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B. Conclusions 

The New Marketing System (NMS) with unrestricted sales of 
fertilizer to wholesale dealers, retail dealers, and farmers is 
off to a very good start except in the Chittagong Hill Tracts 
District. The ingenuity, hard work, and dedication to make the 
NMS function is a tribute to the Chittagong Division Manager, 
his 5 District Managers, and their staffs. They all have m3de on 
the spot decisions and developed procedures to handle new 
problems which appeared daily. They employed their own 
strategies, worked out plans, and then irn.plemented them. 

The NMS faced supply constraints in December 1978 and 
a 12 day strike by BADC employees in January 1979. Even with 
these handicaps, sales for the first two months Wlder the NMS are 
up 2,859 product tons 5.5% over the same two months a year ago. 
More importantly, the 1:J Principal Distribution Points (PDPs) are 
handling 67.7% of division's total sales. A yE-.ar ago all sales were 
being channelec through 105 thana sales centers. Under the new 
system, PDP sales have reduced BADC costs of multiple handling, 
warehousing, transportation and related product losses. However, 
the full potenti .. l saving in costs will not be realized Wltil Wlder 
utilized BADe Thana sales centers have been closed. An evalua­
tion of costs under the NlviS compared to the old system needs to 
be undertaken in order to provide NMS managers with the 
information they need to make key decisions. Also, wholesaler 
ancl dealer costs need to be determined to ascertain if discoWlt 
rates are equitable. 

As the NMS matures, sales from the PDPs should continue 
to increase. Already PDP sales are such that a number of thana 
sales centers can be closed. Eventually it is expected that all 
but the most remote thana sales centers wi.ll be closed. 

Retail prices have dropped in areas around PDPs. Prices 
in remote thanas are still higher than official prices as was the 
case before the NMS was laWlched. 

A new group of merchants -- fertilizer w.~olesalers -- has 
begWl forming in the Chittagong Division bUSinlsS commWlity. 
These businessmen are using private sector know-how to move 
fertilizer by the cheapest and most effective n,eans possible froO'. 
areas of surplus to areas of need. This has irn.proved the flow 
of fertilizer throughout the division. 
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Except in Noakhali and the Ch~~ gong Hill Tracts Districts, 
fertilizer stocks on February 1 ~ . C;"d were not adequate to meet 
sales targets in Chittagong Division for even a two month period. 
The critical Districts were: Comilla, Chittagong, and Sylhet. 
Maintaining an adequate supply continuously on hand at the sales 
points is a prerequisite for the success of any marketing system, 
and the NMS is no exception. 

Although transportation problems are serious they appear 
to be largely the result of BADC's current contracting methods. 
These can be in1proved upon. 

Warehousing ca.pacity is inadequate. This is especially 
true in the Comilla District, where priority should be given to 
warehouse construction under USAID Phase II and where some 
temporary (possibly tin shed) storage will probably have to be 
constructed in short order. 

Dealer classification needs to be considered to solve several 
current problems. It would also serve as a means to allocate 
fertilizer should a serious fertilizer shortage occur. 

DAP sales are just getting underway. Farmers are 
pleased with the initial results they see from their use of this 
new product. All active BADe dealer training program on DAP 
and a promotion prograrr ..... ith the various extension services 
needs to be started. Coordination of this program should be 
initiated between top management of BADC and the Ministry 
of Agriculture. 

Modifications need to be made in the NlviS to solve other 
problems such as a new staffing pattern to meet the demands of 
the NMS. Some suggestions are offered at the end of this 
evaluation report. 
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c. Background 

In October 1961 the East Pakistan Agricultural Development 
Corporation (E.;PADC) was formed under the Ministry of Agriculture 
tc market and distribute a~ricultural inputs. The name of the 
corporation was changed to the Baz.lgladesh j"gricultural Develop­
ment Corporation (BADC) when Bangladesh came into being in 
1971. 

BADe is headed by a Chairman who reiports to the Ministry 
of .h.griculture. Reporting tc the Chair:r.an arc several Member 
Directors. B,nDe's crganization has grown j~t the same time 
that its sales volume lms. This parallel growth is illustrated 
in Table 1 bE:low. 

Table .!. BhDC Fertilize: Marketing and Distribution Staff and Sales 

1967-68 Versus 1977-78 
(Fiscal YEar July - June) 

Headquarter Personnel 
Division Personnel 

Total Personnel 

Fertilizer Product Long Tons Sold 

19b7-68 

50 
1,828 
1,878 

211,000 

1977-78 

127 
6,532 
6,659 

71 5, 000 

In addition to mark.:!ting and distribution of fertilizer BrtDC 
also mark~ts pesticides, seedE. irrigation pwnps and various 
othe:r types of agricultural machinery. 

In the period 1967 - 68 farmers were in L~e early stages of 
learning about tht! value cf fertilizer to increase their crop yields. 
BADe activities ,-"'ere devoted to establishing a distribution system 
thrcugh private dealers and cooperatives. 

Farmers began to learn the value of fertilizer to increase 
production through the coordinated efforts of Bh.DC and the various 
agriccltural extension services and cocperatives. B.h.DC is 
responsibk for purchasing from th~ local factcries and for the 
importation and marketing of almost 100'fo of the fertilizer sold 
in Bangladesh. B.'.DC fertilizer sales tmve grovm from 93, 700 
tons Ll1964-65 to 305,90C tons in 1970-71, to 715,000 tons 
in 1977-78, and are expected to exceed 800,000 tons in 1978-79. 
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Two major factors liIniting sales since 1971 have been a 
shortage of supply and timely delivery to farmers. Domestic 
production of urea has not been able to meet demand, supplying 
277,000 tons or 79.4% of urea sales in 1976-77 and only 218,000 
tons in 1977-78 or 53% of urea sales. BADC and the Government, 
faced with a rapidly increasing demand for urea in 1977-78, 
stepped up urea hnports from various sources under loans and 
grants. Phosphate: and potash are entirely impc;rted into Bangladesh 
since no deposits of these rr.inerals exist in the cOWltry. Most 
imports are: in terms of the finished products (TSP, Dh..P and MP) 
but some rock phosphate and sulfur is imported to make: some 
powdered TSP at the Chittagong TSP plant. Fertilizer irnports 
represented 57'70 of total salt:!s in 1977-78. 

Imports have increasE:d from 384,000 tCJnS in 1977 -78 tc (, ver 
600,000 plus estimated. in 1978-79. This has placed major stresses 
on pert facilities and warehouses set aside fer fertiliZer imports 
aod has intensified internal transport constraints. Shipping schedules 
slip due to various reasons, including implementation and coordina­
tion proble:;:ns with grant and loan demors. resulting in arrivals of 
several vessels at the same time. This results in discharge dealys 
of fertilizer products and co:npounds \.VGrehousing and transpurt 
problems. 

BADC l"gistic su?ply and rnarketio~ pre: blE:rns have beccme 
increasingly :r.~ re diificult riue ~c' tbo= fGllo-wiLg: 

1. sales vulume incr(;ase ,A -!l 'fv in 1977-78 over sales 
in 197t - 77 with an expected compound increase for 
the next sever2.1 years. 

2. over 60,/c cf current sales arc irnpcrted and this percentage 
is expected te- appruach 80 percent in the next couple of 
years. 

3. more than 1100 \varehouses scattered over the country 
require continual st.:...cking. invent.::ry and sales monitoring. 
none of which are done adequately. 

4. lack of a dealc:r training ?rograr.. fur the last several 
years. This has madt: the dealer ineffective as an 
extensicn of B.n.DC's marketing effc.rt and <l source of 
providing farmers with the need infor-natioo to obtain 
maximum value from thE: fertilizer he uses. 
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5. poor to no communications such as phones, telex or 
telegraph service between points of warehousing, thanas, 
districts, divisions, Dacca headquarters, in-country 
factories and ports. 

6. transport constraints such as shortage of railway wagons; 
low water levels in riv~rs and canals during the dry 
season, Inaking water transport impossible to some 
locations; fluoding during the mcnsuon season which 
makes the road system unusable in many areas, etc. 

7. difficulties in servicing close tc 40, 000 registered 
BADC dealers of which about hali are inactive. 

8. three rice growing seasons(.nus, .r-..rr.a.."l and Boro) each 
requiring timely application of ph~sphate and potash prior 
tc.. planting, plus a pc)rtion of the urea dose. The balance 
of urea dose is required shortly after transplanting. 

9. dissatisfaction by Thana lnspect::rs and Storekeepers due 
tc poor prom:.;tion pussibilities and low salary levels. 

10. sales restrictions whereby de",lers could only buy from 
a certain thana and in turn fa rmers could buy only from 
appuinted dealers in their union. Thus when a given 
thana sales point had a shortage cf a given product due 
te' tht: many lcgistic c;:,nstraints, the dealer and thus his 
custorrler could nut buy products nt:eded.frum anoth~r 
thana in the area which may have r.ad adequate stocks. 

ll. a fertilizer subsidy, equal tc 59'!c of product and distri­
bution c::..st, which represents 4'1c :.f the Government1s total 
expenditur.:. in 1976/77 and is incrt.::asing rapidly as 
fertilize. sales expand. 

12. Br .. DC's t~,tal budget repr.::senting rr~cre than 90'70 of the 
Ministry cf ; .. griculture Budget and indicates B.nDC has 
outgrcV'.'1' its place ande r t-i)e M,inif.;try of ngriculture. 

It was because 0i these and other pr"blcms that B.l' .. DC developed 
the New Marketing System (Nlv1S; tc modify its 14 years old marketing 
system. The NMS is designed tu attempt to meet the cha.llenge of 
sales which ha ve ~xpanded 3.5 times in the last 10 years and which are 
expected to duuble again in the next several years. 
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The NMS has two basic objectives~ (1) to solve cOl1str~ints on 
timely availability of the right fertilizer products to the right places, 
and (2) to reduce BADC marketing distribution costs. 

The strategy to reach these objectives is to reduce the 1100 
plus ~rehous.s to a much smalle r number of Primary Distribution 
Points (PDPs) and remote thanas. This is to be accomplished by 
selling irorr. strategically located PDPs to wholesale dealers. The 
wholesalers in turn mOVE: the fe rtilize r to areas of need, selling to 
dealers and farmers. From an official retail price, wholesalers are 
to be given a discount to cover transportation, handling, warehousing, 
other costs and a profit. A quantity minirnu.."U per purchase (currently 
3 tons) applies to sales at PDPs, At remote thanas, BADC maintains 
warehouses selling to dealers at a lesser discount than given at PDPs. 
In remote thanas BADC also sells to farmers at the official retail 
price. The NMS is to be a free marKeting system. Anyone who 
wishes to be a dealer ma}, register at PDPs and BADC thanas. No 
restrictions are to be placed on where a wnolesaler or dealer may 
sell, or where a farrr.cr rr.ay purchase. Prices are free except that 
they may not exceed specified retail ceiling prices with discounts from 
the ceiling prices calculated to allow a reap <:mable profit to the dealers. 
Competition among wholesale rs, dealers, BADe remott: thana points 
of sClle and availabilit}, of supply would set retail nlarket prices below 
the ceiling prices. 

Bi.DC marketing costs are expected to be reduced br eliminating 
multiple warehousing. multiple transportation, multiple handling and 
related product losses. Field marketing and distribution personnel 
are to be re-aligned to service the high volume of sales through PDPs 
and in staffing BADC remote thana sales points. 

BADC decided to try the NMS first in the Chittagong Division 
and to perfect it thel'e before extending it to the rest of the country. 

The NMS was launched in the Chittagong Division December 1, 
1978. This evaluation of the HMS covers the first two months 
experience. 

During the month of January 1979 a BADe employees I strike 
closed all operations for about 12 days. The strike caused a nation­
wide drop in sales for January 1979 compared to the same month in 
1978. 
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D. Findings of The Evaluation 

1. General 

The BADC Chittagong Division is one of the four marketing 
division of BADC. The other three are Dacca Division, Rajshahi 
Divisior.. and Khulna Divisiol1. 

Sales for the four divisions in 1977-78 were as follows: 

Table 2. 1977-78 BADC Division Sales (July 1977 through June 1978) 

( 000 Long Tons of Product 

Urea TSP MP Other Total 

Dacca Division 137.9 43.3 8.8 2..2. 192..2. 
Rajshahi Division 116.2 56.6 14.0 2.2 189.0 
Khulna Division 66.1 33. 5 6.9 0.3 106.8 
Chittagong 157. 7 '::>i.7 11.7 0.2 2.2.7.3 

Total 477.9 191. 1 41.4 4.9 715. j 

The Chittagong Division sales in 1977 - 78 represented 31.80/0 of 
BADC total sales. The division comprises 5 districts in which sales 
in 1977-78 were as fellows: 

Table 3 Chittagong Division Sa.les 1977-78 

Long Tons of Product 

Urea TSP MP Other Total 

1. Chittagong District 53,389 .12.,991 3,2.08 17 69,605 
2.. Noakhali District 23,945 8,159 630 35 32.,769 
3. Comilla District 62.,458 2.9,761 6,521 39 98,779 
<C. Sylhet District 16,22.0 6,02.0 1,141 131 2.3,512. 
5. Chittagong H. T. Dist. 1,689 742 2.10 2,641 

Total 157,701 57,673 11,710 2.2.2 2.2.7,306 = Grand 
Total 

N P2.°5 K 20 Total Nutrient 
72.,542. 2.6,530 7,02.6 106,098 L. T. 

Nutrient Ratio 2..73 1.00 .2.6 
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The above nutrient sales ratio in the Chittagong Division shows 
the current nutrient ratio being used by farmers in the Division. 
Better reconunendations from research by area, by crop and by season 
are needed to determine what changes if any are needed in farmer 
fertilizer usage rates. The districts of the Chittagong Division vary 
from cne of the most intensive agricultural and fertilize r use areas 
in Bangladesh, the Comilla District, to one of the least intensive 
agricultural and fertilizer use areas, the Chittagong Hill Tracts 
District, 

As stated earlier, BADe employees were on strike during 
about a 12 day period in January 1979 which prevented sal~s to dealers 
and any restocking of warehouses. Sales L'I'l the Division for January 
1979 were 2,279 tons lowe r than in January 1 C)78, a direct result of 
the sales losses during the strike period. Sales in December 1978 
were (,962 tons higher than in Decembe r 1977. Even with the strike, 
sales for the first two months Wlder the new systen1 were 2,859 
tons higher than for the same two months in 1977 - 78. 

a. Primary Distribution Points (PDPs) and Thana Sales 

The true index of s\,'.ccess Wlder the NMS is the degree to which 
sales have switched to the PDPs from the thanas. The following 
surrunary table shows the relative success of PDPs during the first 
two months of the NMS in the Chittagong Division. 

Table 4 PDP and Thana Sales Chit.tagong Divi~ion For December 1978 
And January 1979 

( Long Tons of Product) 

BADe 
Th2.na 

No. of PDP Sales Thana Total ~o of Total 
PDPs Tons Sold Foints Tons Sold Sales Br PDPs 

Chitta~on~ District 

December 1977 22 3,586 3,586 
December 1978 3 3,389 18 1,008 4,397 77.10/0 
Janua:-y 1978 22 6,·n5 6,475 
January 1979 3 6,108 18 2.,140 8,248 74.1% 

N oakhali Dist rict 

December 1977 14 2,'S25 2,425 
December 1978 2 2,8,*1 4 315 3,156 89.9% 
January 1978 14 3,029 3,02.9 
January 1979 2 1,513 4 32.4 1,837 82..4% 
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BADC 
PDP Thana Thana 

No. of Tons Sales Tons Total % of Total 
PDPs Sold Points Sold Sales by PDPs 

Comllla District 

December 1977 ZZ 16,690 16,690 
December 1978 5 13,317 14 7,048 ZO,365 65.-40/0 
January 1978 ZZ 13,06Z 13,06Z 
January 1979 5 8,IZZ 14 3,2Z5 11,347 71.6% 

Sy1het District 

December 1'777 35 2,831 2,831 
December 1978 4 873 35 1,413 2,286 38. 2% 
January 1978 35 3,182 3,182 
January 1979 4- 566 35 1,712 2,278 24. 8% 

Chlttagong H. T. District 

December 1977 10 116 116 
December 1978 1 79 12 211 290 27. 3% 
January 1978 12 231 231 
January 1979 1 60 12 222 282 21.3% 

Total Chittagong Division 

December 1977 2'>,648 
December 1978 30.494 
January 1978 25,979 
January 1979 23,992 

Old Marketing System 
lOs!! Dec. 77 +Jan.78 - 51,627 51,627 

New Marketing System 
831;/ Dec.78 +Jan.79 15 36,868 17,618 54,486 67.7% 

Source: BADC District Managers. 

!/Inc1udes a number of TCCA operated sale:: points. 

l:./Doe s not include TCCA sales points, only BADC Thana sales points. 
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The use of PDPs has started well in the Chittagong District. 
Sales from Chittagong District's 3 PDPs in December accounted for 
770/0 of total district sales and 74% in January. The District Manager 
is considering the opening of another PDP in the District to facilitate 
product mov-;;:ment by water into the southern portion of the district. 
The stocking of PDPs appears to be going well with the exception of 
the PDP at Cox's Bazar. A limited stock of DAP had been shipped 
into PDPs and most of this had been sold out. All P')Ps a:1d thana 
warehouses should be supplied with an on going inventory of DAP. 
TCCAs have not lifted stock from PDPs and most of their thana ware­
houses have been closed since the start of the NMS. This has left a gap 
in the district and the District Manager needs to evaluate whether the 
former exclusive TCCA thana areas are being served by the PDPs or 
whether BADe should open BADC thana 'Narehouse sale s points in some 
of these thanas. 

The Noakhali District shows the best PDP sales as a percent of 
total district sales of any district in the Chittagong l:ivision. In 
December, the 2 PDPs accounted for 900/0 and the 4 BADC Thana 
sales point for only 100/0 of the total district sc.1es. PDP sales dropped 
to 82% in January due to the str ike and resupply problems. The 
District Manager is currently considering the. need to open 2 to 3 
additional PDPs to cover dealers in remote thana areas. Closure of 
TCCA thana W2.rehouse sales points has caused severE problems as 
many of thE TCCh locations were in remote areas. The District 
Manager may need to open BADC Thana warehousE sales points in 
these areas if these remote TeCA warehouses do not reopen quickly. 

DAP stock was low in all PCPs. Shipm(;nts need to be made to 
all warehouses to increase DAP sale:;. This would also alleviate the 
store> ge capacity problem in the Chittagong P:Jrt. 

The C omilla District sales rEpresent about 13% of the total 
fertilizer solo in Bcngladesh, H:~ highest of eny district in Bangladesh. 
The NMS is reported to be ~oing well as reflected in PCP sales. The; 
5 PDPs combim:d represented 65.4% of total district sales in December 
and 71. 60/0 in January. 

DAP has been selling well in Comilla and first reports from 
farmers who have seen initial results indicate they are very pleased. 
It is even repc':-ted that some farm'2rs in certain areas are demanding 
DAP inst i2ad cf TSP. Adequate stocks of DA.P are needed in every 
PDP and thana sale s paint. Ii 11 deale rs should be encouraged to buy 
several bags of DAP in order for farmers to get experience with this 
new product prior to the coming Aman season. 
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Sylhet District is currently operating 4 PDP., The lalu 
from Ulele POPs repreoonted only 38. 2'f! of diltrict la1e8 in 
December and 2,4. Bo/u in January. The low level of PDP la1ea ,uSaeeta 
that lome POPs may netld t o be relocated or new one8 added in area. 
better 8uittld to s ervi cing whc la aale dealera. 

Only emall amounts o f DJ~P have been brought into 5ylhet 
Diltrict t o date. This needs to be reme died quicldy. A promotion 
pray ram with dealera and extension wUl'kers needs to be lawlchad 
to popularize this new prt,duct. 

The NMS is no t wotking in the Ch.1l:tagong HiU Tl'8ctl (CHT) 
Di8trict. Thia dhtrlct hae the lowest sales of fe rtiUzer of any 
district in Bangladesh. The one POP operating at Rallgarnati cannot 
serve the POP fun ction for the diat r ic t due to lack or road end water p 
ways effectively Intel'connectlng the lhanaD. 1t Je do ubUu11! any 
Z or 3 PDP locations will se rve this distric t.. 111 the southern part 
o f the dtetric t . dealers are us ine Dohazerl P DP in tht:t a hittagong 
District. • 

T h e NMS {UI' the GHT distri ct In usl be m odUie d to meet tills 
district's special low snl es volume and transpo rtation problelo8 to 
remo te tMna loca tio ns. f. viuoroUB snlen p l'omo tion pr agr In to oducat .. 
dea l e rs and {arluers is needed in this distri ct. This pra gr81'1'1 needs to 
be closely coorcJinatfJd wiOl t.he extellsion s e rvi ce. 

VadOU8 s ales restrJctions have been imposod at the POPs 
thro u(lhout Ul e 9i Ohi o" aD summaJ'ized belo w, 

1I . P ur chasUl! a t PDP8 81'C limite d to 3 loll mlnlnlurn. 

U. C'Jatomers wan ting lu purchas e 10s8 01811 three trln8 

at the ·rk. S/maWld carlunis siun Il\uot 80 to thana lalu 
centers. 

c. JI.l POPs where s ome producl8 8r e ill sho rt 8upply custumen 
have Leen required to purchas e twa t.mls of o ther product(l) 
in o rde r t o get aile ton of thnt product in short supply. 

d. A ZO ton maxill'llUn purchase reatrlc tiun per 8ale at POPe 
was imposed in D1!cemher due to 8 supply shortale, 
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e. At some sales locations having powdered TSP, customers 
wanting to purchase granular TSP must take at least half 
of it in the powdered formulation. 

Some procedures that might be regarded as restrictions are 
that sales locations are open only frem 10:00 AM to 5:00 PM; customers 
must first come to the PDP inspectors office locations for calculation 
of intended purchase, then to the bank for the bank draft, then back 
to the inspector1s location to obtain a rtolease froI!. the warehouse, 
and then to the warehouse to pick up the fertilizer, and some PDPs 
have not been adequately staffed to process the increasing sales 
rapidly. Consideration needs to be given to locate all offices of 
PDP inspectors at the PDF. 

b. Warehousing Uncier the NMS 

Warehouse capacity at PDPs is inadequate to serve the 
current a..'1d anticipated sales voluITu:! under the NMS. Transportation 
constraints prevent th~ attain:::lent of inventory turnover rates to 
satisfy demand from e~~ting facilities. Additional pressure has 
been placed on storage fasilities designated as PDPs under the new 
marketing systern because dernand has sharply increased at most 
PDF locations. 

Every effort has been madt: by BADC to lease additional storage 
capacity and more capacity has been secured as E;hown in Table 5. 
Most of the leased facilities are of poor quality construction and 
should only be regarded as for temporary use in this emergency. 
Much of the leased storage is also not ideally L)cated. Some PDP 
storage complexes with iTIany individual warehouses are straining 
control proceciures that we:-e designed for more ideal distribution 
facilities. 

Table 5 shows that in the Chittagong Division the current 
storage status is: 

(1) Chittagong District needs morc capacity constructed at the 
PDPs. The leased facilities are poorly located and poorly 
constructed reslllting Ul improper storage and difficulty for 
customers to get proITlpt delivery. The thana capacity is 
probably sufficient and some warehouses leased to TCCA 
may be returned to BADC and EADe will be closing some 
noneffective thana sales centers under the NMS. 
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(2) Noakhali District also needs more capacity constructed 
at the PDPs to replace leased storage for the same reasons 
as those in Chittagong. The thana warehouses are also 
adequate for the same reasens as these of the Chittagong 
District. 

(3) Comilla District has a critical shortage of storage 
capacity at the PDPs and leased space is not aV"~ilable. 
Ii only a 60 day SUPF-!y is felt necessary, the district 
requires 50,000 tons of storage capacity to handle the 
projected demand for November-December 1979. Again 
the thana warehouses are probably sufficient for the same 
reasons as in the Chittagong and Noakha!i Districts. 

(4) Sylhet District net:ds some warehouses constructed at 
the PDPs to replace noerly constructed and located 
leased facilities. Some thana warehouse construction 
may be needed in remote areas o 

(5) Chittagong Hill Tracts District may require conb truction 
of sorne thana warehouses but the present situation is 
good. The major distribution ::enters in the district are 
supplied iren".. the Chittagong Distri::t and some customers 
purchase fertilizer at Chittagong District PDPs. 

Therefore it ca., be concluded that future construction 
programs shOUld be primarily at the designated FDP locations. 



Table 5 Chittagong Division Warehouee Capacities* 

Chittagong Hill 
Chittagong Noakhali Comilla Sylhet Tracts 

PDP owned &: leased warehouse capacity 20,000 12,000 7,625 6,700 500 
Thana owned &: leased wareh.>use capacity 6,740 3,519 1,720 8,800 2,000 
Total owned &: leased warehouse capacity 26,840 15, 519 9,345 15,500 2,500 
District 1977 - 78 Sales 69,605 32,769 98,779 23,512 2,641 
Capacity to sales ratio .39 to 1 .47 to 1 .09 - 1 .66 - 1 1. 06 - 1 

PDP owned capacity 7,700 1,000 5,700 3,800 500 
Thana owned capacity 1,400 1,200 400 3,900 1,200 
Total owned capacity 9,100 2,200 6,100 7,700 1,700 .... 
District 1977-78 sales ~7,o05 32,769 98,779 23,512 2,651 ~ 

Capacity to sales ratio .13 to 1 .07 - 1 .06 - 1 .33 - 1 .64 - 1 

PDP owned &: leased capacity 20,000 12,000 7,625 6,700 500 
District 1977 - 78 Sales 69,605 32,769 98,779 23,512 2,641 
Capacity to sales ratio 29 to 1 .37 to 1 .08 to 1 .28 to 1 .19 to 1 

... Does not include warehouses owned by BADC and leased to TCCA. 

Source: District Managers 
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c. Inventory and Stocking 

The supply in the Chittagong Division over the next 60 day sales 
period of February - March will be tight. However overall demand can 
be satisfied if BADe succeeds in selling DAP to replace TSP and if 
resupply is timely. 

The stock situation against projected demand for February and 
March is shown in Table 6. 

Noakhali, Comilla, Sylhet, and Chittagong Hill Tracts will need 
urea and supply :h(lul:i be coming into Sylhet from the Fenchuganj 
factory and into the other districts from Chittagong Port. 

There will be 2 clamor for TSP as little is arriving in port W2re­
houses and farmers are very reluctant to purcl13se the powdered TSP 
being made at th~ TSP factory at Chittagong. DAP is getting int 0 the 
supply line. With some promotion by BADC, it will be accepted by 
farmers as OJ prefe:-red replacement for TSP. There will be spot 
shortages of TSP/DAP in the Sylhet District due to transportation 
problems in the remote areas. 

In addition to current stock on hand in each district planned 
shipmEnts during February and March to each district will augment 
stocks and will gener?l1y offset sales. 



Table 6 Stock Position 

February 1, 1979 Inventory on Hand Vs. February - March 1979 Sales Pr01ections 

In Long Tons (+ excess stock) (-stock short) 

Product Chittagong Noakhali 

trca stock 11,984 5,394 

Urea Sales Proj. 13,200 4,900 

Position -1,216 

TSP stock 3,460 8R4 

TSP sales Pro.J. 5,500 2,000 

Position -2.040 

DAP stock 550 1,142 

DAP sales Proj, o o 

Position + 550 +1,142 

HP Stock 93(l 439 

HP Sales Proj. 1,300 15{, 

Position 370 

Source: District Managers 

Comi1la 

2,P78 

13,400 

-10,522 

668 

4,900 

1,609 

o 

+1,609 

853 

2,600 

-1,747 

Sylhet 

3,777 

5,500 

-1, 723 

1,530 

1,000 

+ 530 

43 

(l 

752 

170 

+~ 

Chittagong Hill 
Tracts 

467 

400 

+-&1. 

741 

30'J 

o 

20 

-20 

201 

120 

Chittagong 
Division 

24,500 

37,400 

-12,900 

7,283 

13,000 

-6.417 

3,344 

20 

+ 3.324 

J,175 

4,340 

- 1.165 
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d. Transportation 

Securing sufficient transportation is the most critical problem 
in the di3tribution system at this time. With adequate transportation 
the shortage of storage capacity would not be as critical. 

Railway wagons remain unavailable in sufficient quantity but can be 
supplemented with water tran~port shipments to such places as Hatiya and 
Chandpur and highway transport shipments to SOIT.e other areas. In Sylhet 
some locations are accessible only by rail. Urea is shipped from the 
Fenchuganj factory only by rail into the Sylhet area. 

Inadequate truck transpcrt is caused by deficiencies in BADe 
contracting methods rather than an equipment shortage. These methods 
include: 

a. Permitting unqualified contractors to quote and secure contracts. 
b. Restricting contractors to specific routes. 
c. Not perr..itting ready substitution for contractors not performing. 
d. Not allowing adequate payment for services or provisions for 

adjusting rates to cover unforeseen circumstances. 

Additionally, it seems tha~ the Division Manager should have some 
contre! over shipments intc his division from ail supply points to enable 
hin-~ to dispatch to priority locations to satisfy unexpected demands and 
take advantage of changing conditions unde r the NMS. 

e. Dealer Registrations 

BADe Headquarters has directed that deakr rzgistration under the 
new system is to be open to everyone at every FDP and thana sales center. 
A registrant is to De requirea only to bring a photograph of himself and a 
valid form of identiiication. The District Managers have followed these 
instructions in all respects, except that the wording of Directive No.2 
appears to have been unclear and the District Managers have interpreted 
it to mean that a l~tter from the Unior. Council i~ tbe only acceptable form 
of identification. BADC Headquarters intends tc correct this error. Still 
the Consultants believe the registration is open to all. T~e free regis­
traticn has permitted custcrr.ers tc register at aI:)' nUI7lbcr of sales 
lccations. so the total regictraticr:. also refl~ct~ =_lultiple registration. 

A. registration number is assigned by Bi..DC anci an identification 
card with photograph is prepared for the dealer. B ...... DC is supposed to 
maintain a dealer registration ledger at each saleS location along with 
a dealer's offtakE; record indicating the particulars of every purchase. 
This is currently not being done at all PDPs or thanas. 
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A number of registrant:; have purchased no fertilizer to date. 
It is suggested that registered dealers who have not purchased 
fertilizer within six months of their date of registration should 
have their registration cancelled. 

The comparative low numbers of registrations in the Sylhet 
and Chittagong Hill Tracts Districts probably results from the 
communication and transportation difficulties in those districts and 
the unattractiveness of engaging in the fertilizer marketing­
distribution business. 

Table 7 Dealer Registration 

New Marketing System 
Nl!mbe-r Number 
cf rleale r s regis- Numbe r Number Nl!mber 
r.o:gistc red t€ red lifted registered lifted 

D ist rict old system PDP PDP Thana Thana 

Chittagong 2080 2502 2281 1493 951 

Noakhali 1850 949 474 991 376 

Comilla 4637 2598 2598 1175 1175 

Sylhet 434, 150 130 566 525 

Chittagong 402 27 9 
Hill Tracts 

f. TCCA Sales 

The Than2.. C e:ntn.l C00perativ( Asscciation (TCCA) in the 
old system has b~·cn ~ wh..,lesaiE. distributor for BP.DC in mucr. of 
the Chittagonf!, No::'.khali, and Comilla Districts. TCCA" are not 
operating in the Sylhet and Chittagong Hill Tracts Districts. They 
have distribu!ed fc rtilizer to deale rs and had a monopoly in thana 
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areas where they had operated. TCCAs either owned their own 
warehouses or leased them from BADC ana ,sold fertilizer through 
a network of deale rs. Under the old marketing system,TCCAs 
purchased from BADC at the official retail price less Tk.l71/ton 
commiss ion for fertilizer delive red to the TCCA thana warehouse 
with the freight paid by BADC. TCCA dealei"s then picked up at the 
TCCA thana wc:.rehouses and were allowed an average commission 
of Tk. 141 per ton. Thus the TCCA made a gross margin of Tk. 30 
per ton with expenses for only warehousing and administration. 

In the NMS,the TCCAs purchase .at the same price and terms 
as any other wholesale customers at the PDPs except that many of the 
TCCAs receive one year credit terms from BADC backed by a bank 
guarantee ranging from 300 to 600 tons. 

Some TCCAs have not yet registered as dealers at the PDPs 
and TCCA liftings have been very light. The TCCA current sales 
are primarily from inventories carried over from the old system. 
They are not actively competing with the private wholesalers and 
their December - January purchases from BADC are down about 60%. 
Some TCCAs report that their major prob1em in the new system is 
securing transportCltion from the PDPs and competition from whole­
sale dealers. TCCA officials complain the 230 Tk/ton wholesale 
dealer discount from official retail prices is not adequate and would 
like BADC to subsidize them br increasir,g their discount. 

New dealers and 3ub-dealers interviewed who were formerly 
TCCA deale rs, like the new SrsteIT' beca USE fertilize r is readily 
available directly from BADC. They report that it took them 5-7 
days to get fertilizer from the TCCAs and in some cases several 
dealers stated they had to deposit money with the TCCA several 
days before the TCCA would make delivery. 

BADC hc:.5 opened some temporary sales centers at remote 
locations where TCCAs have stopped functioning and which are too 
far to be served by PDPs. BADC in effect is trying to insure: supply 
in those remote areas. 
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g. NMS Costs and Prices 

(1) NMS Costs 

One of the basic objectives under the NMS is to reduce 
BADC marketing and distribution costs. The primary reduction 
in BADC costs is to be achieved by turning intermediate warehouses 
into Primary Distribution Points known as PDPs and as the mair. 
points Wlere fertilize r will be sold. Wholesalers who purchasE. from 
PDPs would perform warehousing transportation, promotion, and 
the sales functions of selling to retail dealers. 

To encourage wholesalers to come forward, BADC has 
established a 230 Taka per long ton discount from the offic ial 
retail prke of each fertilizer product. A 3 ton minimum quantity 
purchase has been established to discourage small dealers from 
buying at PDPs and to encourage them to buy from wholesalers. 

Sales have dropped 50o/c or more in 29 of the 83 BADC Thana 
Sales Centers in the Chittagong Division. Thus it appears that PDPs 
in the Chittagong Division arE- serving the sales function objective of 
the NMS in thEsE thana locations. However as of February 22, BJ,.DC 
had closed no BADe Thana Sales Centers in thE Chittagong Division 
except those 10catE:d at PDP site-so Unle ss under-utilized Thana 
Sales Centers are closed, little if am' saving's ::an accrUE to BADC 
under the N1I.1S. 

In order t(l determine cost savings per ton to BADC under the 
NMS, a detailed economic analysis needs to be made. This should 
take into ?ccount BADC cost per ton fer transportation from transit 
warehouses to PDPs, PDP" handling anc! war.:chousin~ costs, P:CPs 
staffing costs, and product losses. These costs plus the 230 Taka 
per ton discount at PDPs \vill €stablish PDPs' cost per ton under the 
NMS. Also, cost c.:lculations are needed for the NMS on a cost per 
ton basis for BADC Th<::na sales center cov(-rin~ transportation, 
handling, warE-he-using and staffing costs, as '.'.'ell as the thana sales 
costs unde r the old rna rketing s yste m. 

Only by compa!"ing situation A (that is NMS cost per ton multi­
plied by volume moved through PDPs, and cost P(O r ton multiplied by 
volume moved thrcugb. BADC Thana Salc::s Centers) against situation B 
(old marketing system Thana sales centers' costs per ton multiplied 
by an equal volumE' as in situation A) can an evaluation be made of the 
pass ible potential saving under the NMS. This has not been done to 
date. 
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The question of whether the wholesale dealer commission is 
adequate to cover their costs and still leave a profit incentive also 
needs to be determined. Thus, wholesale dealer costs and profits 
need to be analyzed. This economic evaluation is needed to assist 
in determining answers for several basic issues currently facing 
managers of the NMS as follows: 

(a) What are the average costs by item (labor, warehousing, 
etc.) a wholesaler would encounter and what would be his 
net profit incentive per long ton after all costs for the 
following: (1) If he sold to retail dealers; (2) had a 20 ten 
capacity warehouse; (3) sold 100 tons of fertilizer every four 
months; (4) and had to transport his fertilizer purchases 
from a PDP (a) 10 miles by paved road, or (b) 20 miles by 
paved road, or (c) I mile by paved road, 30 miles by country 
bot.t and 4 miles br dirt road? 

(b) How long can a wholesaler hold fertilize r in his warehouse 
and sell it at official retail prices and still break even? 

(c) Should the minimum quantity per purcms€ at PDPs be 
raisea from the current 3 ton minimum to 5 tons, 10 tons 
or 20 tons? 

(d) Should the discount at PDPs (currently Tk. 230 per long ton) 
be raisec1 or lowered? 

(i) What w::lUld be the effect on the creation of a fertilizer 
wholesale dealer class of trade? 

(iil Can rctt.i1 dealers function on the discount allowed them 
by wbolesale dealers, currently reported at 54 to 81 Taka 
per long ton. 

Answers to these and other economic questhns pertaining to 
the NMS need to determined. It is suggested that a short term IFDC 
consultant be: approved to handle these and othe r related cost and 
discount questi':)ns :::.s providec fr>r in the IFDC /BADC contract. He 
needs to be GSS isted by a local IFDC hired cost analyst and appro­
priate BADC personnel. 

(2) The IF"DC Marketing and Distribution Consultants spent 
10 days each in the Chittagong Division in early February. BADC 
employees, whole!::::.le ?nd retail dealers, and farmers were inter­
viewed at rGndom. Based on these limited numbers of interviews, the 
following observations were made relating to retail fertilizer prices. 
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(a) BADC has 1,nstructed their personnel that under the NMS 
seiling prices to farmers are not to exceed the official retail 
price, 

(b) No evidence waf> seen, in the 25 to 30 retail dealer shops 
visited, of a sign stating the official retail prices. 

(c) BADe personnel, to the best of our knowledge, have not 
emphasized to wholesal£.:rs or retail dealers that selling 
prices to farmers are to be at official retail prices. 

(d) Retail selling prices within 5 to 6 miles of PDPs are 
generally below the ofiicial retail price due primarily to 
low transport costs and the high num.ber of dealers in 1:his 
area com.peting lor farmi:r sales. 

(e) Retail selling prices in a range of 6 to about 15 miles ;from 
PI?Ps, er frord a BA.De Thana, 3.rp generally at offici;tl retaU 
prlces. 

(f) Retail prices in ex.:ess of about 15 miles of a PDF, or from 
3 BADe Thana Sales POlr.t, range from 2 to 5 taka ov€r official 
retail prires. This is riue pri.r.:.arily tc the higher transport 
costs wholesaler and dealers must pay. 

(g) Black TSP granular fertiliz(::r, high in demand by f,llrners, 
Dells at 10 to 15 taka over official retail prices when iit is 
available. 

(h) When a pTociuct i& in short supply d{;alers and farmers report 
that prices ~ re above the official price. This was thf! case 
for TSF during December 1978. 

In 1!;t.:::-,eral, in re:.[iote locations with high transport c;osts, 
retail selling priCeS ar~ aboye oIficial r",tail pric.:; as was the case 
last November wh8r. kiCC and HEED conductcd a survey in parts 
of the Chittagong l)i\'isioI:l. If th~ mte.1.t is to maintain retail selling 
prices no higher than officir.l prices, then tv-ro requirements need 
to be r.:let: (1) a u)rrunl.ssion schtuule is ne.:d(::d that is adeq~tt! 
to cover transport costs to relnot~ arec:..s not serv~d ad~quately by 
BADC sales points, and (2) adequate stocks to da:npen prices 
and provide compe tition r:.ust be maintained. 
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E. District Evaluations 

1. Evaluation of the C:hittagong District Nlv'LS 

The Chittagong District is the second highest district in 
Bangladesh in fertilizer cor..swnption. The principal cities are Cox's 
Bazar and Chittagong. Chittagong is the second largest city in 
Banglajesh and has the country's primary sea port. 

There are three subdivisions in the district and 22 thanas. 
The Chittagong Sub-Division has nine thanas, the Patiya Sub-Division 
has six thanas and Cox's Bazar Sub-Division has seven thanas. 

The cropped acreage in the Chittagong District as reported 
for fiscal year 197':>-76 totaled 1,061,500 acres of the following crops. 

Table 8 Chittagong District Cropped Acres 1975-76 

Crop Acres 

T. Arrlan EYV 215,000 
Local 335,000 

Aus HYV 111,000 
Local 135,000 

Boro HYV 225,000 
Local 3,200 

Sugarcane 6,000 
Potato 9,000 
Jute 600 
Tobacco 5,200 
Oil Seeds 1,000 
Vegetables 15, 50C 

Total 1,061,':>00 

The total fertilizer used in the fiscal year 1977-78 was 
69, 60S 1011g tons of product or 68.6 pounds of nutrient for every 
cropped acre. 

lviuch of Chittagong District is blessed with relatively good 
tr~nsport infrastructure. The country's TSP iactory and major transit 
warehouses are located in the Chittagong Port area. From these 
facilities rail, water, and highway transport is available. The meter 
gauge railway system runs south to Dohazari and north through the 
district to the urea fertilizer factories in the ncrthern pol'tion of 



Bangladesh. Water transpcrtation is available to the offshore 
islands in the district and to many thanas along the coastline and on 
inland waterways. Pucca '?aved) roads reach most of the thanas. 

The districts fertilizer supply corr.es from imports through the 
Chittagong Port and obtains some powdered TSP from the TSP plant 
at Chittagong. 

The district office of BADC is located in Chittagong and the 
sub-divisional offices at Chittagong, Patiya, and Coxls Bazar. 

The two PDPs at Chittagong con.prise 21 owned and leased 
warehouses with a total capacity of 17,500 tons. T:le PDP at 
Dohazari has one 600 ton warehouse owned by BhDC and one 600 ton 
warehouse leased. The Coxls Bazar PDP has one 400 ton warehouse 
owneci by BADC and one 1,000 ton warehouse leased. BADC has 
10 thana warehouses with a ",. i~OO ton total capacity leased to TCCAs 
and ope rates 35 owned and leased warehouses with a total capacity of 
6, 7L!0 tons. Thus, the total capacity of the warehouses operated 
by BADC is: 

3 POPs 
Thana. 

Total 

20,100 tons 
6,740 II 

26,840 tons 

This capacity compares to the annual 1977-78 sales of 69,605 
tons and results in a warehouse capacity to sales ratio of .39 to 1. 

The Chittagong District is headed by a district manager, an 
additional district r.-.anager (position now vacant), 3 sub-divisional 
rr.anagers, 22 thana inspectors, and! 95 other personnel. 

BhOC owned and operatt:d transportation consists of a jeep for 
the d:strict rr,anager, one for one of the subdivisional rr.anagers 
and 4 trucks to supplement product !T!ovement by contractors. 

i'he new marketing syster.; was inaugurated on December 1, 
1978 and the compa rative sales by thana for the first two months 
of the new system versus the same two n".onths a year ago are sho'NIl 
in Table 9. 

A sampling of the retail prices indicates that farmers are 
paying a little below the fixed prices within 5 .niles of the PDP, at 
fixed prices frolT. 5 to 25 miles from a PDP on pucca roads, and a 
little above that in remote areas more than 25 .. :.iles by road away 
from POPs. Where water transportation is available fixed rates 
prevail as far as 50 miles from the PDP. 
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Dealer regir,trations at the new PDPs in the Chittagong 
District were extremely heavy but less than half of those registered 
have lifted. The registration picture was also distorted because 
many businessmen registered on speculation, sorne dealers 
registered at two or more PDPs and some dealers from other 
districts registered in Chittagong thinking the supply would be 
more plentiful near the port. Some dealers are actively lifting from 
the PDPs, some are retailing only, other w1.1.o1esaling only and 
accepting I or 2 taka per maWld profit, and mos't are doing a 
combination of both. The consensus among dealers interviewed 
is that the new system is good because it is free of restrictions 
and inspecting harassment se that a fair profit can be made. 

Sales from the TCCAs has dropped from '::C - 70% among 
the various locations. The TCCAs can buy f~o:n the PDPs but 
are still Wlwilling to vigorously compete with private wholesalers. 



Table 9A Chittagong District Sales 
(Product Long Tons) 

December 1977 December 1978 
Thana Urea DAP TSP MP Other Total Urea DAP TSP MP .Qilill Total 

( Ha1ishahar 51 39 2 92 215 2 548 5 328 1098 

PDP 
( Dewanhat 98 10 80 188 526 1 547 15 1089 
( Dohazarl 458 134 9 70 671 
( Cox's Bazar 78 98 33 209 227 261 20 20 528 
Hath;~zarl 29 89 23 141 
Sandwip 32 15 15 62 52 15 67 
Mi rsharnl 49 120 10 179 33 1 34 
Sitnkunda 49 11 60 
Fatikchori 26 40 57 123 
Raoznn 52 70 1 123 
RRngunin 197 7 204 72 72 

Anwnra 77 lOS 1 183 98 26 6 130 
Banshkhnli 92 152 244 97 27 2 126 
Boa 1khn 1 i 102 28 130 
Pati Y" 12 40 3 55 49 12 4 65 N 

Sntknnia 251 229 480 166 24 14 204 
0\ 

Chnknrfn 255 205 460 108 32 9 149 

KlItllbdin 26 2 28 10 10 

Rllmu 9 J18 127 
Moheshkhali 54 36 90 60 R 2 70 

Teknll f 45 48 93 61 11 10 '32 

Ukhiyn 7 84 91 

Thana Tol nl 1591 1535 236 3362 806 156 47 1010 22.9t 

PDP Total 1426 _3_ 1490 49 418 3386 77 .1% 

Grand Total 1591 1535 236 3362 2232 J 1646 96 418 4396 

February 22, 1~79 

Source: District Manager 



Table 9B Chitta~ons District Sales 
(product Long Tons) 

Januarl 1978 J3.;"1Uarl 1979 
Thana Urea DAP TSP MP Other Total Urea DAP TSP MP Other Total 

[ Halishahar 50 28 78 1190 16 616 64 1886 
Dewanhat 82 72 15 169 1137 793 Z2 1952 

PDP D h . 725 393 11 1129 o azarl 
Cox's Bazar 28~ 93 19 397 798 51 215 22 23 1109 
Hathazari 81 96 18 195 
Sandwip 30 21 12 63 52 52 
Mirsharai 209 20 229 66 66 
Sitakunda 32 47 36 115 15 20 35 
Fatikchari 39 2 41 
Raozan 286 81 8 375 16 8 24 
Rangunia 353 37 79 469 202 12 65 279 
Anwara 406 112 23 541 122 59 2 183 N 

-.J 

Banshkhali 196 187 60 4 .... .i3 49 39 50 138 
Boalkhali 45 1 46 11 11 
Patiya 319 270 12 601 41 51 3 95 
Satkania 212 261 3'7 510 9G 122 f, 218 
Chakaria 614 285 10 909 378 150 ~ ~33 

Kutubdia 70 29 2 19 120 60 23 83 
Rarnu 101 132 233 60 '75 135 
Moheshkhali 186 81 267 45 128 173 
Tcknaf 121 83 204 101 14 lIS 
Ukhiya 107 47 154 

Thana Total 38G4 1983 333 19 6159 1256 673 111 2140 ... - -~ 
"':J.'1,' 

PDP Total 3850 67 2017 119 23 6076 74.1% 

Grand Total 3824 1983 333 19 6159 5106 67 2690 330 23 8216 

February 22, 1979 

Source: District Manager 
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z. Evaluation of the Noakbali District NMS 

The District Headquarters fer Government administrative 
purposes is Noakhali (Maijdi). Other principal cities are Feni, 
Raipur and _Begumganj. The district is divided into two sub-divisions, 
Feni and ND akhali. There are 6 thanas in the Feni Sub-pivision, 
and Noakha.li Sub-Division has 7 thanas. 

The reported cultivated area in 1977-78 totaled 1,154,943 
cropped acres (includes m'ultip1e cropping) reported as follows: 

Table 10 Chittagong District Cropped Acres 1977-78 

Rice Paddy 

Wheat 
Potato 
Sweet Potato 
Sugarcane 
Chillies 
GroW'ld Nuts 
Lentil 
Gram 
Other 

Season 

Aus 
A man 
Boro 

Other Boro Crops 
Total 

Cropped Area 1977-78 
(Acres) 

312,290 
630,800 
157,700 

865 
1,283 

14,850 
6,375 

17,765 
11,490 
1,180 

325 
54,153 

211.853 
1,154,943 

Total fertilizer use in the Noakhali District for 1977-78 
totaled 32, 769 long tons of fertilizer product. This represents 
29.38 poUnds of nutrient per acre of cropped I.a.nd. 

Transportation in Ncakhali consists of meter gauge railway, 
paved and dirt reads and coastal as well as inland waterways. The 
District of Noakhali receives its fertilizer frorr. imported sources 
via Chittagong, and to some extent powdered TSP from the 
Chittagong TSP factory. Fertilizer is transported to the districL 
by private ('.ontracter trucks from Chittagong. Trucks currently 
carry 5 tons. Previously they used to carry more than 5 tons, but 
recently a weigh station just outside of Chittagong prevents even 
the smallest excess over the 5 ton limit. The 12 BADC operated 
thana warehouses receive fertilizer dispatched to them from the 
2 PDp1s at Feni and Begum.ganj. 
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The Feni PDP consists of 18 warehouses with a capacity of 
7, 543 tons. The Beg~-nganj PDP consists of 14 warehouses with a 
capacity of 4,434 tons. The 12 BADC thana sales centers in the 
district consist of a 26 warehouses with a capacity of 3,519 tons. 
BADC has in addition to this capacity rented 6 thana warehouses to 
TCCAs with a capacity of 1,600 tons. 

The district BADC owned/operated and hired warehouses, not 
counting the ones rented to TCCAs, have a total capacity of 15,496 
tons and, compared to 1977-78 sales of 32,769 tons, had capacity 
to sales ratio of .4:7 to 1 

Noakhali District fertilizer sales are managed by a District 
Manager who administers 2 Suo --Division Managers and 1 28 Thana 
Inspectors, storekeepers, drivers, peons and tally clerks. The 
BADC District Headquarters is located in the City of Noakhali. 

Currently the district has 3 trucks and Z jeeps owned by BADC 
which are used to meet a part of the requirement for dispatching of 
fertilizer from PDPs to BADC operatp.d thana warehouses. 

Reports by BADC pe rsonnel and by dealers indicate that current 
February selling prices to farmers within a distance of about 15 rniles 
of the 2 PDPs are at or below official prices. Prices within 6 miles 
of remote thana warehoust;s operated by BADC are currently reported 
to be at official prices. 

T CCA warehouses hu",'e bE:cn closed due t:; a strike by TCCA 
employees and by TCCA management decision. The TCCAs have 
found now they no longer have a monopoly on sales to d~alers in 
their thana areas. TCCA officials claim their transportation, 
loading, unloading, warehousing, and personnel costs makes them 
non- competitive \\-;,th wholesale dealers' costs. Thus, where TCCA 
warehouses are beyond a break even road transport distance of 
about 15 miles or more fron. a B.aDC, PDP, TCCA wareb.cuees 
have been closed. 

P_s in other districts. farmers in Noakhali District prefer 
black granualr TS? Farmers in Noakhali have bid the price up for 
this product with reporteci pri:::cs ranging from 10 to 15 Taka over 
that of grey colored granular TSP. 
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In comparing February 1979 reported farmer buying prices 
under the New Marketing System, with a survey conducted by MCC 
and HEED for USAID in remote thanas of the Noakhali District in 
November 1978 (when the old marketing system was in effect), it 
appears that farmers today are paying prices equal to or slightly 
lower than in November 1971. 

Dealer registration in the district,as of January 31, i979, 
totaled 1,940, of which 850 dealers have purchased fertilizers 
from BADe points of sale since December 1st 1978. The dealer 
registration under the old system totaled 1,168. 



Table 11A Noakhali District Sales 
(Product Long Tons) 

December 1917 December 1918 
Thana Urea DAP TSP MP Othar Total Urea D1LP T~P MP Other Total 

Hatiyc. 20 66 1 3 90 22 52 2 16 
Ramgati 
Lz-ksh..-nipur 20 87 2 109 
Ramgonj 
Chatkhil 180 207 27 41< 

PDP Chcumuhnni 403 587 27 1017 522 115 567 69 167 1440 
Sudhararn 55 195 8 258 

PDP Feni 120 75 29 3 227 601 20 {57 43 280 1~01 

Chhagalnaiya 91 62 20 1 174 53 11 33 11 25 138 
Parohurarn 22 8 3 33 15 14 3 32 
Senbae 18 19 6 43 20 14 1 3,;; 69 "" .-
ScnaBClzi 
Compan yganj 16 16 

Thana Total 929 1322 123 1 2381 110 11 118 11 59 315 10. lOJo 

PDP Total 1123 135 1024 112 4:".<7 2841 89.9'10 

Grand Tcta1 929 1322 123 7 2381 1233 146 114·2 129 0506 3156 

Source: District Manager 



Table 11 B Noakhali District Sales 
(product Long Tons) 

January 1978 January 1979 -Thana Urea DAP TSP MP Other Total Urea DAF TSP MP Other Total 

Hatiya 23 23 46 16 65 1 82 
Ramgati 18 18 
Lakshmipur 52 179 3 234 
Ramgonj 145 B9 234 
Chatkhil 12.0 29 149 

PDP Choumuhani 824 261 42 1127 541 97 185 18 9 850 
Sudharam 180 7 187 

FDP Fcni J 40 126 14 2 282 387 79 17J 17 4 663 
Cbhagalnaiya 235 78 15 32M 101 20 7 32 160 w 
parshuram 70 lO B 1 99 31 15 3 49 

N 

Senbag 48 13 5 66 11 21 1 33 
Sonagazi 55 74 7 136 
Companygonj 23 73 96 
Raipur 27 27 -

Thana Total 1933 9?2 101 3 3029 159 0 121 12 32 324 17.60/0 

PDP Total 928 176 301 35 13 1513 82.4% 

Grand Total 1933 9Y2 101 3 3029 1087 1 7(, 482 47 45 1837 

Source: District Manager 

February 22, 1979 
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3. Evaluation of the Camilla District NMS 

The Camilla District enjoys the highest fertilizer sales of 
any district in Bangladesh, about one seventh of the country's total. 
The prindpal citi~s in the district are Chandpur a major river port, 
Camilla and Brahmanba:t"ia. 

There are three sub-divisions in the district at Camilla, 
Brahmanbaria, and Cbandpur and 21 thanas. The Camilla Sub­
Division has 10 thanas, Brahmanbaria Sub-Division has six thanas, 
and the Chandpur Sub-Division has five thanas. 

The cropped acreage as reported for fis cal year 1975-76 
totaled 1,398,500 acres and comprised the following crops. 

Table 12 Camilla District Cropped Acres 1975-76 

Crop 

T. Aman 

Aus 

Bora 

Wheat 

Sugarcane 
Potato 
Jute 
Tobacco 
Oil Seeds 
Vegetables 

Total 

Season 

HYV 
Loc ... l 
EYV 
Local 
HYV 
Local 
HYV 
Local 

Acres 

188,000 
155,000 
106,000 
392,OCJO 
215,000 

35,000 
40,000 
7,000 
1,000 

32.,000 
183,800 

3,900 
22,000 
17,800 

1,398, 500 

The total fertilizer used in ~ ft~:al year 1977-78 was 
98,779 tons for an average 29. 38J;~unds of t:utrient for every cropped 
acre, the highest for any district in Bangladesh. 

Rail, water, and highway transportation mcilities are available 
in the district. The met~r gauge railway system provides sources 
of fertilizer from the urea factories, TSP factory, Chittagong Port, 
Narayanganj and Chandpur River Port. Water transportation is 
available on the MeghIla RivE::r and s(;me small waterways during the 
monsoon. Pucca roads serve most of the thanas. 
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The district's supply of fertilizer comes mostly from the 
Chittagong Port and TSP Factory. 

The district office of BADC is located at Comilla and the 
sub-divisional offices are in Comilla, Chandpur, and Brahmanbaria. 
The warehouse locations designated as PDP's are at Comilla, 
Laksham, Chandpur, Hajiganj, and Brahmanbaria. The warehouse 
facilities at the PDP's are: 

Appendix Table 13 Comilla PDPs 

Warehouse NUIl'lber 
PDP Location of O\\llled & Leased Total Capacity 

Comilla 3 1,425 tons 
Laksham 2 1,000 tons 
Chandpur 8 2,900 tons 
Hajiganj " 800 tons 
Brahmanbaria 2 1,500 tons 

Total 17 7,625 tons 

There are 14 owned and leased thana warehouses with a total 
capacity of I, 720 tons bringing the total B.nDC storage capacity in 
the districttc. 9,345 tons. 

The total warehouse capacity, compared to the annual sales 
of 1977-78 of 98, 779 tons, results in a warehouse capacity to sales 
ratio of .09 to 1 which is critically low. This district is in 
desperate need of additional storage capacity. The sales forecast 
for the month of December 1979 is 30,000 tons. To achieve this 
sales target inventory rr.ust be turned over more than three times 
in the month of December. 

TCCAS have leased 13 warehouses from DhlJC with a capacity 
of 3, ~OO tons, but they are not actively utilizing most of tl1em. 
Every effort should be n.ade to have these warehouses returned 
to Bj.;DC cperation. 

The Comilla District is headed by a District Manage r and 
three Sub-Divisional Managers with 21 Thana Inspectors and 90 
other personnel. 
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BA.DC owned and operated transportation consists of a 
jeep for the District Manager, one for one of the sub-divisional 
managers, and 4 trucks to supplement product movement. by 
contractors. 

Retail prices have varied throughout the district depending 
on distance from the PDP and supply of product. Demand was very 
high during December and January and TSP supply was insufficient. 
Thus, most TSP has sold above the fixed retail price. Some TSP 
that was broue;ht from Chittagong by dealers wa~ sold for as much 
as Tk.lOO/maund (55 Tkimaund being the officiul retail price). 
As of February 19th,4000 tons of DAP had been sold in the 
district, prirc.ariiy the result of the TSP shortage. 

The new marketing systen, has been well received in the 
Camilla District and the only complaint from dealers is the 
supply shortage. To datz 2598 dealers have signed up at the 
PDP's and 1175 at the thana safes centers. It is estimated that 
about 250;0 of this number are active. 

The high deale r signup at the sales cente rs was due to the 
TCC;:"s I reluctance to participate actively under the new marketing 
system. Under the old system the TCC!. wholesale distribution 
systerr. was a major factor in the district but they have chosen 
not to corrlpete with privat~ wholesalers and dealers in the 
new system. 



Table 14A Comi11a District Sales 

December 1977 December 1978 
Thana Urea DAP TSP MP Other Total Urea DAP TSP t!f Other Total 

PDP Comilla 576 495 209 1280 2575 833 736 347 72 4563 
Chauddagram 136 15 151 
Barura 22 155 60 237 87 5 1 93 

PDP Laksham 254 189 34 477 849 130 263 152 1394 
Burichong 100 247 347 98 50 17 165 
Chand ina 484 199 84 767 230 74 122 92 39 557 
Homna 265 103 368 97 49 66 5 217 
Debidwar 583 3"- 7 70 1000 145 191 140 96 572 
Muradnagar 562 569 4 1135 741 12'3 232 21 39 1161 
Daudkandi 795 570 124 1489 682 256 163 72 67 1240 

PDP Chandpur 25 70 3 98 2273 175 673 255 157 3533 
Mat1ab 1149 38[1 70 1607 185 95 167 100 125 672 

PDP Hajiganj 37 279 50 366 687 166 209 112 142 1316 
Faridganj 96 131 22 8 257 86 1 75 23 185 
Kachua 372 3fi5 73 810 234 153 51 438 

PDP Brahmanbaria 1527 499 93 2119 1043 405 8(jfl 192 57 2511 ..... 
Sarail 632 378 15 1025 109 108 252 120 589 

Ci" 

Kasha 475 67 52 594 
Nabinagar 935 516 86 1537 2J6 5 217 53 32 563 
Bancharampur 234 120 36 390 62 17 50 25 154 
Nasirnagar 250 346 40 636 208 31 130 10 63 442 

Thana Total 9509 6048 1125 8 16690 3220 1108 1720 635 365 7048 34.6'%. 

PDP Total 7427 1709 2689 1064 428 13317 65.4'%. 

Grand Total 9509 6048 1125 8 16690 10647 2817 4409 1699 793 20365 

February 22, 1979 

Source: District Manager 



Table l4B Comilla District Sales 
(Product Long Tons) 

January 1)78 January 1979 
Thana Urea DAP TSP MP Other 'rotal Urea DAP TSP !1L ~ !.Q!!! 

PDP Comilla 404 192 186 782 2228 506 149 204 3087 
Chauddagram 204 84 25 313 
Barura 269 97 49 415 114 8 17 139 

PDP Laksham 371 116 50 537 510 163 27 42 742 
Burichong 555 50 605 52 52 
Chandina 486 209 64 759 141 10 151 
Homna 208 43 44 295 
Debfdwar 4q9 141 69 699 30 4 34 
Muradnagsr 953 201 94 1248 255 25 21 6 307 
Dsudkandi 912 340 108 1366 301 44 28 29 402 

PDP Ch;tndpur 160 54 75 289 548 409 112 72 5 1146 
Mat1nb 00f) 69 70 945 262 77 339 

PDP Hajigsnj 146 70 45 261 685 122 26 66 20 919 
Faridganj 132 33 22 20 227 111 55 25 23 214 
Kachua 376 90 66 532 110 110 

...., 
~ 

PDP Brahmanbaria 666 168 123 957 1485 425 116 176 26 2228 
Sarai1 566 78 644 140 50 190 
Kasbs 560 401 38 999 68 20 128 74 10 300 
Nabinagsr 742 71 39 852 329 95 126 13 563 
Banchsrampur 212 26 14 252 93 93 21 3 210 
Nasirnagar 326 190 13 529 151 45 16 2 214 

Thana Tot~l 9543 2749 1194 20 13506 2157 462 415 181 10 3225 28.4% 

PDP Total 5456 1625 430 560 51 8122 71.61-

Grand Total 9543 2749 1194 20 13506 7613 2087 845 741 61 "11347 

February 22, 1979 

Source: District Manager 
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4. Evaluation of the Sylhet District NMS 

The Sylhet District in size is one of the largest in Bangladesh. 
The principal city is Sylhet. 

There are four sub-divisions in the district (Sylhet, Sunamganj, 
Moulvi Bazar and Habiganj) and 33 thanas. The Sylhe:i: Sub-Division 
has 11 thanas. Sunam["anj Sub-Division has 8 thanas, Moulvi Bazar Sub­
,:)ivision has 6 thanas, and Habiganj Sub-Division has 8 thanas. 

The cropped acreage as reported for fiscal year 1975-76 totaled 
1,783,300 a.cres and comprised tht: following crops: 

Appendix Tab~~ 15 §ylhet District C,ropped Acres 1975-76 

Crop Acres 

T. Aman HYV 192.,000 
Local 422,000 

Aus HYV 200,000 
Local 292,000 

Boro HYV 255,000 
Local 350,000 

Wheat HYV 200 
Local 300 

Sugarcane 6 1 000 
Total 1,783,300 

The total fertilizer ul';ed in the fiscal year 1977-78 was 23,512 
long tons of product for an average of 13. 8 pounds of nutrient for every 
cropped ac re. 

Rail, water, and highway transportation facilities are available 
in the district. The meter gauge railway sy stem serving points along 
the southern part of the district and north of Sylhet to Chattak connects 
with the 3 fertilizer factories in Bangladesh, Chittagong Port, and 
Narayanganj. Only about half of the thanas are served by pucca r('o;Lds, 
eleven thanas having no roads at all and served only by water t;ransport. 
The areas depending on wate r transportation have none during the dry 
season when the rivers are low or dry. 

The fertilizel supply comes from the Fenchuganj urea factory, 
the Chittagong TSP factory, and imports through the Chittagong Port. 
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The district office of BADe is located in Sylhet and +:he sub­
divisional offices in Sylhet, Sunamganj, Moulvi Bazar, and Habiganj. 
The warehouse locations designated as PDPs are at Sylhet, Habiganj. 
Sreemangal, and Chhatak. The Sylhet PDP consists of 7 owned and 
leased warehouses with a total capacity of 2830 tons. The Habiganj 
PDP cons ists of 9 leased warehouses with a total capacity of 1,570 tons. 
The Sreemangal PDP consists of 4 owned and leased warehouses with 
a total capacity 0; !, 420 tons. The C hattak PDP cons ists of 6 owned 
and leased warehouses with a total capacity of 880 tons. The 79 owned 
and leased thana warehouses have a capacity of 8,800 tons. Thus. the 
total warehouse capacity is: 

4 PDPs 
Thanas 

Total 

6,700 tons 
8,800 tons 

IS, SOD tons 

This capacity compares to the annual sales of 1977-78 sales of 23,512 
tons and results in a warehouse capacity to sales ratio of .66 to 1. 

TCCAs Clo not distribute fertilizer in the Sylhet District. However, 
ammonium sulEhate i5 dish 'buted directly from the Fenchuganj Factory 
to the tea gardens in the district. These sales are not reflected in any 
of the data given for BADC. 

The Sylhet District ferHlizer sales are managed by a District 
Manager who administers 4 Sub-r'ivisional Managers, 33 Thana Inspectors, 
5 Senior Storekeepers, and 193 other personnel. 

BADC owned and operated transportation consists of a jeep for the 
district manager and 2 trucks to supplement product movement by con­
tractors. 

Some sampling of the retail prices indicated that they were at 
the fixed prices or a little below near the PDPs, except in a few isolated 
cases where TSP had been sold above the fixed price due to a shortage 
in the particular area. 

Dealers located in the vicinity of the PDPs are happy with the new 
marketing system becau:;e commissions are higher and purchases and 
sales are unrestricted. Dealers in the more remote areas are content to 
buy at the thana sales centers at the Tk. 136.1/ton (5 Tk/maund) commi­
ssion. The additional commission at the PDPs will not offset their.addi­
tional transportation and handling costs. All of the dea lers registered at 
the Chattak PDF are from C hatta k Thana. None of the dealers from the 
other thanas intended to be served from Chattak came to register. These 
remote thanas arC' all in the swampy area requiring water transportation 
which is not available during the dry season. 



Table 16A Sllhet Dl~trict Sales 
{Product Long Tons} 

December 1977 Dece"lber 1978 
Thana Urea DAP TSP MP Other Total Urea DAP TSP MP Other !.2W. 

PDP Sy1het 91 150 32 273 116 167 22 30S 
Gowainghat 3 1 4 
Ba1aganj 7 4 1 12 2 2 
Tajpur 12 4 2 18 3 2 1 6 
Biswanath 62 27 17 106 16 15 3 34 
Fenchuganj 5 3 1 9 7 4 11 
Golapganj 15 10 5 30 10 8 1 19 
Jaintnpur 1 1 3 2 S 
Kanaighat 3 1 1 5 6 6 
Zakiganj 13 1 1 15 12 12 
Bcnnibazar 5 3 2 10 5 1 6 
Moulvibazar 14 6 2 22 28 54 7 89 
Rajnagar 12 9 1 22 14 22 36 
Kulaura 47 28 6 81 '.0 S4 2 96 "" PDP Sri(1l11nga1 19 27 39 85 113 149 40 302 0 

Kamalganj 27 5 1 33 L2 5 27 
Barlckhll 19 7 5 31 23 6 3 32 
Sunamr,anj 78 30 7 115 36 14 3 53 

PDP Chnttnk 33 19 3 55 35 17 3 55 
Jllgannathpur 4 7 2 13 12 1 13 
Tnhirpur 59 33 4 96 9 2 11 
Badaghnt 11 8 1 20 9 4 13 
DharaMpnsha 52 42 8 11 113 26 10 2 38 
Madhyanagar 80 39 9 128 35 30 2 67 
Derai 68 32 7 107 31 41 3 7 82 
Sulla 37 75 3 115 57 48 6 111 
Jnmalgltnj 107 75 17 199 60 48 16 124 

PDP Habiganj 49 35 9 93 127 73 11 211 
Madhabpur 79 91 5 175 77 2 2 81 

Source: District Manager 



Table 16A (Conl:d.) Srlhet District Sales 
(product Long Tons) 

December 1977 Decembar 1978 
Thana Urea DAP TSP MP Other Total Urea DAP TSP MP Other Total -
Chunarughat 9 78 87 19 S 1 129 
Bahubal 14 8 3 2S 13 5 1 19 
Baniachong 129 59 13 201 2S 6 3 34 
Mahiganj 9 4 3 16 9 4 1 14 
Lakhai 139 126 9 274 lIS 24 1 140 
Ajmiriganj 15S 13 9 6s 242 100 94 13 207 

Thana Total 1467 1060 228 76 2831 824 501 71 7 1403 61.6,-0 

~ 

PDP Total 391 406 76 873 38.4,-0 
..-

Grand Total 1467 1060 228 76 2831 121S 907 147 7 2276 

February 22, 1979 

Source: District Manager 



Table 16B Sy1het District Sales 
(Product Long Tons) 

January 1978 January i979 
Thana Urea DAP TSP MP Other Tote1 Urea DAP TSP MP Other !2!& 

PDP Sy1het 75 33 7 115 45 38 3 86 
Gowainghat 5 3 2 10 3 3 1 7 
Ba1aganj 9 4 1 14 3 3 
Tajpur 8 4 2 14 5 1 6 
Biswanath 29 11 2 42 1 1 
Fenchuganj 19 14 3 36 10 3· 13 
Go1apr,anj 6 2 1 9 3 1 1 5 
Jaintapur 3 3 1 7 1 1 
KaMighat 4 4 4 4 
Znkiganj 3 3 2 2 
Beanibaznr 10 4 2 16 7 1 1 9 
Mou1vibazar 16 6 2 24 14 6 20 
RnjnRgAr 31 10 3 44 15 1 16 
Kulaura 5B 14 72 29 7 1 37 

PDP Srimanga1 15 39 1 55 77 7 1 85 JI:o. 
N 

Kamn1gonj 28 6 3 37 10 3 2 15 
BIlr1ekha 13 7 5 25 5 2 7 
Sunamgnnj 72 26 10 100 37 12 5 54 

PDP Chattnk 91 29 12 132 57 4 13 5 2 81 
Jagnnn-athpur 35 13 2 50 34 2 1 37 
Tahirpur 30 4 34 5 2 7 
Bndnghat 13 7 20 15 3 18 
Dhn ramp.') shl'! 16 9 2 8 35 18 6 1 25 
MadhYRnIlgar 49 36 2 87 32 14 1 47 
Derai 45 30 1 76 75 21 B 104 
Su11e 173 30 15 2 220 113 13 1 10 137 
Jame1ganj 53 18 10 81 76 2 15 B 101 

?DP Habiganj 135 65 16 216 276 35 3 314 

Madhabpur 82 114 1 197 42 5 3 50 

Source: District Manager Sy1het 



Table 16B (Cont) Sx:1hei: District Sales 
(P roduct Long Tons) 

JanuarI 1978 Januarl 1979 
Thana Urea DAP TSP MP Other Total Urea DAP TSP MP Other Total 

Chunarughat 15 10 25 2 1 3 
Bahuba1 28 17 1 46 16 6 22 
Baniachong 133 104 13 250 141 20 2 163 
Mahiganj 12 6 1 19 12 3 15 
Lakhai 192 202 2 396 286 47 5 338 
Ajmiriganj 554 100 9 663 400 42 3 445 

Thana Total 2060 990 132 10 3192 1416 2 234 50 10 
~ 

1712 75.2% ...., 

PDP Teta1 455 4 93 12 2 566 24.8% 

Grand Total 2060 990 132 10 3192 1871 6 327 62 12 2Z78 

February ZZ, 1979 

Source: District Manager 
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5. Evaluation of the Chittagong Hill Tracts NMS 

The Government's administrative headquarters for this district 
is located in Rangamati. The district is divided into 13 thanas and has 
three principal :::::itie:s, Ramgarh, Rangamati and Bandarban. The 
district is divided into three sub-divis ions, Ramgarh, Rangamati 
(Sadar) and Bandarban. 

The district has a total area of 5,083 square miles made up of 
rolling forested hills criss-crossed by branches and tributaries of the 
Karnaphuli River. Between the hills are valleys which are farmed. 

Total cropped area is around 250,000 acres or about 8% of the 
total area of the district. Scattered small farming areas in remote 
locations are farmed by hill tribal people. Poor communications 
characterize this district, one of the most under developed districts 
in Bangladesh. 

The cropped acres reported for 1978-79 are as follows: 

Table 17 Chittagong Hill Tract Cropped Area 1978/79 

Crop Season Acres 

R ice Paddy Aus 90,675 
T.Aman 64,390 
Boro 25,420 

Jute 425 
Sugat'ce;.ne 1,660 
Oil Seed Crops 13, 120 
Wheat 85 
Others 54,225 

Total: 250,000 

The Chittagong Hill Tracts ristrict fert ilizer sales were 0.4% 
of BADC total sales in 1977-78. Fe;rtilizer use in the district for 
1977-78 was only 2,641 long tons of product,the lowest of any district 
in Bangladesh,and represents only 11.2 pounds of nutrient per cropped 
acre. 

Transportation into the district is limited to 3 roads from the 
Chittagong District and country boat traffic up the ~(arnaphu1i R iv~r. 
Roads do not connect the administrative center (Rangamati) to the 
various thanas in the district. The I<arnaphuli River, its branches 
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and tributaries, are used for some inter-district transportation and for 
outgoing produce. Road transport to thanas in the remote valleys is 
expensive due to poor road conditions and great distances. 

Fertilizer is currently being transported from Chittagong where 
a transit warehouse of 1,625 ton capacity on the Strand Road has been 
set aside to serve the Chittagong Hill Tracts. This warehouse is under 
the control of the Chittagong Hill Tracts District Manager but the 
warehouse is administered by the Chittagong District Manager. This 
trans it warehouse currently supplies the Chittagong Hill Tract thana at 
Ramgarh and the PDP at Rangamati. 

The Chittagong District PDP at Dohazari is currently supplying 
the Chittagong Hill Tracts thanas at Bandarban, Lama and Nakhiongchari. 

Currently in the Chittagong Hill Tracts District only one PDP is 
operating, Rangamati. This PDP's sales to dealers is marginal as 
shown by Table 18. 

The Chittagong Hill Tracts District owned/operated and hired 
warehouses, excluding the Strand Road warehouse, have a total caPacity 
of 2,503 tons and compared with sales in 1977-78 of 2,641 product tons, 
achieved a warehouse capacity to sales ratio of '.06 to 1. 

The district currently has 1 truck used for transporting fertilizer 
between the PDP and thanas in the R angamati area and 1 jeep. 

Reports are that prices at remote thanas are above official prices 
as the PDP discount does not cover transport, handling and warehouse 
costs. In addition it is reported that dealers buying from thanas at the 
current 7 Tk. /maund discount and faced with difficult and expensive 
transport problems (head loads etc. ) find they must sell over the official 
pr ic e to show a profit. 

Fe.rtilizer knowledge by tribal farmers in this district is low to 
minimal. Extendon efforts to educate farmers have made little headway. 
Farmers claim their soil is rich and are afraid fertilizer may hurt their 
fields. All these factors contribute to low fertilizer usage in this 
district. 
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Only 29 customers are registered at the Rangamati PDP of which 
only 9 are local dealers. Customers from other districts came to the 
PDP in December and January t,. ... buy the PDP's stock of black colored 
TSP which is in high demand tn other districts. Stock of this particular 
color TSP is now exhausted and PDP sa les problems caused by customers 
from other districts have ended. Stocks of TSP at the PDP are adequate 
with the planned arrival of DAP. 

The New Marketing System needs to be modified to serve the parti­
cular problems of Chittagong Hill Tracts I:'istrict. 



Table 1sA Chittagong Hill Tracts District Sales 

(Product Long Tons) 

December 1977 De~enm!!r 127S 
Thana Urea DAP TSP MP Other Total Urea DAP TSP MP Other Total 

PDP Rangamati 12 10 12 34 2 76 1 79 
Chandraghona 7 8 2 17 19 31 1 51 
Barka1 6 Fy 8 20 10 9 9 28 
Longadu 3 1 2 6 5 5 6 16 
Baghaichari 2 1 3 6 3 9 
BAndorban 9 4 13 
Lama 2 2 4 42 23 65 
Naikhyongchari 3 2 5 12 16 1 29 
Ramgarh 4 9 1 14 1 9 10 
Khagrachari 1 1 1 1 
H.."1halchari 1 1 
Dighina1a 1 1 .... ...., 

Thana Total 49 43 25 117 98 96 17 211 72.77.. 

PDP Total 2 76 1 79 22 37.. 

Grand Total 49 43 25 117 100 172 18 290 

February 22, 1979 

Source: District Manager 



Table 18B 

January 1978 
!h.rul!! Urea DAP TSP MP 

PDP RangAII12ti 15 7 6 
Chandraghona 28 27 3 
Barka] 
Lonp.adu 7 6 11 
BRghaichari 1 1 
Banda i.'ban 23 8 
LAma 13 14 2 
Naikhyongchari 11 10 1 
Ramp,arh 11 13 2 
Khagrachari 5 1 1 
Mahalchari 
Dighinala 

Thana Total 114 87 26 

PDP Total 

Grand Total 114 87 26 

Source: District Manager 

February 22, 1979 

Chittagong nUl Tracts District 

Other 

(Product Long Tons) 

Total 

28 
58 

24 
2 

31 
29 
22 
26 

7 

227 

227 

Urea 

21 
15 

3 
6 
6 

11 
37 

8 
2 

1 

97 

Jl 

118 

DAP 

Sales 

_---.::!.!! nU!l r y 1979 
TSP MP !1h!ll. 

31 8 
12 3 

2 2 
2 

6 
31 4 
62 1 

115 10 

146 18 

Total 

60 
30 

7 
8 
6 

25 
72 
71 
2 

1 

222 78.7% 

~ 21.3% 

282 

~ 
Ol 
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F. Suggestions 

The, suggestions were offered by the IFDC Consultants as 
some of L'1e ways the NMS could possibly be improved and to 
meet the objectives of the NW...5. It is too early in the NMS to 
make a final decision on all of these suggestions, but they have 
been accepted by BADC and USAlD as worthy of serious consideration. 

(1) Warehousing Improvement 

The ongoing warehouse construction program should be 
concentrated at the PDP locations and at those locations where 
storage inadequacies are the most critical. 

PDPs should be staffed adequately to handle customel' 
sales promptly along with regular receiving and shipping 
operation6. 

i. The BADC employee designated to register dealers, 
take ba: .... -: drafts and issue warehouse orders should 
be located at thi: PDP warehouse. 

ii. Longer opt:l'ating hours might be needed with personnel 
working on shifts. 

iii. Proct:uures for store-keepers accountability should 
permit simultaneous receiving and shipping or n:ultiple 
simultaneous shipments. 

Maintain uniform stacki.."lg in all warehous~s to protect 
invenwry and permit physical verification of stock balances 
at any time. 

lviaintain adequate inventories of required products 
including DAP at all locations. 

A specific suggestion is that the ~trand Road warehouse 
in Chittagong that is assigned t~ Chittagong Hill Tracts be 
reassigned to t:.'1e Chittago:lg PDP for better utilization. The 
Chittagong Hill Tracts District Manager should be permitted tc 
issue movemc::nt orders un any Chitt.:lgong District PDP itrar.sit 
warehouse in coordin~ticn with the Chittagong District l'vianager 
Additionally, the ground rock phosphate ilt the Strand Road ware­
house should be sold or shipped to other districts or sold to thE: 
TSP factory as it has been consuming considerable space for 
over two years. 
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Should the TCCAs decide not to function as a wholesale 
dealers cr as a retail qeala:'8 they should be requested to return 
leased B.hDC warehouses back to BADC. BADC can utilize some 
of them, particularly in the Comilla District. The others could be 
sold or leased to active wholesale dealers. 
b. Transportation and Coordinating Shipments 

It is recOInnlCnded that uniform transportation remuneration 
rates be established by BADC competitive with those of other 
government companies and private industry to enable BADC to 
effectively secure adequate transportation conveyances. 

Transportation contracts should be awarded on the basis 
of contractor qualifications, such as owning trucks, having 
signed contractB for sufficient transportation conveyances, and 
ability to post bond or guarantee to cover cargo transported. 
Contracts should remain valid until reissued for changes Clr 

canceled for non-perforrnance. Enhancement of l"ates could 
possibly be permitted by contract on BADC rates for local 
conditio:1s or circumstances increasing costs. BADC rates 
should be reviewed regularly and revised as necessary. 

The Divisional Manager and his District Managers should 
coordinate with th~ Manag.::r Shipping and assist in determining 
all movement orders for sr..:ipments into the districts to the extent 
of allotrncntt; established by BA.DC/Dacca. This authority will 
permit the Divisional j,1anager to route and dispatch for timely 
arrivals of the required products at the required locations and in 
the required quantities. HE. can then adjust the program for 
unexpected product d.emand, space availability, or transporta­
tion restrictions. 

The movement order procedures should be reviewed tc 
insure that they in no way are restrictive tc efficient operations. 
Movement orders should be coordinated with th~ Manager 
Shipping to avoid douDl~ handling and not tc ::estrict efficient 
operations in the port. 
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(2) ~dding And Deleting Sales Locations 

Certain warehouse locations have been designated as PDP's 
under the new marketing system. These PDPs should be selected 
to maJcirnize the following criteria:: (a) at the intersection of major 
transport modes, (b) near a major commercial area, (c) has 
adequate storage capacity, and (d) serves the maximwn nwnber of 
dealers in several thanas. 

PDPs should be filled first. No fertilizer should be moved 
to thanas until all FDPs are ade~ucltely stockeci. It V'ill become 
apparent that some areas are being adequately served by the 
selected PDP area.3 ana other areas are not. Thl.:! thana sales at 
some locations will drop and some will not. If th:ma aales drop 
500/0 or more from previous sales they should be closed because 
the area can be adequately served from the PDP. If thana sales 
remain steady it is an indication that the,>ales location is need~d 
and should be m.aintained. 

If a PDP's sales are low or if it is found to be serving 
only one tb.ana, then its st.atus uS a PDP should be reconsidered. 

(3) Dealer Classification 

The NMS principle that dealers m.'ly :register without rest.":"ic­
tions or approvals is eS'~ential for a free marketing system. However, 
certain qualifications such as requiring dealers to bring a .-.ralid form 
of id~:Ltification add n£:eded assurance that tl-.e registrant il3 using 
his correct name and address. This appearr: to have alInost elim.inated 
people uslng fictitious names and addresses. 

Under the current NMS, it has become d.ifficult or irr.pcssible 
to determine sal<3s of fertilizer to deal~t's in given areas. 
Wholesale dealers are free to sell anywhere they choose and can 
now buy anywhere thf~y wish in the Chittagong Division. Local 
Government official!:· are vitally interestec.. in knowing that 
stocks and sales a!"€; adequate to meet de:nand in their 
jurisdictions and jUl3tly so. 
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A dealer classification system is one way to solve several 
oi the NMS problems currently reported by District Managers. 
These are as follows: 

(a.) Estimation cf sales for given thana and administrative 
areas. 

(b) The need tc identify and varify which dealers maintain 
a warehouse, its la,cation, capacity and address. 

(c) The need tc., identify deale rs I points of sale and 
locations of any sub-dealers. 

(d) The need to prc.'vide BADC with a means to recommend 
to banks dealers worthy of credit for warehouse cons­
truction or operating loans. 

(e) J-.,. means tc direct farmers to authorized dealers to 
exchange bank fertilizer credit slips fer fertilizer. 

(i) An incentive fer dealerfl to attend training programs. 

(g) A means of rati0ning fertilizer under critical 
shc..rtage sit~a.tions. 

There are severa.l possible ways <l dealer classification 
system could be structured t.:; solve theso NI.iS problems and 
still maintain a truly free m<.:.rketine system. 

One suggestion is t::, have Bh,DC PDP Sales Rcpresentatives 
(a suggested new narne Lr Thana lnspector3) visit cnce each month 
dealer warehouses and dealer po~ts of sale. The PDP Sales 
Representative would estin'late dealer stocks on hand, verify 
dealer and sub-dealer addrt:sses. obtain dealerd ciatc'. on sales 
volwne, visit with nearby far:nE:rs and obtain fi:-st hand infonna­
tion on retail prices they are paying for fertilizer. The Sales 
Representative should have a firal understanding of ~"e fertilizer 
requirements of his area, dealer ~nd farnler credit needs, and 
be able to communicato::! current fertilizer recommendations. 
Based on thesc rTlcntll1y reports (plus information on dealer 
purchases recorded in the IICustomer Lifting Record" maintained 
at warehouses) the PDP Sales Representative would classify 
each dealer into one of three classifications. 



CLASSIFICA TION 

A. 
(Blue Card) 

B. 
(Red Card) 

C. 
(Yellow Card) 
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REQUIREMENT 

1. Have a warehouse of 20 tons or more 
capacity. 

2.. Have a permanent point of sale. 

3. Have purchased from a PDP or thana 
50 tons or more fertilizer in the last 
season. 

4. His regular retail selling pricES to farmers 'are 
at or below the official retail prices. 

5. He must have more than O!"le retail point 
of sale or have sub-dealers. 

6. Have attended a fertilizer training course 
and passed a simple written test on the 
correct use and storage of fertilizer or 
passed the test without taking the c:ourse. 

1. Have a warehouse of 5 tons capacity or more. 

2.. Have Q. permanent retail point of sale. 

3. Have purchased from a PDP or a thana 
10 tons or more fertilizer in the last season 
and sold it to farmers at or below the 
offici~l retail price. 

4. Have attended a fertilizer training course 
and passed a simple test on the correct 
use and storagt:: of fertilizt::r or passed the 
test without taking the course. 

1. Any registered d.aaler who does not meet 
requiren-:.ents of classification A or B or 
who does not want to be classified. This 
dealer must make a purchase ever} six 
months or his registration will be cancelled. 
IJl new dealers will be given yellow cards 
until they have quali!ied for red or blue 
cards. 
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Incentive for dealers to be classified A or B could be the 
following: 

1. During times of fertilizer shortage cnS1S, A and B 
classified dealers would get a monthly fertilizer 
allotrnent b<lsed on percentage of their purchases from 
the PDP or thana during the last season. C dealers 
would get no allocations. 

Z. A atJ.d B dealers would be eligible to receivE: BADC 
recommendation: to banks for credit, whel:' and if banks 
have funcls to loan to aealers. 

3. A and B dealers only would be eligible to redeem farmer 
bank credit slips at BADC PDPs or thanas for fertilizer 
and receive from BADC the prevailing discount. 

4. A, B and C dealers would be eligible to lease from 
BADC a large painted wood or metal sig!1 stating }-.d.s 
authorized dealer classification. Should for appropriate 
reasons, C:.e PDP Rep:'"esentative change the dealer1s 
classification, the sign would be returnee to BADC for 
one with his new classification. If a dealer challenges 
his re-classification the Sub-District Manager would 
make the final ruling. 

(4) Deale r T rainin g 

Dealer training is ess ential under the NMS for the system to 
function efficiently and also to as sure that costly fertilizer being 
provided and subsidized by thr-~ Government is not wasted by poor 
dealer ma'lagemE;:nt, In addition dealers should be sources of 
information to the -farmers on correct fertilizer usage. 

A.s thana warehc.uses and poi."1ts of sale are clOSed these 
personnel shoule be reassig!1cd to new jobs nnd functions such 
as d.3aler training or PDP or Thana Snles Repre.sentatives. 

Training of all Bh.DC p..;rsonnel in a division is needed to 
teach them how to upgrade their skills for future promotions and 
above all to direct their efforts to serve the most important 
persons in any m~ -rketing organization, the customers. 
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(5) Staffing Pattern For the New Marketing System 

The current staffing pattern designed fin thE: old marketing 
system is not adequate to service the high volume sales of PDP's 
and reduced emphasis on thana sales. It is suggested that a new 
staffing pattern be designed to meet the challenge. 

One possible NMS organizational chart cculd look like the 
following: . 

General Manager of Supply (Dacca Head Quarter) 
I 

" " .I DIVIsIon Manager 

Deputy Div. Dealer Training Officer 
Deputy Ple.nning and Pro"grarnming 

Officer 
Div. Clerks 

Regional Mana&,ers (covering 2 to 3 districts) 

Deputy Regional Training Officer 
Deputy Regional Planning and 

programming o£iicer 
Clerkn 

District Ma.nagers 

Assista...t Diet. Planning and 
:?rogramming Officer 

Asst. Dist. Training &: Prornotion 
Officer 

District Clerks 

S\\b- Di.trict Mana er=: 

PDP Sales Supervisor Thana Sales Supervisor (remote thanas) 

-- Sales ReprCl:l.:!l.l-
tatives 

- Storekeepers 
- Tally Clerks 
- Peons 

~ 
Sa.les Represt:Iltative 
Storekceper 
Tally Cle l"k 
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(6} NMS Costs and Prices 

(i) .It is suggested that an LFDC short term t:onsultant 
economist or market analyst, as provided in the LFDC/ 
BADC contract, spend 1 to 1 i months in Bangladesh to 
determine BADC marketing costs under the NMS, 
compared to costs of the old Marketing Eystem. I.e. 
addition he would evaluate wholesaler and retail dealer 
costs. This is to provide NMS managers with answers 
relevant to whether discounts should be raised or lowered, 
c>.nd to aSBure that an adequate profit incentive exists 
within the context of Bangladesh business conditions for 
wholesalers and retail dealers under the NMS. 

(ii) BADC should require that all registered dealers sign 
an agreement to not sell over official retail prices. 
Dealers who violate this agreement would be barrl3d 
from future purchases from BADe for period of say 
four months. 

(iii) BADC should provide "Price Posters" showing official 
retail priccs for all fertilizer products sold in Bangladesh. 
Dealers would be required to display this "Price Poster" 
in a promint:!nt place in his store visible to all customers. 
This should also be a requirement of the dealer regis-
tration at any permanent point of Dale. BADC could 
possibly charge 5 or 7 Taka for each poster to defray 
part of B/~DC printing and poster distribution costs. 

(iv) Based on the NMS cost evaluation, a determination needs 
to be made whether to raise or lower discounts or develop 
a new discount (com'Tlission) schedule. 

(v) Minimum quantity purchases at PDPs need to be re­
evaluated with the pos sibUity of raising the minimum 
tons per purchase. 

(vi) BADG ThaI1a sales canters whcre sales in January and 
February confirm that sales have dropped 50% or more 
compared to saleS for the sam\;! months last year sr..:>uld 
be closed by the end of March. Decision tc close 
additional BADC thana sales centwrs should be .made 
in May and again in July. 

http:cente.rs



