of the study is that "a &ore systematic 
and coordinated approach is needed to (1) analyze individual 
foreign markets to identify the conunercial opportunities 
and problems peculiar to each market, 12) decide which of 
these areas warrant attention by U.S, agencies and depart- 
merits, and (3) prepare U.S. country trade strategies setting 
forth the commercial activities needed to seize the opportu- 
nities and solve the problems considered most important." 
The report goes on to point out that GAO recognizes that 
there probably are many alternative methods to those used in 
the Mexican pilot case. 



APPENDIX IV 

and comprehensive country approach, while perhaps desirable, 
would be very costly in terms of the direct benefit it 
would yield for U.S. export and balance of payments objectives. 

We believe that the alternative developed by this Department 
better fits our resources and objectives and, in fact, is 
more realistic in terms of achieving the desired trade results. 

Based on long experience in this field and on extensive 
discussions with knowledgeable business leaders and trade 
experts, it is our firm belief that the problem of export 
expansion begins at home and that our basic objective in the 
area of trade promotion should be to get more U.S. firms into 
the export business and to get present exporters into new 
markets. To initiate this process, we must first identify 
those U.S. industries which are most competitive in inter- 
national markets. Then we must identify within those 
industries (1) the product categories with the maximum export 
potential in the individual importing countries and (2) the 
U.S.'companies which manufacture products in those categories. 
To round out-the picture, the next step is to provide these 
companies with all the market information and assistance 
our resources permit to facilitate their penetration of the 
target markets. 

It is in the development of the information needed under 
(1) above, that we need careful market research. 

Were we to start with a comprehensive analysis of all products 
in all overseas markets (assuming the resources were available). 
we would come up with a list of scattered products for each 
country for which we would have to find U.S. manufacturers 
who, hopefully, would be competitive in each product in each 
market. We believe that such an approach would result in a 
dissipation of our limited resources and would yield sub- 
optimal results as compared with the concentrated, clearly 
identified, and sharply focused approach we have developed. 

Having identified our target industries, we concentrate our 
resources on them. But we do not ignore the "targets of 
opportunity" presented by particular situations in particular 
countries. Our plans makes specific provision for these 
opportunities and allocate a portion of our resources to 
them. 
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Our approach is summed up in our Country Commercial Programs 
(CCP) which are now in the final stages of design. For 
each major trading partner of the U.S. we will be preparing 
an annual CCP. These programs will be specificallv designed 
for each country. They will use as their starting point the 
State Department "Policy Analysis and Resource kllocation" 
paper whioh states the U.S. economic and commercial policy 
vis-a-vis the country in the context of the totality of our 
objectives in that country. From this statement of policy, 
the CCP draws the commercial objectives to be achieved in 
the country! the strategy and tactics to be pursued and the 
detailed work program to be carried out to realize these 
objectives. The CCP document is also intended to serve as 
a management tool for measuring progress against specified 
goals and for identifying resource allocations and deficiencies. 

The Country Commercial Program will be prepared jointly in 
Washington by the Department of Commerce and the Department of 
State. The jointly prepared draft will then be transmitted 
to the U.S. Embassy for review, concurrence or modification. 
At this stage the Embassy will have the opportunity to enter 
into the Program any problems and opportunities which might 
have been overlooked by the Washington drafters. The Embassy 
will also be able to reflect, in its proposed revisions, the 
results of the totality of its knowledge of the local markets. 
Only after all three parties have agreed on the draft, the 
details of the export expansion and other programs to be 
pursued, and the priorities to be attached to each of them, 
will.the document become an agreed blueprint for action. 

Using thi%approach we start with national objectives and end' 
up with a carefully designed, 
of export expansion activities 

individually tailored, program 

major markets of the world. 
for each of the fifty to sixty 

We believe this approach will fully meet the trade objectives 
set forth in the GAO Report. Moreover, it encompasses the 
particular expertise and knowledge of Commerce, State and 
the Embassies as outlined in the Report and obviates the need 
for a proposed new interagency group to develop country trade 
strategies. This Commerce approach is consistent with the 
assignment of export expansion responsibilities within the 
Executive Branch. 

In addition to the above observations, we would offer the 
following brief comments. The draft is not clear in terms of 
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whether its focus is broad trade strategy or more limited 
export strategy. Although reference is made to the former, 
most of the discussion (including the lengthy review of 
the Mexican case) is directed to the latter. 

In this connection, the report should make clear that the 
Mexican case is probably atypical in view of that nation's 
geographic proximity to the United States and the long 
history of trade and commercial relations between Mexico 
and the United States. 

- 

Office of the Director 
Bureau of International Commerce 
January 29, 1973 



. 1 
! 

: . . 
.-- _-  ‘. I. -. 

APPENDIX V 

UNITED STATES DEPARTMENT OF AGRICULTURE 
FOREIGN AGRICULTURAL SERVfCE 

WASHINGTON, D.C. 20250 

r 
Mr. Oye V. Stovall 
Director, International Division 
U.S. General Accounting Office 
Washington, D. C. 20548 

l- 

Dear Mr. Stovall: 

We have reviewed the draft report entitled "Better Planning of U.S. 
Trade Strategies Needed for Foreign Countries" with a great deal of 
interest, and would like to express appreciation for the real 
service GAO has prwided the various government agencies involved 
in export expansion. 

This Department has long recognized the need for improved planning 
and the development of comprehensive export expansion strategies. 
We have made some progress in improving our total approach to 
different markets, but know much more could be done. In discus- 
sions with GAO personnel who prepared the report we pointed out 
several things that we feel would result in improvement. However, * 
we have never had the personnel and money to actually do the 
worldwide analysis necessary. With the limited resources available 
we have taken a number of steps to develop such in-depth strate- 
gies-- to improve both commodity export promotion and overall agency 
planning. These include: . 

1. Testing the development of werall export expansion strategy 
with selected attaches this year. A program of setting 
trade policy, commodity intelligence, and export promotion 
priorities has been developed for six posts, broadly repre- 
sentative of all, with inputs from the field and FAS/Washington. 
This procedure will be expanded to other posts following the 
testing period. 

2. Setting country strategies in the field by trade association 
personnel and agricultural attaches under the joint 
governmentlindubtry promotion program. Following this, 
annual marketing plans are submitted to the United States, 
where home offices of the trade associations and FAS 
analysts review and establish priorities on a worldwide 
basis for the use of available resources. 
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3. Preparation of country project statements for about 25 
countries in which FAS initiated promotional activities for 
consumer products not covered under formal FASlcommodity 
cooperator programs. Trade policy and other considerations 
are taken into account in developing these country plans. 

4. Frequent interagency contact at all levels in Washington on 
trade policy matters, promotional approaches, exports under 
government programs, and general trade strategies. Although 
no formalized broad strategy statements are issued, consider- 
able coordination is inherent in the system. 

5. A requirement that agricultural attaches be continually alert 
for export opportunities and suggest programs to capitalize 
on them. These are formalized in the country project state- 
ments, if sizable. 

It should be pointed out that many agricultural/trade opportunities 
are ad hoc in nature --that for agricultural sales to have an impact 
they must, with a few exceptions, be of a continuing nature, and that 
an important share of agricultural exports is handled by trading firms 
rather than producers, Thus, a great deal of the work in promoting 
sales of agricultural products must consist of working with trade 
interests, both in the United States and abroad, just to maintain 
existing markets. FAS can do a more professional job of meeting the 
planning needs related to the above factors as more resources are made . 
available. 

This Department is concerned with the recommendation to give the State 
Department power to dictate individual agency strategies. The Council 
for International Economic Policy would seem a more logical focal point 
for reviewing and coordinating individual agency strategies for export 
promotion. 

Again, we thank you for the time and effort that went into this report. 
The new GAO approach of providing management guidance is a most note- 
worthy procedural improvement. 

S-Znherely, --- 
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EXECUTIVE OFFICE OF THE PRESIDENT 
OFFICEOF MANAGEMENT AND BUDGET 

WASHINGTON. D.C. 20503 

JAN 26 1973 

Mr. Oye V. Stovall 
Director, International Division 
General Accounting Office 
Washington, D.C. 20548 

Dear Mr. Stovall: 

The draft report "Better Planning of U.S. Trade Strategies 
Needed for Foreign Countries" emphasizes the need for 
concentrated analyses of commercial opportunities at 
the country level and the development of country, regional, 
and world-wide trade strategies. The report illustrates 
a possible approach to developing such strategies by 
utilizing Mexico as an example. Based on experience 
gained by OMB staff during a study this past year of 
commercial and economic representation abroad, we are in 
general agreement with that kind of approach. It should 
assist the Departments of State, Commerce, and Agriculture 
in developing more effective business assistance and 
trade promotion activities. The comments that follow 
are consistent with and are intended to strengthen the 
report's basic point that country strategies should be 
developed as soon as possible. 

The report describes and illustrates the proposed country 
trade strategies almost entirely in terms of the identi- 
fication of trade and investment opportunities (p. 4). E-31 

This alone, in our view, would result in rather limited 
strategies. It would leave out such matters as tariff 
policies, non-tariff barriers, and import, investment, and 
foreign exchange policies of foreign ccuntries. The 
report would be strengthened by indicating the importance 
of addressing these matters in a strategy paper. Mexican 
examples would be helpful. 

We agree that the logical starting point for development 
of a strategy is the. embassy. This requires analyses 
and efforts somewhat different from the traditional 
ccmmercial work of embassies and consulates. Considerable 
assistance from Washington will be needed, especially for 
market research. Consequently, it would be preferable 
tc beain in a few pilot countries, rather than requiring 2 
a world-wide exercise. 
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The report calls for regional and world-wide strategies 
(p. 6, 13) but does not illustrate what is meant by those 13, IO] 
terms e We tend to believe that trade strategies are most 
meaningful at the country level and emphasis should be 
placed there. 

The report calls for widespread interagency participation 
in developing the country strategies ipp. 6, 7, 20, 23, 
45). We believe it most important that State, Commerce 1[73,- A :: ':36 
and Agriculture cooperate in developing country strategies 
and that initial efforts should be limited to these three 
agencies. Although credit terms are often an important 
consideration in individual trade transactions, we doubt 
that credit can or should be planned as part of an overall 
trade strategy. Embassies should be aware of credit 
facilities - local, American private and U.S. Governmental. 
However, utilizing the Export-Import Hank in developing 
country strategies (pp. 6, 45) may tend to direct embassy 
and Washington efforts initially to that institution l3.21 to 
rather than relying on private banks, 

We see little reason for the President's Special Trade 
Representative, Council of International Economic Policy, 
or the Office of Management and Hudget to be directly 
involved in the development of guidelines for preparing 
or implementing or reviewing the strategies (pp. 7, 46). [3, 21 to 233 

In our opinion those functions are best left to the operating 
agencies that have the programmatic and country knowledge 
and competence. This Office need not review the country 
strategies, as part of its budgetary responsibilities, 
prior to their approval by the operating agencies. 

We agree that if a country trade strategy is to be 
developed in the broader sense indicaked in the second 
paragraph of this letter, the Department of State should 
actively seek the cooperation of the Commerce and Agriculture 
Departments. Both Commerce and Agriculture in Washington 
have significant trade competence for particular countries 
in their particular fields. State should make an effort 
with the other two agencies to pull together a reasonably 
consistent overall strategy without duplicating the 
competence those agencies have. 

The report indicates current embassy activities could be 
better targeted, redirected or increased to implement 
country strategies (pp. 4, 30, 431, The report could be ~3.16~19,2O.: 
strengthened by indicating those current commercial 
activities that might be reduced or terminated in order 
to free up time for the developing and implementing of 
country strategies. OMH staff have found World Trade 
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Directory Reports, Agent Distributor Lists, much industrial 
commodity and trade opportunity reporting, as well as some 
trade mission and exhibit activities, of peripheral value 
in various countries. Perhaps, the GAO Mexican experience 
produced similar conclusions. 

We do not ‘find the emphasis placed by the Bureau of j 
International Commerce on identifying American industries 
with high export potential to be contradictory to the 
country-strategy approach of identifying American export ' 
opportunities as pages 40-41 do. We agree some American 116.171 

products may be competitive in some countries but not in 
others, but the information developed in either approach 
is apt to be complementary and helpful in the development 
of a country strategy. 

We believe it more accurate to state that the merchandise 
trade surplus has been a very important component, rather 
than "the key component in the U.S. balance-of-payment 
equation, which has enabled the United States to finance 
its large international military and economic programs" 
(p. 81 l 

[53 

We doubt that whether the United States can improve its 
commercial performance in Mexico is necessarily as widely 
indicative as the statement on page 21 states. One could II21 

just as well oversimplify by stating that nearness, 
long-standing commercial relations, and large American 
company investments mean that if we cannot improve in 
Mexico, we can improve nowhere. 

The corrunents above are made in appreciation of the effort 
and ideas your staff have advanced. 

al Programs Division 

GAO note: Numbers in brackets refer to pages in final report. 
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PRINCIPAL OFFICIALS OF 

DEPARTMENTS'OF STATE, COMMERCE, AND AGRICULTURE 

RESPONSIBLE FOR' ADMIPiISTERIiG--ACiIVITIES 
-r .:-’ * .- 

DISCUSSED IN THIS REPORT c _ . 
.  .  .  I  

Tenure“of office 
To - 

'DEPARTMENT OF STATE 

SECRETARY OF STATE: 
Henry A. Kissinger 
William P. Rogers 
Dean Rusk 

Sept. 1973 
Jan. 1969 
Jan. 1961 

UNDER SECRETARY FOR 
ECONOMIC,AFFAIRS: 

William J. Casey 
Vacant 
Nathaniel Samuels 

I 

Feb. 1973 
May 1972 
Apr. 1969 

DEPARTMENT OF COMMERCE 

SECRETARY OF COMMERCE: 
Frederick B. Dent 
Peter G. Peterson 
Maurice H. Stans 

ASSISTANT SECRETARY FOR DOMESTIC 
AND INTERNATIONAL BUSINESS: 

Tilton H. Dobbin 
Lawrence A. Fox [acting) 
Andrew E. Gibson 
Lawrence A. Fox (acting) 
Harold B. Scott 
William R. McLellan 
Kenneth N. Davis, Jr. 

DEPUTY ASSISTANT SECRETARY AND DI 
RECTOR, BUREAU OF INTERNATIONAL 
COMMERCE: 

Marinus van Gessel 
Robert P. Beshar 
Harold B. Scott 

Feb. 1973 Present ' 
Feb. 1972 Jan. 1973 
Jan. 1969 Feb. 1972 

. 
June 1973 
Jan. 1973 
July 1972 
June 1972 
Oct. 1971 
Sept. 1970 
Mar. 1969 

Present 
June 1973 
Dec. 1972 
July 1972 
June 1972 
Aug. 1971 
July 1970 

Apr. 1972 
Oct. 1971 
May 1969 

Present 
Apr. 1972 
Oct. 1971 

Present 
Sept. 1973 
Jan. 1969 

Present 
Feb. 1973 
May 1972 
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Tenure of office 
From . To 

DEPARTMENT ,08 AGRICULTURE 

SECRETARY C!F AGRICULTURE: 
Earl L. Butz 
Clifford M. Hardin 

Dec. 1971 Present' 
Jan. 1969 Nov. 1971 

ADMINISTRATOR OF THE FOREIGN 
AGRICULTURAL SERVICE: 

David L. Hume 
Raymond A. Ioanes 

-Sept. 1973 Present 
Apr. 1962 Aug. 1973 
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