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PREFACE 

Agricult~cal ~.arketing Dev&lopment Project 

"The goal of the Project is to improve the living 
standards of farmers, consumers and market intermedi­
aries. This will be achieved by reducing pest harvest 
losses, increasing producers' share of final price for 
the product, cutting intermediaries' costs, and pro­
viding larger quantities of better quality food to con­
sumers~ 

The purpcse of the Project is to improve the efficiency 
of the marketing system. 

To accomplish the goal and purpose, the Project provides 
for: 

the establishment of a Marketing Division in the 
Ministry of Agriculture; 

the construction of four Subterminal w~olesale Distri­
bution Markets; and, 

the establishment and construction of 25 Assembly and 
Grading Stations in producing areas." 

"To achieve optimum marketing efficiency, farm produce 
should be assembled, graded and packed for distribution 
as near to the farmgate as possible. The Project pro­
vides for establishing 25 Assembly and Grading Stations 
in selected prodUcing areas. It was determined that 
the Marketing Division would be able to handle approxi­
mately 25 Stations over the five year life of the Pro­
ject. lf * 

* Extracted from Project Paper, Agricultural Marketing 
Development Project. 
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itA Producer Marketing Organisation is a group of farmers 
const~tuted ~to a legal ent~ty such as a cooperat~ve 
established as a limited liability company, to undertake 
t:..," marJ<e-c=g OJ: memJ:lers! crops and to supply produc:.:tion 
inputs to its merol:?ers. l1 * 

.. BAt:rac"C.ed fro!!!. "Producer Marketing organisations 11 a 
~.AC::: Educational Pamphlet. 
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LIST OF ~~BREVIAT!ONS -- .. . -

C-over.oment.uf Jamaica 

MOA Ministry of Agriculture 

MACD ~~keting and Credit Division 

USAID United States Agency for International Development 

PMO Produce Marketing organization 

AGS Assembly and Grading Station 

CPGCA Christiana Potato Growers Cooperative Association 

BOD Board of Directors 

IlIDP Integrated Rural Development Project 

NtlCS National Union of Cooperative Societies 

AMDP Agricultural Marketing Development Project 

ACE Agricultural Credit Bank 

AMC Agricultural Marketing corporation 

;. 



INTRODUCTION 

Scope of Work: . 

••. the contractor will prov~de the services of a 
Cooperative Management Advisor, who will work 
under the.general direction of the Director of the 
Marketing and Credit Division of the Ministry of 
Agriculture, for twelve (12) person months. The 
Advisor will be located in Christiana, Jamaica, 
and will per.form the following services: 

Assist and. advise management of the Christiana 
Potato Growers Cooperative Association (CPGCA) 
and selected PMOs in all matters relating to 
the organization and management.of the associa­
tion/PMO enabling them to become full service 
producer owned enterprises or cooperatives (pro­
viding inputs,. marketing serv~ces and. credit). 
His/her activities will relate to overall struc­
ture, organization, management, staffing, capi­
talization, member education and training, 
membership.promotion and board. of directors' 
orientation and training. The activities, 
equally divided between the CPGCA and selected 
PMOs generally located .in the Western and South 
Central area of Jamaica, will be undertaken with 
the general objective of upgrading skills and 
capabilities of the staff and boards and of 
strengthening the overall structure of the CPGCA 
and the selected PMOs. 

More specifically the Advisor will: 

i) Review. and analyze the current organizational 
structure, management and administrative 
systems of the CPGCA and other existing PMOs, 
making recommendations as appropriate and 
assisting management with the implementation 
of the recommendations to the extent feasible; 
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ii) Together with the CPGCA/PMO management and/ 
or management trainees, develop, prepare 
and implement board of directors and/or ste­
ering committee training, orientation and 
development programs; 

iii) Together with the CPGCA/PMO management and/ 
or managere~nt trainees, and with aopropriate 
board and/~.:~ :.)teering conunittees, develop I 
prepare qnd ~ple~sut member education and 
communication programs. 

During the past year (November 14, 1983 - November 

13, 1984) I have been associated with the planning and 

development of several producer marketing organizations 
I 

(PMO), two of which were long established and functioning 

in various capacities, while the others were still in the 

formation stage. It is important to note that due to the 

unexpected delays in the establishment and registration of 

the proposed PMOs, only one was actually marketing produce 

on a regular basis and none of the others that I was desig­

nated to work with were ever operational in a produce 

marketing sense by the end of my term. This fact and the 

consequent absence of management staff and trainees at pro­
posed PMOs meant that much of my time was directed to the 

preparation and training aspects of my scope of work in 

regard to membership and the Board of Directors (BOD) 

rather than in management training. 

The only operational PMO, Christiana Potato Growers 

Cooperative Association, was a different story. Due to 

the nature and immediate seriousness of this cooperative's 

position,. the emphasis here was focused on administrative 

and financial weaknesses, while at the same time special 

attention was directed at the Board of Directors and their 

relationship to the current economic difficulties. 
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Prior to my arrival in Jamaica, it was specified that 

I was to work exclusively with Christiana Potato Growers 

Cooperative Association Ltd. (CPGCA) for the first three 

months of my contract (December 83 through February 84) , 

which wouLd then coincide with the completion'of the Inte-

grat.c~ ~evelcpme~~ ?~j~act (IRDP) con~ract. 

ing in March I'was to allot 50% of my time to CPGCA while 

dividing the balance more or less equally among other speci­

fied PMOs according to priorities determined by me or the 

Marketing and Credit Division (MACD) of the Ministry of 

Agriculture (MOA). 

As I write this report and review the files and recall 

the activities that took place, I realize that despite the 

short time period and the inevitable frustrations that all 

those who work with farmers and cooperative type organiza­

tions can relate to, I have really enjoyed the past year 

and truly regret that I won't be able to see those newly, 

formed PMOs functioning and "alive". 

I am grateful, however, that the National Union of 

Cooperative (NUCS) is assuming the responsibility of educa­

tion and training for the administrative aspects of the 

PMO program, and I would like to give Sam James, the Project 

Director, a special mention here in appreciation for the 

good work he has done so far and to say that I have enjoyed 

working with him during the past few months. 

This final report is a summary of my activities that 

took place during the past year in respect to my scope of 

work and is not intended to be an evaluation or an analysis 

of the Agricultural Marketing Development Project (AMDP) 

in general nor the PMO/AGS program in particular. I will 

confine my observations and recommendations to those aspects 

of ~he project with which I was personally involved and feel 

adequately informed about in order to make meaningful and 

constructive comments. 
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Although each PMO will be mentioned in this report in 

respect to my involvement it is not the intention of this 

report to evaluate or analyse CPGCA L~~_ ~T. ~~y ~~ ~~~ ~tt~~ 

PMOs. For specific data and information concernin"g CPGCA 

Ltd. or St. Elizabeth/Manchester Cooperative G:::-c"ers Societ:.~l 

Ltd. (hereby referred to as Southfield Co-op), one can refer 

to their Annual Audit of Accounts or review the numerous 

subject memorandums, special reports, and monthly reports 

which are all on file. 

The following is a listing of those PMOs which fell 

into my area of operation: 

1. Christiana Potato Growers Co-operative Association 

Date Regis"tered: 1959 

Membership 2,000 - 3,000 active 

"14,000 - 15,000 with shares or 

partly paid shares 

Share Capital 

Sales 1983 

: $130,000 

6,107,447 

2. St. Elizabeth/Manchester Cooperative Growers Society 

Date Registered: 1958 

Membership : Unknown active 

5,000 with shares 

Share Capital $40,000 

Sales 1983 1,194,641 

3. Mason River Producer Marketing Association Ltd. 

Date Registered: 

Membership 

Share Capital 

Sales 

1984 

119 

$1,682.00 

N/A 

http:1,682.00


- 5 -

4. Guy's Hill JAS Food Crop Assoc'iation 

Date Registered: (Not yet registered as of 13-11-84) 

Membership 75 

Share Capital 

Sales 1983 

Sl.l.'i? (\(, 

N/A 

5. Hanover Food' t1arketing Association (Dias) 

Date Registered: (Not yet registered as of 13-11-84) 

Membership 29 

Share Capital $810.00 

Sales 1983 N/A 
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CHRISTIANA POTATO GROWERS CO-OPERATIVE ASSOCIATION LTD. 

(Hereby ~eferred to as CPGCA Ltd.) 

Management and Training: 

I was available for assistance and advice at CPGCA on 

a ~ci~~y basis for tbe first three months ana at le~5t once 

or twice a week for the remainder of my term. After the 

usual introductory period, I involved myself into the busi­

ness of the co-op, by assisting the Secretary/Manager and 

other staff in designing and implementing the use of several 

office forms ,including those for staff evaluations, weekly 

itineraries, monthly financial reports, daily cash, ,count:; 

and transport logs. Over time more important documents 

were developed through on-the-job training such as the 

budget and a legally binding growers' contract. I also 

reviewed and adjusted the purc!1asing (receiving) and selling 

(delivery) documents used in the main office and the ware­

house and Miss Pauline Smith, the present packinghouse man­

ager, has done a good job in implementing the various chan­

ges (see memos 5 and 27, appendix 1 and 2). 

I reviewed transport transactions for the first few 

months and assisted the Financial Controller in setting >;;p 

the new transport related accounts. A system of m{leage 

rates for the co-op's area of operation was also compiled 

and implemented (see memo 7, appendix 2). 
The two 5-ton vehicles are barely operating at a break­

even basis which implies that the load per trip is inade­

quate and/or that the rates are a bit too low. The GMC 

pick-up, which should be utilized for office/field trans­

port (hence earn~ng a revenue) has been used solely by the 

Chairman since its arrival, and its cost ,as well as the 
unnecessary expense of renting other vehicles for field work, 

has put the overall transport account deeper into the red. 
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The only recommendations I can give here is to increase 

load capacity per trip, charge adequate rates and to per­

suade the Chairman to return the pick-up to management where 

it belongs (see memos 15 and '19, appendix 1 and 2). 

1'0 ensure that CPGCA makes optimum use of its IEM 

;,,~ "'~~" 23, I enlisted the assistance :>:C :'::",llc1i'l :';.',Qver, a 

systsus analyst, working at ACB under a shor~ term USAID 

contract for Checchi and Company (Washington D.C.). He has 

worked very closely with bath IBM Jamaica and Telepro, a 

Kingston based computer software/programming company, which 

is assisting CPGCA in setting up the new accounts systems. 

An important decision was made, following both the advice 

of Dale Key (ACDI, Washington D.C.) and L. Conover, to can­

cel the order of a new and very expensive system that IBM 

Kingston was encouraging CPGCA to buy. L. Conover and 

Telepro have just recently redesigned several programs that 

could be accommodated on the existing but limited system 

without having to switch over to a larger and more expensive 

unit. 

A major weakness of the co-op is its total dependa­

bility on lending institutions for working capital. CPGCA 

is now accumulating a deficit in excess of $1,000,000 and 

it is doubtful whether Agricultural Credit Bank (ACB) will 

continue to loan to a failing business. Until the co-op 

accepts a program of co-operative style marketing which 

would increase share capital, reduce the capital require­

ments and pass some of the risk over to the members, I would 

not recommend that any institution loan money to CPGCA. The 

system, now in p'lace, is just not working, and it will only 

become worse. 

ACB has created a problem or two for CPGCA through its 

own poor performance in expediting the 1984 seed potato loan. 

It has been determined that ACE has overcharged CPGCA by 

approximately $500,000.00 and ACE officials have admitted 

http:500,000.00
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that this is true (see memo 18, appendix 2). A sum of about 

$140,000 has been adjusted in CPGCA's favour, but there 

remains in dispute the sum of approxL~ately $300,000. Their 

method of interest calculation is also most questionable. 

W~l~ ACE take action on this? will CPGCA follow up after I 

lcz::, ... v ... s: :r ':":2co:.~end that MACD/~~OA 0i. .~v~.:; take an in"Lel."est 

in expediting a solution to this problem. 

I concentrated my attention on management related prob­

lems in respect to produce marketing activities since that 

was the major concern of MACD, but unfortunately there were 

other unavoidable difficulties that also needed considera­

tion. 

of a 

The farm store operation, 

front shop and a sub-store 

for example, which consisted 

located in 

30 miles away, usually had annual sales of 

Kellits, about 

about $1,000,000 

with a margin of about 18%. After a quick analysis of this 

operation it was determined that due to a variety of reasons 

(lack of control, theft, mismanagement) the operation had 

lost over $200,000 for 1983. I conducted an investigation 

on behalf of Mr. L.G. Leslie, the Secretary/Manager (hereby 

referred to as Secretary/Manager) of CPGCA, and the Board of 

Directors (BOD) and made recommendations for putting the 

operation on a sound footing (see memos 4,12,17,20,22, appen­

dix 1 and 2). The management at Kellits, where the bulk of 

the losses occurred, was replaced by new staff which I per­

sonally trained. A job description was compiled and an 

inspection checklist was drawn up for use by those control­

ling cash and stock. Better inventory control systems were 

introduced at both stores, credit was restricted and was 

approved only by the Secretary/Manager of CPGCA, and new 

forms and recording procedures were introduced. The staff 

at the main store in Christiana was shifted and two new per­

sonnel carne in. I am pleased with the operation as it stands 

now and with some improvements in display, tidiness, and pro­

motion, the stores should do well. 
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The marketing agreement between MOA and CPGCA which 

describes responsibilities and conditions for both parties 

in relation to participation in the MACD marketing program, 

was found to be confusing and poorly written. In order to 

avoid similar mistakes in future agreements with other PMOs 

I suggested improvE:Im ........ >; :-0'". .:'-::-=;(l cond~ 1:~ons of the agree­

ment that affected the co-op 3.nd t1ACD iinancially, and which 

also caused confusion in accounting (see memos 2,3,8,9,10, 

appendix 1). Some of these suggestions were used by MACD 

to revise the agreement for Southfield Co-op, but I was not 

entirely satisfied with the final version of that agreement 

either. The marketing agreement is now in the hands of 

Sec;etary General's office and we are still awaiting the 

results of that review. 

It is questionable, now that CPGCA is having serious 

marketing difficulties in 1984, whether ~~CD will honour the 

contract in full. Due to extremely unfair treatment from 

the Agricultural Credit Bank (ACB) (which will be discussed 

later), and to a poor marketing season caused in part by 

their own negligence, the loss for 1984 may be in excess of 

$200,000 which, according to the contract, MACD is supposed 

to cover 100%. Will CPGCA press this point and will MACD 

honour the agreement? I strongly recommend that if MACD is 

_ reluctant to stand by the contract, that it at least assist 

CPGCA by putting pressure on ACB to settle the seed loan 

dispute in favour of CPGCA and to be the leading advocate 

in preventing the importation of potato products to an 

island that can meet the entire annual demand for raw pota­

toes. 

perhaps to the consternation of MACD, I advised the 

BOD and management of CPGCA not to accept the financial res­

ponsibility of those extremely expensive and relatively 

inappropriate pieces of line equipment which was delivered 

to CPGCA under the marketing program (see memo 21, appendix 

2)., My recommendations which were backed up by the Marketing 
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Consultant from ACDI, Matt Tokar, and approved by the BOD 

of CPGCA were eventually accepted by NACD. CPGCA stands to 

save approximately $300,000.00 over a twenty year period. 

Boara of Directors: 

! have approached the t~aining and educational asp~c~ 

of my scope of work in various ways. I have just mentioned 

the "on the job" type of management assistance and training, 

but the key to any potential success at CPGCA was in the 

education of the Board of Directors. I attended all but one 

of the BOD meetings and I persevered to meet the directors 

on a one to one basis at their homes or in the office. 

Before I approached the BOD with any proposals I endeavored 

to meet with individuals first to sound them out or to 

clarify a critical point. If I had a suggestion to propose 

or a special point to discuss at a BOD meeting I would 

include it as a special topic in the adgenda; otherwise I 

would offer advice when requested or needed. 

One of the major weaknesses, of, CPGCA is the lack of 

a true cooperative style marketing system. Instead of pur­

suing the policy of selling for members, the co-op is act­

ually buying from them, assuming ownership and taking all 

risks. Due to lack of involvement and absence of responsi­

bility, members have been gradually drifting away from the 

co-op and a "them" and "us" situation has resulted. 

Matt Tokar and myself have attempted to persuade the Board 

of Directors to adopt a more pragmatic marketing policy 

which would put more responsibility on the members, and 

though advice was first received with scepticism, the 

results of this effort are now beginning to show. One of 

the methods used to educate the BOD was the presentation of 

the 1984 budget (see report 10, appendix 1). 

http:300,000.00
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I assisted the Financial Controller, Mrs. Lowe, and 

her staff in producing two different budget plans; one of 

which demonstrated a fairly dismal outlook if the BOD main­

tained its current marketing course and the other showing a 

more positive but conservative financial outcome if the BOD 

t01.J.uwed -:·ur o.d",:.ce. After l.,eing presented .,ith data f.r:u,,, 

both sides the DOD made some positive decisions, but later 

backed down after receiving too much pressure from farmers. 

I followed up the 1984 budget some months later, with 

a fairly gloomy mid-year financial report and budget analysis 

(see report 26, appendix 2). This was accompanied by a Mar­

keting strategy Report compiled by both Matt Tokar and myself 

which presented short and long term suggestions for a more 

practical marketing program (see memo 28, appendix 2). 

It is only now, after 12 months of whatever influence 

I may have had on the individual Directors, that I see posi­

tive s'igns that they finally understand the precarious sit­

uation that their co-op is in. It is imperative that they 

understand that remedial action can only be taken by them 

and that it is needed immediately. Unfortunately, the BOD 

of CPGCA is made up of some self-serving members and many 

decisions are made in the interest of themselves as farmers 

and not as directors concerned with the survival of a busi­

ness that benefits all members. I would not recommend that 

any new program or technical assistance be offered to CPGCA 

until this attitude has changed. 

Membership: 

Member education, so crucially needed at CPGCA was 

undertaken through two mediums, one being Branch Meetings 

and the other Branch Secretary Meetings. The lack of member 

awareness or loyality probably has its roots in the cess 

system of share payments which has been used s~ccessfully 

to increase share capital by over 500% in the past few years. 
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The problem, however, lies in the fact that no one knows 

how much has been deducted over the years or for what reason. 

statements are not issued and anyone who transacts business 

with CPGCA is considered a member. Farmers need not apply 

for membership - it is automatic once $2.00 has been deducted. 

aut efforts have b""":::l {ilaue. C::'-,Il.ng the past yea1:'. Mem­

bership cards have recently been issued to all members and 

any new farmer wishing to join will have to apply. An 

"active" member file is being incorporated into the computer 

accounting system starting in 1985 and eventually non-active 

members and non-members will be assigned to separate files. 

Communication with members is extremely 

and the co-op has been very lax in this area. 

important, 

The field 

manager has no transport (the co-op's pick-Up is in the pos­

session of the Chairman), and his absence among members has 

been very noticeable. The use of the media should be 

increased for both advertising and announcements, and news 

releases should be issued to defend against the constant 

presentation of erroneous information by poorly informed or 

biased reporters. A quarterly ne\V'sletter produced by CPGCll. 

would also give the co-op the means with which to pass on 

news and information to its members (see memo 11, appendix 

1) • 

The Branches (24 in all) should revolve around an 

elected committee and should be the body with w~ich the 

members can relate to as being their part of the co-op. 

Branch chairman should assume a more aggressive role and the 

branch Secretary should be answerable to the Chairman and 

Committee. As it stands now,branches exist in name only and 

the Secretary is a one man show who may not even be acting 

in the best interest of the members or the co-op. The Secre­

tary is the only means of communication between the co-op and 

the members and in most cases the information stops at the 

door. 
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CPGCA has experienced over 20 years of financial ups 

and downs, but has always managed to provide reliable service 

while remaining viable. Those years are now gone. The inex­

perience.of the Board and administration and their consequent 

mismanagement has. caused a downward slide in respect to profit 

~d member loyal~y, and selfish (or misg~ded) policies from 

the past have finally caught up with theIn. Their ;'hay day" 

is over and it is now time to adopt stricter business prac­

tices and to realign itself to the true co-operative market­

ing operation from. which. it had deviated. 

ST. ELIZABETH/~ANCHESTER COOPERATIVE GROWERS SOCIETY LTD. 

(Hereby referred to as southfield Co-op) 

This cooperative, like Christiana Potato Growers, is 

an established registe.red co-op, but whereas CPGCA has both 

produce marketing and farm supply operations., Southfield J s 

marketing operation is past history and its small farm supply 

operation, once.a.virtual monopoly in the area, is now facing 

stiff competition from local family run stores. 

Although the AGS is still not. completed, this co-op did 

not have to suffer through all the preliminary ground work 

necessary for starting a PMO from. scratch. Southfield is 

registered with by-laws on hand, staff in place, office func­

tioning, and the membership, if not overly loyal, is size­

able and known for their farming skill. 

The construction of the AGS commenced.in March 1984, 

and when it was obvious that it would not be in operation 

during my contract time period, I concentrated on two major 

areas: the first being the preparation and education of the 

membership and the second was the attempt to upgrade the farm 

store operation so that it would not be a financial burden 

when the AGS came into operation. 

http:commenced.in
http:from-which.it
http:perience.of
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The General Manager, who may not be the most conscien­

tious administrator, was at least very receptive to my assis­

tance. Together with his staff, whom I thoroughly enjoyed 

working with, we developed a comprehensive operational budget 

(which is being followed closer than I expected), a new stock 

cant ... ,",: sY'" __ ._., .,.,d transport control forms and !Oroce(1ures. 

Suggestions were made, and taken, concerning accounting tech­

niques and inventory procedures (see memo 8, appendix 3). 

Two marketing schemes came into operation during the 

course of the year. I assisted the General Manager (GM) in 

determining the feasibility of marketing peanuts by develo­

ping a benefit cost analysis and compiling a marketing budget. 

A draft of a loan proposal for the peanut operation was pre­

pared and although it was not used for the spring crop due 

to economic constraints the GM can use it for the fall crop 

(see memo, 16, appendix 4). 

. MACD instituted a small scale marketing scheme between 

Southfield and a supermarket in Kingston, and although it was 

rather shortlived and its economic viability was questionable 

it did serve the purpose of providing statistical data. It 

also gave a rather gloomy insight into the real marketing 

world. 

Using data collected during the brief supermarket 

marketing scheme as well as from Market News and the Data 

Bank, a comprehensive produce marketing budget plan was pre­

pared by t-I. Tokar and myself (see report 26, appendix 3). 

As with any long range plan (although it concentrates 

on the first year of operation the start up date is still 

unknown) the accuracy of projections increase as the imple­

mentation date approaches. It would simplify and economize 

both labour and paper if the plan was introduced into the 

special computer program already existing at MACD and peri­

dically updated as more relative and updated data is accumu­

lated. 
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Working with W. Nedrick, a ~-ACD Extension Officer with 

a cooperative business background, attempts were made to meet 

with farmers at the branch level to discuss the merits of an 

AGS. Since member loyality is dubious, it was important that 

communication with the farmers be treated as a priority. 

j';. Nedrick has worked ha:;:-C:: '-'Ai.:..!.':: this end; OUt 1i ttle - or no 

assistance has corne from the co-op itself, and this may be 

due in part to the "spoon fed" approach by MACD as well as 

the questionable enthusiasm by the General Manager. Despite 

this, several meetings have been held at various branches 

and although the initial reactions from farmers ranged from 

suspicion to extreme mistrust (due to past problems with 

previous marketing organizations), everyone seems willing to 

give it a try. But "giving it a try" is a long way from the 

enthusiastic and eager anticipation that is needed from the 

members if this AGS approach to marketing is going to work. 

The hardest part of my work here was trying to convince far­

mer/members that they themselves own that "big structure up 

the road". Something, somewhere, .is missing, and I hope that 

NUCS' can continue the member education that is so extremely 

important if this P.MO/AGS is going to succeed. 

MASON RIVER PRODUCE MARKETING ASSOCIATION LTD. 

(Hereby called Mason River PMA) 

This PMO shows every sign of succeeding. The BOD is 

enthusiastic, the members make up a fairly close-nit com­

munity, the. area specializes and is well known for one or 

two products and at this point in time all systems are on 

go. The PMO is registered, share certificates have been 

issued, the AGS location is in the process of being purchased, 

a manager/trainee has been designated and the members are 

anxiously waiting. The NUCS program is on stream and several 

educational meeting with the Board have already taken place. 
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Mason River P~~ conducted its Annual General Meeting last 

July 1984 and elected.a Board of Directors. I truly regret 

that I won't be able to continue working wi.th "Teacher" 

Drummond and the, rest of the BOD and I will miss those days 

~:i:l"- t. I have spen"!: in Kel.L~ ts, McHie and Douglas Castle. I 

wi",h 'thi.s PMC the best of 2.:.: -:_. 

One of the first we~~~esses or shortcoming I noticed 

on my arrival was the haphazard and inefficient method of 

collecting share capital and entrance fees at those PHOs 

which were being formed fram scratch. Receipt books, which 

were often incorrectly used, were scattered about, no trans­

actions were recorded in a book of secondary entry and no 

one was sure how much money was collected. 

with permission from ~~CD I designed a simple but 

effective system of accounts that a non-accountant could 

maintain. This system was introduced at a special training 

course in Christiana which was attended by MACD.marketing 

extension staff as well as personnel from one or two PMOs. 

This system is now being utilized at Dias PMO, Mason River 

PMA, and Guy's Hill PMO. At all three the receipts have all 

been recorded and entered into the cash book/ledger, and all 

cash has been accounted for except for a problem at Guy's 

Hill which has recently been resolved. This system should 

be incorporated into a more sophisticated accounting system 

once a trained manager is in place (see reports.ll and 19, 

appendix 3) .. 

GUY'S HILL, JAS FOOD CROP ASSOCIATION AND HANOVER 

FOOD MARKETING ASSOCIATION 

(Hereby referred to as Guy's Hill PMA and Dias PMO) 

Although I became involved with Guy's Hill PMO rather 

late in the year, the visits I made, there were quite produc­

tive. My main goal was to set up a' system of accounts and 

straighten out an extremely confusing financial situation. 
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Eventually after several visits, all U stories U had been' 

analysed, all receipts reconciled and recorded, and a cash 

balance determined which unfortunately showed a considerable 

cash short::!",:, , . . 
~V~ ..... ;; ... h lJ.d.l:::i now been rectifi8u, ~ 

proper coll'3r:+:i ~-: !,rocedurE" h"'''' h"'en introduced 'and the 

secretary 01. the: group has been instructed in maintaining 

the simple set 0= accounts. This PMO is now awaiting regis­

tration. 

The Dias PMO is undergoing the usual growing pains and 

due to limitation on my time and priorities concerning other 

PMOs I was unable to. give Dias much attention. They did 

adopt the accounting system that I implemented which is being 

maintained by H. Lindo, the MACD marketing extension officer 

for the area. 

CONCLUSION 

When.writing this report, I had to make the assump­

tion that whoever reads it is not only familiar with the 

Agricultural Marketing Development Project, but has also 

followed my work in the PMO program from the start of my 

tour here and has read my memorandums and special reports. 

I hav.e enclosed my monthly reports (minus attachments) as 

well as a listing of all memorandums and reports.filed during 

the past. year. Comments and recommendations were meant to be 

constructive and I' hope that some of my input into the pro­

ject has had some impact. 

My work in the overall Agricultural Marketing Develop­

ment Project was confined to a rather specific role in the 

development of the various P~10s and unfortunately I am 
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departing just when my work is really just starting. I 

sincerely hope.that NUCS and MACD will work well together 

in the development of those PMOs which have been established. 

:: ~::l':;-:' .. - :: nill rtL~~;::) ~dJ.lld.ica and those people I ho.:y;e had the 

pleasure of working wi t.h ove:: the past {and 7e::~ ,,;,01. .~; 

year. 

Thomas H. Carr 

Cooperative Management Consultant 

ACDI 

November 20, 1984 
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L.G. Leslie 
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CPGCA 
MACD 
USAID 

CPGCA 
MACD 
USAID 

AN 

DATE 

1-6-84 

23-7-84 

26-7-84 

30-7-84 

3-8-84 

7-8-84 

8-8-84 

15-8-84 

29-8-84 

29-8-84 
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% COSTS IICCUMULIITED NET RETURN ~ GHOSf I 
·r YEIIR SI. ,ES EXPENSES '1'0 SIILES ·SURPT.US/ SURPLUS/ ON MIIHCIN < 
J DEFICI'l' B/F DEFleI']' INVES'l'm,N'l' i 
! 1971 !, 73. ::31 31,253 3% 33,235 15,595 2.n 12 _ 5~ 1 
1 
I 

1972 1,:00,139 52,61l1 4% 39,61l1l 46,61l0 2.7% 15~, 

1973 l,l54,192 54,652 5% 28,061 69,777 1.7% 1 t1 ~ 5,71 

1974 2,172-,342 70,609 3% 34,420 1l6,~07 H ]1% 

1.975 l,929,093 112,990 6% (63,263 16,164 10~, 

1976 1,742,240 166,540 10,!; (75) 26,415' 17~ 

1977 2,012,971 109,'403 9.5% (0,022) 10,500 20% 

1970 2,035, 701 294,000 IS'/; (92,093) (01,505) 23'l. 

1979 2,702,034 204,079 10% 00,540 (10,747) Ii 20~ 

1900 2,394,655 272,225 11'1; 37,034 19,520 1. 5% 24% 

]901 2,0)4,]9.1 517,050 10'/; (572,642) (572,642) 7.6~ 

19 1l'2 4,ll5,'~6:l 521,227 12'/; 60,494 (572,642) 2% 26% 
1903 6, I 17 , 14-i ],200,050 21% (351,U53) (055,001) , 

, n\lclget ]904 
I -

14,CL9,i21l 2,531,000 18% 

i IInticipated ]904 0,0 lO, )00 2,300,000 25% 
I 



- .. ' : 

" 

'-. 

MEMORANDUM 

TO: The Director 

rKUI'I: 

SU6JECT: 

DATE: 

Marketing and Credit Division 
Mi ni st':":,' -:-7 \: .. --~;'..: ~ t'..:r,:, 

i nomas LdY"j" 

Management Adv~sor 
:~ "::':"/i'iACD 

~on"niy Report December 1983 

January 1, 1984 

The months of November and December of 1983, being the start of my 

MEl 

assignment, represents the usual period of introduction, familiarization 

and acclimation. Most of the problems concerning housing, bank accounts, 

clearance of personal effects, shipment of personal vehicle, resident visa 

and various ID'~ which consumed a considerable amount of time during these 

two months, have now been sett1ed_ 

This first monthly report will summerize my activities from the date 

aT my arrival in Kingston and will include objectives to achieve for the 
, 

following month. Specific information regarding special problems and programs 

or details concerning meetings or discussions will be presented in separate 

reports or minutes which will either be attached to the monthly report or 

distributed at the time of preparation. 

I arrived in Kingston on the 20th of November and on the following 

day I was met by Allan Poole of MACD who worked closely with me for the few 

days that I was there. He was intrumenta1 in introducing me to the Director 

of MACD, Mr. Fred Zenny, as well as Lennie Morgan and the rest of the MACD 

staff. Although most of my time at MACD was utilized by holding dicussions 

with various staff on the progress and past history of the project, I managed, 

with the assistance of Allan Poole, to revie'lI vast amounts of documentation 

and literature concerning the project. With the combined efforts of Allan Poole, 

Lennie Morgan and P. Allen I was able to ·establish a fawly clear picture of 

the current situation concerning those aspects of the project that would 

directly involve me. 



, , 

- 2 -

On the 23rd of November I was introduced to saveral officers a1: USAIO 

by Mr. Poole, including ,'1r. Lou R~ed, the Missl0n Director, Mr. 'ililliam McCluskey 

and Mr. Rick Mangricn. At the same time r was able to comole~a those forma-

lities that are required on arrival (work visa, lD, .,c.J. On the 23rd of 

~!~';c;nber I was introduCEd to Mr. H.R. 1"\': ....... , i- ... IP. r"I': - ..... + ....... 1,.."' ... ~.,.. .. 1 _ .... .". ~. ':..l.G _, _____ • __ •. ..,.._. 

of the National Union or Co-operatlVe Societies (NUCS) and some time was 

soent dlSCUSS"irlS th~ potential role t:-tat NUCS :::oi.ild play 1n the presem: 

marketing program. I was also able to attend a meeting of the Board of 

Directors of the St. Catherine Vegetable Producer Association at Old Harbor. 

This meeting 'lias also attended by A. Poole, L. Morgan, E. McAvoy and P. Allen. 

CHRISiIANA 

I arrived at Chris"iana on the 30th of November and was formally 

introduced to the Secre,ary/Manager of C?GCA, Mr. L. Leslie by Lennie Morgan 

and A. Poole. He, in turn, introduced me to the staff at C?GCA and a brief 

meeting was held that included the so called middle management level of CPGCA. 

I was later shown the faci-lities at Coleyville by Matt Tokar, the ACDI 

Chief of Party and Packing House/Marketing Advisor. The Yam Curing Project 

w~s explained to me by V. Stewart who is to assume the position of Packing 

House Manager in January of 1984. 

The main emphasis in Oecemoer, which was shortened by the holiday 

season, was to familiarize myself with the accounting procedure at CPGCA 

and to establish a statistical base from which I could make observations 

concerning past and present production, prlces, income and expenditures, 

etc. As priorities become more clear, this process wll1 become more specific 

and,hopefully, more relative. 

On the 1st of December I accompanied P. Smith and E. Henry, the Field 

Managers of CPGCA to the experimental plot at Devon. Miss Smith and Mr. Henry 

will be the two field personnel that I will be wor'dng closely '.ith as far 

as member education is concerned. We wl11 be planning the itinerary for 

educational meetings at the Farmer Groups level in January, 
.-

The Annual General 1'1eeting of C?GC.!\ was held on the 3rd of Oecmeber. 

Minutes of :he meeting will oe forflarded as soon as they are produced. The 

main ltem on the agenaa concerned the annual aUdlt and the aisburser;1e!1t of 

a memoer bonus for 1982 but equally lmportant 'Has toe electlon of ne' .... Soard 
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Members (six of the eleven were'e1igib1e for re-election). I also attended 

a meeting of The Board of Director's of CPGCA on the 16th. I will forward 

the minutes of this meeting as soon as they are available. 

I accompanied P. Smith and S. Scott to Kingston on the 13th of December 

to follow up on the arrival of seeci P01."tu fruill nuli""u. Tilf; 1 ine of credit 

='"tween lOB and Bank of Jamaica.'Ag: lc:'/;';',;1":: Credit Bank was not, as firmly 

estab 1 i shed as expected and ~ l1rthe-or CUllllm.m i cat; on oetween' tno-:;e banks and 

CPGCA was required before the seeds cuu1d be released. The procedure is 

still rough around the edges and some consideration should be given to this 

problem in order to eliminate delays and confusion in the future. 

Jane Tomlinson of ACDI/Washington arrived in Mandeville on the 13th 

to review the project in Christiana and was assisted by Matt Tokar or myself. 

On the 17th of December, I accompanied A. Poole, to a meeting of the 

BOO of St. Elizabeth-Manchester Co-operative Growers Society. The main 

emphasis of this meeting was the' diversification of business activities that 

would enable the co-operative to operate at a higher margin of profit. The 

minutes, which will be forwarded, will explain the meeting's discussions 

with more detail., My initial reaction to this meeting which was well con­

ducted and enthusiastic was very positive. There is genuine interest in the 

welfare of the business and my statements and advice were weTl received. I 

followed up on this meeting with another visit with Matt Tokar on the 21st of 

December to get a better background of the history and 'present economic 

situation of this co-operative. I am looking forward to future visits. 

On the 29th and 30th of December I assisted the CPGCA staff in the 

annual stock inventory at Co1eyville and Ke1lits Farm Store. During this 

exerci se I di scovered severa 1 shortcomi ngs in the procedure i tse 1f and in 

some of the business practises taking place. This is, of course, the reason 

why I am here and I will be checking into these problems in the near future, 

I took advantage of the holiday season to travel to some of the areas 

where the new PMO's will be established. Although I visited Dias and 

Wait-A-Bit on the 26th of December it is necessary that a proper introduction 

be made so tha t the people i nvo 1 ved wi 11 knO>1 me and I can s tart a working 

relationship with those' involved. 
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OBJECTIVES - JANUARY 

I am hopeful that I can assist the management of CPGCA with the pre­

paration of a budget which is one of the conditions put forth in the CPGCA/ 

MACD agreement (item 10.). This can only be done with the complete' co-operation 

of the entir~ CPG::A staff. I have aiready discussed the budget aspect ~Jith 

the manager of the Co-operative Society in Southfield and he is anxious to 

have one prepared. 

It is very necessary to develope a program of member education in the 

Christiana area and this has the enthusiasm of the Management and Chairman 

of CPGCA. This will be a priority in January. 

My first few weeks in Jamaica can be summed up as being positive and, 

if not productive at this early stage, then busy and informative. I am 

looking forward for the coming month, which now that the holidays are over 

and spring planting has started, should be more productive. 

Thomas H. Carr 
ACDI/AID/f'lACD 

January 1, 1984 



TO: 

SUBJECT: 
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~Q0~~~ative ~Anagement-Advisor 

CPGCA/MACD 

Monthly Report - January 

February 1, 1984 

MRS 

Activities during the month of January, my. second full month 

here, were concerned with various aspects of the cooperative 

business operations, from checking the farm store to the. prepara­

tion of accounting forms. This report will summerize those acti­

vities and will include sections on observations and objectives. 

ACTIVITIES 

I visited Kellits farm store on the 4th to check up on 

certain problems that were noticed during the year ending inven­

':ory in December. There was a problem with the cash transfer 

procedure and I designed a new daily cash/sales s~~ary form 

which doubles as a receipt and is now in use. The "informal" 

credit situation,. which I reported to Mr. L. Leslie, was investi­

gated and is apparently now under control. They also received 

a much needed adding machine which should help them to keep their 

records a bit more accurate and up to date than they have been. 

Another inefficiency concerns their stock cards which they need 

to keep up to date. I followed up on the operation of this store 

with two more visits on the 12th ~1d 25th. 

Also on the 4th I met with the Peace Corps Volunteer at 

Douglas Castle who, along with the Extension Officer of MACD, 

is working with the farmers there in an effort to organize a 

registered group which can develop ~ PMO/AGS. I had a good 
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opportunity to see the area and meet with several farmers, two 

of whom are board mambers. The farmers are very interested in 

the program but are a little disappointed in the slow progress. 

Hopefully I can help to expedite matters there when I concentrate 

~~ rhe$A PMO Rr~~~ in Ma==~. 

On the 10th of this ... ..:.utll :;: atc.ende::: £i. 3:::: :neeting at the 

St. Elizabeth/Manchester Co-operative with o~er staff members 

of MACD to discuss the construction aspects of the new AGS. 

Although there have been delays there, which has caused the BOD 

some disappointment, the staff of MACD is still optimistic about 

starting construction in February or March of this year. I made 

an appointment with the Manager of the Co-op, Mr. Ebanks, on the 

18th, to discuss the present operations and to stUdy the most 

recent draft of the MACD marketing agreement. I have put my sug­

gestions for a more financially sound contract into a memo· to 

L. Morgan. I have also promised to assis~ Mr. Ebanks with his 

1984 budget as well as setting up an inventory control system. 

A fairly realistic budget should be prepared for the proposed· 

AGS and I have discussed this with M. Tokar and G. Feaster and 

have requested further information on equipment form B. Grearson. 

There was a brief management meeting with the CPGC~ Finan­

cial Committee on the 5th and a very productive· meeting was called 

by L. Leslie on the 16th which was also attended in part by 

L. Mangrich of USAID. Directives were issued by the Manager for 

the introduction of week~y itineraries and monthly reports. A 

gate pass for labourers at Coleyville is to be drawn up as well 

as a labour control form. A staff assessment is to be done annu­

ally for purposes of advancement. Samples for these various forms: 

gate pass, labourer control sheet, assessment form and weekly 

itinerary form have been drawn up and have been submitted to the 

Manager. 



• 
MR7 

- 3 -

I accompanied the Field Manager of CPGC~, E. Henry and his 

assistant P. Smith, on the 19th, to various farms in the area 

where trial plots are in operation for the testing of various seed 

!,r ... "'~i:'f"'I. "!?'=?!:'i.~"'ti.e~ ::::=0. Ge.rmany. This g'ave me ~he cilance to visit 

. sp.vp.ral farming area!:: ~r,":: :",j meet farme;:z, ~~::.:::::: I hope I will be 

m<':'eting in formal e:::ucational meetings. Mr. Henry and I have 

arranged some farmer group meetings in February and there is a 

Group Secretary meeting scheduled for February 7th. 

On Friday the 20th of January I attended an Economic and 

.. :olitical Briefing at the Embassy which was conducted for the' 

benefit of new corners to the country. I also met with L. Morgan 

and A. Poole of MACD the same day for discussion concerning the 

project. I have travelled to Kingston on four different occasions 

this month (6th, 13th, 20th and 30th) for the purpose of meetings 

or discussions with MACD personnel. 

A Co-operative Management Training Course was postponed 

on the 21st due to poor attendance but introductions were made 

and a brief discussion was held. Mr. L. Leslie and I took this 

~pportunity to plan a Farm Store Managers Course with Mr. James 

'\_ vf the Nues Co-operative College. This will be held in March at 

Christiana. 

A Board of Directors meeting was held on the 27th and the. 

minutes will be forwarded'as soon as they are produced. 

On the 30th I attended a meeting of the ~~CD Extension 
Officers as well as a coordination meeting' of the department heads 

of MACD. 

COMMENTS/OBSERVATIONS 

At this point I would like to make some comments concerning 

several business aspects at CPGCA that were touched upon this 
month. 
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The Co-operative has now received a~~ three of its vehic~es 

and it is imperative that proper accounting and control procedures 

take place. Mr. Leslie has already ordered a vehicle log book 

for each truck and I have discussed some of the accounting tran­

sactions necessary -,-<.1:. J:l-coper financia.l control with the finan­

cial controller, Mrs. Lowe. I ~ in the p=~cess of developing a 

memo to Mrs. Lowe describing several possible accounting proce­

dm:es she can use. 

~., The basis of any business plan centers arolli"d available and 

i· ~ccurate statistics of past operations and a clear idea of what 

the goals are for the coming year. The budget for 1984, the center 

piece of the business plan, will have to wait for the completion 

of 1983 posti~gs and the consequent trial balance in order to 

utilize the most recent (and most relative) statistics available. 

Costs, related to the MACD/PMO project have been determined and 

operating-and administrative expenses should not be difficult to 

calculate. Revenues from trade will probably be more difficult 

to estimate, since the lack o.f statistics have reduced the pos­

sibility of projecting realistic market trends. 

The 1982 CPGCA annual audit, by Coopers and Lybrand, is 

not a very professional job, though their cost is $6,500 per year. 

Hopefully they can be persuaded to develope a more thorough set 

of financial statements with a more professional format. 

There have been weight descrepancies between purchases of 

potatoes at the group level and delivery to Coleyville. Part of 

the problem was posting errors and omissions at the main o"ffice 

which were corrected on the orders of Mr. Leslie. Mr. Leslie 

has also requested all scales to be checked and that the Coleyville 

staff develop a more accurate acceptance procedure. I have dis­

cussed this with V. Stewart, the Warehouse Manager and af"system 

is being set up. Purchase procedures at the group level will 

also be investigated. 
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The farm store could probably do with a bit of attention. 

It needs work on its appearance and with its merchandising methods. 

Signs need to be made, displays should be better arranged, retail, 

procedures could be more professional and the sales area cleaned 

sary. 

I have worked out several ~ACD/CPC~marketing agreement 

conditions that involve immeditate financial or accounting atten­

tion. 

1. Rent payments on agreed value for 

Buildings and Equipment. 

2. Break down of vehicle values and 

payments for a 3 or 4 year time period. 

3. Determination of "Reserve Funds" to 

involve: 

A. Budgeted expenses for maintenance 

and repairs of buildings, equipment 

and vehicles. 

B. Depreciation accounts for above' 

" " mentioned assets. 

I have also offered some suggestions to MACD concerning 

some of the clauses in the marketing agreement that involve 

financial considerations for both CPGCA and Southfield. 

OBJECTIVES - FEBRUARY 

Job descriptions - CPGCA staff 

Farm Store improvement 

Transport accounts and control 

Budget - CPGCA 

Member education - group level 

Budget - Southfield 

Inventory control system - southfield 

Thomas H. Carr 

ACDI/AID/MACD 

February I, 1984, 
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Thomas Carr 

MEMORANDUM 

Cooperative Management Advisor 
CPGCA/MACD 

Monthly Report - February 

March 1, 1984 

MRIO 

Although there were several meetings and scheduled events this month, 
most of my time was consumed by work on the CPGCA budget and the consequent 
diversions that that work created. This report will cover those and other 
activities, and will include a section on comments/observations as werl as a 
list of objectives for March. 

ACTIVITIES 
A meeting of the CPGCA Group Secretaries was held on the 7th and was 

',.- well attended, One of the main items on the agenda was the seed potato issue 

(not all the popular varities were available and shipments were late) and a 
good explanation was given to them by Mr. Leslie, (Secty./Mgr.). Most of 
the middle management staff and myself had a chance to speak on various sub­
jects and it remains to be seen whether this information will filter down to 
the members. 

A team from the University of the West Indies (Trinidad), headed by 

Or. Lloyd Rankine, started a week long research study here at Christiana on 
the 6th o.~ Feqy:uary.. Their objective was to. co.mpile a case study of CPGCA 
to use in a course at the University. I am very interested to see the result 
of this research as it may give me some different perspectives on the' opera­
tions here. 
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The Field Managers and myself attempted to meet with farmers at Wilson 
Run and New Hope on the 8th with the intention of. forming them into a farmer 

returned on the 24th and 'had a very succe~s-F .. ' -,;;:.:""-: ~t t~i1 sen P.:'::1, b;t, 
the mee;:ing at New Hope was less encouraging due ;:0 pqor attendance. 
Mr. Denton, the Group Secretary, has done a good ~ob in trying to revive 
these groups. 

A "fi e 1 d day" was organi zed at Harry Watch, but, it turned out to be no 
more than a planting day for the farm of its group secre;:ary. It is fine 
and well if he wants advice from the Field Managers, but it was not exactly 
a group field day. This substantiates my opinion that the groups need a 

-
controlling body - a committee - which has the interests of all the farmers 
of the group at heart. 

On the 1st of the month a team of courty field extension officers from 
New Jersey who were organized through Gene McAvoy's organization (PFP), con­
ducted a slide presentation on vegetable productions (as done in N.J.) to 
the farmers of the Manchester/St. Elizabeth Farmers Cooperative (Southfield). 
Although not 100% relative, some of the topics such a?, drip irrigation, were 
informative to farmers living in a relatively dry area. I returned to 
Southfield again on the 15th to discuss with the Manager, Mr. Ebanks, various 
methods of stock control which he was very interested in implementing at his 
farm store. He has since· ordered the necessary material and stationery and I 
will return next month to instruct his staff in the procedure. 

I travelled to Kingsotn on four different occasions (3rd, 13th, 17th and 
27th) to attend meetings and hold discussions with AID personnel and staff at 
MACD. I attended the Post Harvest and Marketing lliorkshop on the 27th and hope 
to attend more sessions next week (March). 
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COMMENTS/OBSERVATIONS 
While compiling statistics for the development of a 1984 budget ,I found 

that the farm store had been,operating in the red' during 1983. Mr. Leslie 
ria" also olscovered this fact during a routine t:h.:,-'-, ana fI,oposed that WI: try 

, and i so 1 ate the specifi c problem so that it can be prevented from occuri ng 
in 1984. I am currently working with Mr. Channer, the Farm Store Manager, on 
this problem, and we hope to have some conclusions soon. 

The CPGCA budget for 1984 is slowly but surely coming along. My main 
objective in February was to locate and compile statistics from which I could 
develop projections based on past trends. This has now been completed and 
I hope to produce the bulk of the fi rst dra'ft next month. 

Three or four days were spent assi sti ng Mrs. Lowe in reconci 1 i ng' her 
bank accounts. , Although the difference in balances has been located as far 
as the records will allow, it is now up to her to make the necessary adjust­
ment. 

Mrs. Lowe has opened the necessary accounts to accommodate the newly 
arrived vehicles. The driver/transport manager, Mr. Gibson, seems to be 
capable of managing the two 5-ton vehicles at an efficient level. We are 
now awaiting the arrival of ,vehicle log books which were put on order some 
time ago. Mr. Poole of MACD, Kingston, has provided me with a series of 
transport forms and records, whtch we can use as models here at CPGCA before 
implementing ,them at the proposed PMOs when they come on stream. These can 
be adapted as we see fit in order to make them as relevant as possible. 

I am realizing that there is a serious gap in the line of communication 
between the CPGCA offi ce and the members. The only exi sti ng 1 ink in the chain 
between the two are the group secretaries and I doubt their effectiveness. 
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Their role is important in the marketing process but I do not think they are 
effective in the promotion of the cooperative nor in ,.h", ,:,~,:,'.H",,: "-,, ~~~. ,;::""'" 

of membership loyality. We do have ~NO Field Managers (and myself) but it is 
doubtf,,] wnether three' "outsiders" or the group sec:retary a:-e C<lpc:.::e of main­
taining or creating a local grassroot level of member awareness. Maybe a 
group committee is the answer. Maybe not. But it ;s very clear that some 
sort o.f 1 oca 1 body ; s needed. I hope to study thi s problem in the comi ng 
"1onths. 

OBJECTIVES - MARCH 

CPGCA: 
Farm Store accounts 

.Budget - CPGCA 
Farmer _Group .meet.; Qgs 

Southfield: 
Stock Control 
Budget 
Group Meetings 

Thomas H. Carr 
ACDI/AID/MACD 
March 1', 1984 
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TO: The Director .......... 
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Ministry of Agriculture 

FROM: Thomas Ca rr 

MEHORANOUM 

;;;'t,.u\,Ia;\..f: Nonthiy Report - March 1984 

O)lTF.: Apri 1 I, 1984 

M1U4 

Mr. Herbert Knight, the Project Coordinator, has requested me to change 
from my usual mon~hly report format to a topical fonnat. Since my prior1ties 

change on a monthly basis and due to my wide range of responsibilities varying 
from management/finance to member educa·tion a1: Christiana, Southfield and 
Douglas Castle, the topic headings may change from month to month according to 
the actual work done. 

CHRISTIANA - CPGCA 

Farm Store Analysis 

A considerable amount of time this month was spent on 
CPGCA farm stores at the Christiana and Kellits locations. 

analysing the 
Over the past 

ye~rs, prior to the arrival of the present Secretary/Manager, Mr. L.G. Leslie, 
a rather incomplete system for documenting and recording store operations was 
set up and was inconsistantly followed by the farm store staff. 

At the request of Mr. L.G. Leslie, .1 prepared a preliminary report which 
he presented to the finance Committee of CPGCA on Friday the 30th of March. 
A renovated system of procedures should be set up along with a corresponding 
system of controls and this will be an area of concentration in the month of 
May. 

Budget 1984 

The CPGCA budget is closer to completion, but since my time was diverted 
to the farm store operation its completion will have to wait another .month. 
Some time ago Mr. Leslie had instructed the Middle Management to prepare depart­
ment "mini budgets" which will be used in the formation of the final budget. 
I did manage to prepare some statistical ground work for the sales/reven4~_ .. 
portion and my farm store analysis -also helped in the budget preparation on 
the farm store sid~. 

The delay has advantages since 'Ne now have the use of the 1983 trial 
balance and r1r. Gibson, the Transport Manager has had three months of vehicle 

operation from which we can form projections of vehicle costs/revenues. The 

800 of C?GCA has requested the budget on the 27th of April; just in time for 
the potato marketing season. 
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Coooera.ive Education 

The Field Managers of CPGCA called a Field Day at San.a Hill on the 14ch 
which r attended with the intention of giving a fe'll words concerning coopera.ive 
educati on, and recei ving feedback from those in attendance. Unfortuna.e ly the 
attendance ' .. ;;''; ..... __ ... ~ ... ;" ""It.:~ __ .! .... ~: {-":i :~~ f;:~Oi-:i}. r am convinced that­

"field days" arp. not the proper forum in which to conduct membership educat.;nn. 

but instead farme~"s meetings which ·.ouid ~a schedu1~d after 4:00 P.M. shou,d 
be held at convenient locations with proper notification. r must add that at 
the moment only the Group Secretary exists as the main communication link 
between the Cooperative and the farmers. This sicuation has been mentioned 
in my last repor~and it is my intention to pursue this further . 

Other Activities 

There was a Board of Directors' meeting on the 25th. Minutes will be 
forwarded as soon as they are prepared and minutes of·the previous BOO meeting 
are attached. 

On the 25th of March, a service was held at the Bethany Moravian Church 
to commemorate the 25th Anniversary of C.P.G.C.A. The service was followed by a 

lunch at the Anthurium Restaurant, where the Minister of States.for the Ministry 
of Agriculture, the Hon. Johnson, was the Guest Speaker. 

SOUTHFIELD (St. Elizabeth/Manchester Co-operative Growers Society) 

Stock Control 

On the 6th of March r assisted the staff at Southfield in completing a 
stock control system which involved the opening of a stock register with the 

relative entries posted up to that date. This was followed up with another 
visit on the 15th to check on the progress of posting the sales' summaries up 

to date. r have to commend the staff at Southfield for the work they have 
done, as well as Mr. Ebanks, the General Manager, for his insistance on imple­
menting the system in the first place. It is long over due. A date has been 
set in May to' SUbstantiate recorded stock balances in the stock record by a 
physical stock inventory. 

Member education 

A meeting was called at Yardley Chase, a district branch of Southfield, 
on the 15th by I~r. William Hedrick, MACO Marketing Excension Officer .. It is 
the intention of Mr. Nedrick to establish committees at these branches, an 
idea r scrongly supporc, especially since I wish it had been done in the 
Chri sti ana area. Although only twenty (20) farmers attended, there '.as a good 
presentation of 

and discussion. 
the PMO program by .Mr. Nedri ck, ,.hi ch '.as fo 11 owed 
Another meeting date was sec for Aoril 5th. 

by questions 
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Other Activities 

Ground breaking for the new AGS at Southfield 'lias held on the 20th and 
was well attended. I saw many farmers there whom I had seen before at various 
meetings held at the :Jran.:hc~. toe \~t,J-()!-l-=r~:..i:a tla~ C.:.:..,ii pl"umiseci t:fld.t dctlJa.l 

construction would commence in 2-3 weeks folloWing ground breaking, and the 
BOD is decermined cO follow this ciosely. 

At a BOO meeting on the 30th this point was raised again concerning the 
commencement of conscruction. I informed them that I would follow up on prob­
lems as they arise. The minutes of this meeting will be provided as soon as 
they are prepare~and the minutes of the previous meeting are attached. 

DOUGLAS-CASTLE - Mason River Farmers Association 

Accounting System 

Following up on a problem brought fonh by Mr. Chambers at a Marketing 
Extension Meeting. (MACD), concerning inadequate record keeping and irregular 
handling of application forms' etc., Mr. Lennie Morgan of MACD requested me to 
investigate and come up with some suggestions. 

Although a visit at Douglas Castle on the 12th was unproductive (r couldn't 
locate those involved), I went on and developed a simple but adequate accounting 
system based on a column design, and submitted it to Mr. Morgan. Since it was 
similar to the syst~m used by NUCS, he gave me the okay to implement it at 
Douglas Castle. I met with Mr. G. Hubert (PCV) , and Mr. Fred Druman, the Secre­
tary at Douglas Castle, on the 26th to verify a date when I can introduce the 
new system and I will be returning there on the 6th of April. 

PMO - GENERAL ACTIVITIES 

MACO - Marketing Extension Meetings 

I attended Marketing Extension Meetings at MACD-Kingston on the 9th and 
30th of this month. I am pleased that I am now being invited to these meetings, 
and r hope that I can be of some use. Already I am involved with de'ieloping a 
"pre-marketing" accouncing system to be used by prospective PMOs. At the meeting 
of the 30th, it was agreed that I conduct a workshop for all extension officers 
and those involved with record keeping at the various PMOs. This will be done 
in coordination with I~iss Marcia Vaughn of the Training Section of MACD and 
Mr. Samuel James of NUCS Cooperative College. 
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Cooperative Supply Store 'ilorkshop 

In 
CPGCA, r 
Stores. 
fo 11 o\'li ng 

cooperation with Mr. Samuel James of NUCS and Mr. L.G. Leslie of 

This was he1d at'CPGCA conference room in Christiana and CQve~e~ ~,~ 

subjects: 

Stock contro 1 
Budget 

( ; Cash control/security 
Merchandising 

\ 

Customer relations (Led by Mr. L.G. Leslie) 

The workshop was attended by participants from five (5) different 
Cooperative. 

CPGCA 2 

Southfield 3 

Calabash Bay 1 

. Rocky Poi nt 1 

Gillings Gully 2 

The workshop was conveniently timed since I was involved with farm store 
operation at CPGCA,as well as a stock control exercise at Southfield. Attached 
is some information concerning the evaluation of the workshop. 

Thomas H. Carr 
ACDI/USAID/MACD 
Apri 1 1, 1984 
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SUBJECT: Monthly Report April 1984 

DATE: May 1, 1984 

The month of April was an extremely busy, interesting and challenging 
month, with the CPGCA budget preparation and presentation being the priority 
task. Although the budget preparation consumed about 50% of my time this 
month, it was well worth the effort since there were several secondary s"Cudies 

that resulted form its research. These will be mentioned in this report, as 
well as activities that took place at other PMOs. 

CHRISTIANA -·CPGCA 

Budget 1984 

The first draft of the CPGCA 1984 budget which compiles about twenty 
pages has finally been completed and was presented to the Board of Directors 

on the 27th of April. The key issue concerning the preparation of the budget 
involved the determination of a pricing policy for table potatoes. t1att Tokar, 
the ACOI Marketing Consultant for MACa, conducted a presentation on projected 
v~lume, market trends (sales and purchases) and estimated production costs. 
I presented the financial side of the program Lwhich was information extracted 
from the budget) and the summary of our presentation to the board on the issue 
of pricing is as follows: 

The volume of produce that was expected to be purchased by the Co-op 
was a key point. Following past market trends that determined the 

CPGCA share of the marke~and using present statistics and informations 
based on volume of seed sold and potential yields, it was estimated that 
CPGCA could possibly have to handle at least 6,000,000 lbs. of potato. 

2. Based on our borrowing limit at ACS, the amount of funds available 
limited our ability to purchase 6,000,000 lbs. Since the balance on 
our 1 im; t Has 53,000,000 and si nee the sa 1 e pri ce for an unprecedented 

vo 1 ume of POco toes (3,000 tons) was unknown, it was deci ded by the board 
to buy low and pay the farmer a second and thirc payment based on the 
success of sales. 



, 
. ! 

.' 

' .. 

3. 

• ____ • ___ . _________ .:.... _____ • _________ • .=.."..0--_.-:.......::. __ • _____ . ____ -. •• _______ _ 

NR19 

- 2 -

The board voted to purchase potato at S50.00 per 100 weight as an 
advance payment with a second payment of $10.00 in August. This coin­
cides with the booking time period for 1985 seed. An additional pay-

·ment will be ma~p. when it has been determined that the Cooperative has 
'1I"(",;:='<::'l:::Tllll~1 covered all costs and deficits. 7':Jc: aUU.,II.JIlt. ut l.ne tnlra 

payment cannot uovluu$ly be stated at this point i~ time. but it is 
hoped that it should be at 1eas't arr additic~a1 S10.GO per 100 weight. 

Therefore, it- is the intention of CPGCA· to pay the farmer at least 
S70.00 per 100 weight with a guaranteed payment of S60.00 per 100 '!leight. * 

With the establishment of a pricing program it 'lias now possible to pre-
sent to the 800 a workable budget recommendation baSed on their new pricing 
policy. 

I approached the prob 1 em of presenti ng a .budget to the BOD before a 
prlclng policy was set, by preparing two different budgets. The first budget, 
which resulted in a net loss of over $800,000, was based on the existing price 

policy at the time or the BOD meeting. The second budget was based on the 
assumption that the information that was about to be presented to the Board 
was to be used as a basis for a sound priCing policy. -

As mentioned earlier, the Board ~ arrive at a policy decision and the 

second budget was therefore used as the first draft. A1 though it sti'll has to 
be approved by the Finance Committee on Friday, the 4th of May, the first and 
main hurdle concerning purchase price has been overcome. 

SOUTHFIELD (St. Elizabeth/Manchester Co-operative Growers Society) 

Cooperative Education 

I attended three branch meetings this month with Mr. W. -Nedrick of MACO: 

2nd April F1agaman 

5th April Yardley Chase 
10th April Rose Hall 

The same theme was used at all three groups: communication and organi­
zation. Information concerning the function and faci1 ities of the Pt10 at . 
Southfield 'lias presented and we stressed that in order for the branches to 
fully benefit from the Pi10 they must be organized and well informed. He 
encourage them to form committees which will represent them and which can be 
used as a forum for communication. 

~ This information can be found in: 

1. 1984 Potato Crop ~arketing Recommendatl0ns, by ~att Tokar 

2. 1984 CPGCA budge~ 
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Stock Control - Business Management 
I visited che Co-op on two 

system being implemented there. 
o,ccasi onS to falla'" up on che stock contro 1 
On the lath I followed up my promise to the 

;:'~": ~:. ~: .. ':':":"..:!J ..... , :":'~:I ~dies margins and volume in oraer to see li tney 

,,,ere on t~e right track. The CPGCA budget project hes kept me f.,.~- :~"';:;;=:"~; 

a Y'eoort en thi s, but: i t S~Quld b@. ready i r. May. I a 1 so oromi sad the aGO "Cila t 

I would develop a rough outline of the personnel requirements of the n<ow PMO 
with job descriptions of the middle management and staff. This should also be 
completed in May. 

DOUGLAS CASTLE (Mason River Marketing Producers Association) 

Accounting System 

I met with the secretary of MRMPA, Mr. Drummond, on the 3rd of April, 
along with Mr. Chambers and Mr. Heroert of MACO, to implement the new "pre­
marketing" accounting system. The "on the job" session went very well, and 
since I didn't want to overburden Mr. Drummond with too much information on 
the first day" we arranged to'meet again at'a later date. 

'PMO - G~~ERAL ACTIVITIES 

"Pre-Marketing" 'Accounting 'Workshop 

It was determined at the Marketing Extension Meeting at MACD on the 30th 
of March, that it was essential that a workshop be held to educate extension 

. officers, as well as those at the various PMOs who are keeping the records, on 
a standardized system of bookkeeping. I conducted the workshop in coordination 
with Miss. Marcia Vaugn of the Training Section of MACO, as well as 
Mr. Samuel James of the NUCS Cooperation College. rt was held on the 12th of 
April, at th~ Christiana Potato Growers Co-operative Association, and was 
attended by about twenty~two people. A·list of participants has been attached 
as well as the .agenda. A package of course material can be available on 
request. 

Thomas H. Ca rr 
ACDI;USAID/MACO 
May 1, 1984 
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MEMORANDUM 

TO: The Director 
n" 'Or: 
Ministry of' Agriculture 

FROM: Thomas Carr 
MACD • 
Christiana 

, 
SUBJECT: Monthly Report - Maz 1984 

DATE: June 1 , 1984 

The main emphasis of this report will be to review 1:he C?GCA potato 
pricing situation and to provide an update on events that occured in May. 

CHRISTIANA -CPGCA 

Potato- Marketi n9 

My last report for April mentioned the decision that the 800 of CPGCA 
. took regarding the potato purchase price policy, whi~h put. the payment into 
a three stage system of $50 .• 00 up' front, $10.00 later in August or September, 
and a bonus at the end of the financial year if there was a surplus. But 
due to member pressure the BOD decided to meet again on the 4th of May to 
review the situation. The general consensus was that since production of 
potato was being hurt by a drought, volume'would be less than anticipated 
(about 4,000,000 lbs; down from 6,000,000) and that the Co-op could afford 
to increase the advance payment to $60.00 and second payment and bonus would 
remain the same. 

They also agreed that a Special General Meeting would be called on the 
8th of May to inform the members of this increase and to explain the financial 
reasons for the pol icy (see memo, May 4, 1984 to Oi rector MACD). However, the 
meeting pn the 8th became a bit "hot" and during 1:he debate i1: was decided to 
increasel second payment to $20.00, making the total payment $80.00/100 wt. In 
my opinion there is no reason to even consider the payment of a bonus since I , 
doubt there will be one. 

The Board met again for a regular BOD meeting on the 25th (minutes will 
be for.arded when made available) and it 'das again emphasized that production 
'dould be much less than anticipated (between 3,000,000 and 3,500,000 lb~.). 
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The Financial Committee met on the 30th of May to discuss the proposed 
CPGCA budget. Discussion was productive and after three hours the 1St draft 
of the.budget was approved. I now need to upi:fate cenain accoum:s and ore­
Dare a final draft as 'Nell as arrange a budge-c control S~/<:'r: ..... ,:..: .. 1.. ":~z f'';:1:'~ 

ci;:l r:0"~"',,:,1l,,=,"", Mrs. Lowe.. I al::o inten? to set up a bucget (.,Jn1.:t,:. ;JroC;i~';'lil 

in :.:.E compm:er> '.lIh1 en t,,,; 1 i make month 1y comDar; sons bet:ween experdi "Cures and 

montn1y budget 1imi!s. 

Kellits Farm Store 

I made six visits to Ke11its Farm Store this month in order to train the 
new I~anager who has been. assi gned there. On-the-joE> tra ining is extremely 
important, especiarly when it concerns someo~e with no previous experience in 
farm store operations. I have prepared a job description for the manager, as . . .' 
well as a weekly inspection schedule for whoever inspects the Kellits·farm 
store from ~PGCA: I have emohasized the importance of- a trained inspector 
to the Secretary/Manager of CPG€A, in order to ~eep the operation there at a 
viable level and this training will take place in June at Ke1lits. 

Member Education 

Due, in part to the behaviour of the membership during the potato price 
controversy, I .have concentrated this month on research for a program invol­
ving the improvement of member relations at CPGCA. A rough draft has been 
prepared and a formal program will be drawn up early next month. r have had' 
several discussions on this subject with the Chairman, Secretary/Manager and 
a few Directors and have used this feed back in the preparation of this long 
overdue program. Their support and participation as. well as involvement of 
the CPGCA staff is essential to the success of this program. 

SOUTHFIELD 

With the assistance of Natt Tokar, an analysis of personnel requirements 
for both the farm supply and marketing operation was prepared and a final draft 
should be ready soon. This should provide the 800 of Southfield with~essential . ; 

information necessary-·for-the selection process for management staff of the 
AGS. A copy will be provided.to the Director's office of NACO first for com­
ments and approval before belng SUbmitted to the Board at Southfield .. 

I~att Tokar and myself visited Southfield for an inspection of the con­
struction slte, and I held a discussion wich the accounting clerk concerning 
the role of the accounting staTT in the upcoming marketing program. 
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Budaet 

I have done preliminary work on the Southfield budget for the business 

as lt eXlsts a1: presen1:. I '.ill also prepare a Dudget concerning the AGS opera­
tions jor a one year period. These ~"o budgets should be ready by June and 
July respectively. 

Ac·coun1:S 

I met with l'1r. Drummond of the Douglas-Cas1:1e PMO along wi1:h G. Herbert 
and C. Chambers of MACD to update the PMO's books. Once again an important: 
receipt book seems to be lost, so no conclusion as to their financial position 
can be m·ade at this time. I set up another date to reconcile this "missing" 
book with other records th<\t were available but on my arrival I found that 
Mr. Drummond nad a vehicle breakdown, which caused us to reschedule the date 

to next month. 

GENERAL ACTIVITIES 

I attended a meeting at the MACD office on the 7th of May to discuss the 
potato marketing situation at Christiana and Guy's Hill area. This meeting . ---' . 
which was chaired by the Director of MACD, was attended by representative from 
JAS, AMC, MACa, and CPGCA. Although production volume was discussed, the real 
emphasis was on the financial constraints that prevented CPGCA from purchasing 
p~tatoes. Unfortunately representatives from ACB were not present at this 
meeting and no decision could be reached. 

l'tr. Robert Fl i ck the ACDI Project Offi cer for Jama i ca, arrived in 

Christiana on the 21st for discussions with Matt Tokar and m~self. On the 
23rd, Mr. Flick, l'1att Tokar and myself met ,.i1:h the Director of MACO to discuss , 
the present situation of the marketing project. 

OBJECTIVES - JUNE 

- Final draft of Member Relation 
- Final draft of CPGCA Budget 

Program CPGCA/ 

: 
- Final draft of Southfield Budget 
- Training of a CPGCA Inspector for Kellits farm store 
- Further training of Kell1ts Manager 

- Comoletion of Douglas-Castle PMO accounts 
- Study of Guy's Hill accounting situation 
- Study of Dias ' accounting situation 

r:'omas H. Carr 
.'\CD I / USAI O/!1ACD 
June 1, 1984 
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Thomas Carr 
MACD 
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Monthly Report - June' 1984 

July 2, 1984 

CHRISTIANA - CPGCA 

Potato Marketing 

The first "draw-down" of $1,000,000 from Agricultural Credit 

Eank was finally passed to the Co-op and potato purchases started 

this month. ACE stipulated that the loan could not be used for 

anything other than direct potato purchases and would examine 

purchase vouchers to verify that this was done. This first part 

of the loan request was exhausted after two weeks and another 

draw-down of $1,000,000 is needed immediately to continue pur­

chases. 

Seed Potatoes 

I have presented the Management and Board of CPG~ with some 

suggestions for purchasing seed potato for 1985. Some new and 

rather radical ideas ,will have to be impla~ented to ensure that 

CPGCA keeps up with modern business trends. (See memo: Seed Potato 

1985, June 14, 1985). Some of the proposals involve purchasing 

much smaller seed, reducing number of varieties, eliminating the 

system of price averaging and making booking fees non-refundable. 

Higher prices, smaller seeds and non-refundable booking tee will 

reduce the volume required and should eli~inate that portion of 

seed imports that is usually sold for consumption. A reduced 

order for 1985, that would still provide adequate seed supplies 

to serious farmers, would reduce the demand on foreign exchange, 

reduce the loan required by CPGCA and consequently, reduce tran­

sport costs, interes~ payments and,handling costs. 
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A report on the 1984 Potato Seed situation is being pre­

pared to illustrate how the currency devaluation of late 1983 

and early 1984 created serious financial losses for the Co-op. 

The question rises whether CPGCA should bear these losses alone. 

A study is currently under' way tn ?~~J~~P the system ArB used to 
':" .... lr:".:'late i~t~:,,:"9St cnarges and currency e.:.-;;_:~.;:,;~':I:;; .La-ces. 

Budget 

The approved budget is being adjusted and the final report 

should be ready soon. An analysis was carrie~ out using a four 

month comparison and many expense items are on target. Those 

that are not, are being investigated by the Financial Controller. 

The origionai revenues estimated are not accura~e, espe­
cially for the export crop section. Gross profits of over $600,000 

will more likely be closer to $150',000 and the Farm Store revenue 

had to be reduced due to decrease in sales volume. Due to these 
revenue decreases, and the substantial losses incurred by seed 

potato, the success of failure of the co-op. lies totally with 

the marketing of table potatoes. (See final Budget - CPGC~ 1984) • 

Farm Store 

The new management at Kellits has been trained and appears 

to be doing very well. Expenses are down, sales are up, product 

losses have decreased to nil and cash is well controlled. I have 

prepared an inspection check list for the CPGCA staff to use when 

checking Kellits and have instructed the CPGCA farm store manager 

in its use. 

The Secretary/Manager,. Mr. Leslie, has implemented a new 

system of control over cash and stock at the Christiana Store 
and has instituted some personnel changes which should solve 

the problems at that Store. 

Meetings 

The BOD of ~PGCA met on the 22nd and the Finance Committee 

met on the 29th. Minutes of these meeting will be forwarded as 
soon as they are produced. 
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SOUTHFIELD 

Budget 

• -.,'.";. ..... .1 WJ~n 'i';'.n Q ,"'("\1'~"1-=; .cld sta::f C~ z.2veral occas~::::.: 

this mo,,"':::" fCl-r the P'l1:'!!('IS"! of preparing a budget. ". . "". .., 
~'- ...:. -------

meeting 0~ ~he 27th ~ith the manager, M:. Ebanks, a first draf~ 

was prepared and will be presented to the BOD at their nex~ 

meeting. 

Market Exercise 

A series of meetings were held at Sou~hfield to discuss 

and plan for a marketing exercise be~ween the Co-op and Super­

center in Kingston: 

15th 

19th 

21st 

27th 

29th 

Board of Director's meeting. 

Program was presented to BOD by MACD and approved. 

A Marketing Committee and a Marketing Team was set 

up. 

Market Committee Meeting. 

Delegated Authority to analyse program to market 

team. Proposed Mr. Elliot as Market Manager. 

Market Team 

Determined crops, farm gate prices, and purchase 

system. 

Market Committee Meeting. 

Reviewed program and material with Market Team. 

Southfield Management met with personnel from 

~upercentre to discuss details of program; product, 

prices, time of delivery, etc. Exercise to start 

1st week of July. 

Although Matt Tokar is off on leave in July, his counter-

part R.C. King will supervise the product movement and Packaging 

aspect of the program. My counterpart, W. Nedrick and myself, 

with the participation of Mr. Elliot, the Marketing Manager, will 

set up the documentation, accounting and finance side of the 

exercise. 
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MASON RIVER 

Accounts 

I visited the Douglas-Castle PMO on the 13th, and 20th 

',~l.= the intention of concladina the accol.u'1i:.s exercise that I have 

b"''''n doing ,there for the past :..:", .. ;",,:"hs. After numerous visits 
and many hours spent'chere, we have still reached 'no conclusion. 

Missing receipt books and the attempt to "reconstruc1:" them have 
caused delays and we are still not at the stage where a state­

ment of account can be drawn up. I have scheduled more meetings 

for next month and hopefully some conclusion can be reached 
before the A~~ on the 17th. 

DIM 

I visited the Dias P~10 for the first time on the 21st and 

H. Lindo, the MACD Extension Officer for that area met me and 
worked with me on that day. I met with several committee members 

and farmers of the different areas and was impressed by their 
enthusiasm and interest in the project. I also inspected the 

accounts and found them in very good order. I have scheduled 
another meeting in July with H. Lindo in order to instruc~ him 
on some banking transactions, and to meet with the Steering Com­
mittee. 

GUY'S HILL 

I met with the Guy's Hill PMO "team" on the 12th to analyse 

the financial situation there in regards to membership and method 
of accounting. Although their methods are a bit unorthordox, it 

appears that a proper accounting syst~~ can easily be implemented 

there. Another date to do this was made, but had to be cancelled 
and consequently, another date has been made for July. 

GENERAL ACTIVITIES 

Matt Tokar and myself met with the new Director for MACD 
on the 18th. The main topics were the change of office from 
Christiana to Mandeville, the establis0~ent of counterparts and 
the vehicle situation. 
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On the 25th of June T Matt Tokar and myself were officially 

moved to the Mandeville offi.ce of. MACD~and Twas i.:lt:::-o:::rced to 

the Regional Directo~ later T on the 1st of July. 

OBJECTIVES - JULY 

- Final budget report - CPGCA 

- First draft of Southfield budget 

- Completion of Douglas Castle Accounts 

Start Guys Hill's accounts 

- Expand Dias's accounts to include bank transactions 

Supervise Southfield market exercise 

- Seed Potato 84 report 
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CHRISTT1U~A - CPGC~ 

1984 Seed Potato 

MR29 

A final analysis was made on the 1984 seed situation and 

the results could not be more depressing (see memo: Opdate on 

Seed Potato Costs 1984, July 9,1984). 

Here is a breakdown of costs per bag: 

Ave .. Purchase cost $74.21 

Handling cost 3.40 

Finance cost 6.12 

Shrink loss 1.36 

Total $85.09 

Since CPGCA sold each bag at $80.00 there was a loss of 

$5.09/bag or a total of $32~,422. This does not include the 

cost of storage or administration costs, which would probably 

raise that amount to over $500,000. 

This substantial loss could not have been foreseen due to 

the unpredicable nature of the foreign exchange rate at the end 

of 1983. CPGCA could have handled 'an exchange rate increase up 

to $3.30, but the final average rate fl.gures out to be $3.83. 

The original estL~-4~ed cost of seed (based on 52.96), valued 

at about $1,000,000 OS, was about $3,000,000 JA. As mentioned 

before the margin could have absorbed an increase to about 

$3,500,000 JA (or about $3.30). But Agricultural Credit Bank 

has informed CPGC}o_ that the final a.f!1O'..lnt:. rrlould be about $4 I 000 ,000 I 

almost 51,000,000 more ~han originally anticipated. 
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The management of CPGC~ and myself have calculated tha~ 

using the exchange rates at time of delivery (since the letters 

of Credit were Paymen~ on Sight) the to~al purchase cost should 

be close= t~ $3,500,nn~ 

this matter. 

r.~_ .~-:.::~. -:; -. :rd from ACB on 

1985 Seed Potato 

A set of proposals concerning procedures for purchasing 

seed potato for 1985 was presented to each Board Ma~er of CPGC~ 

(see memo: Seed Potato 1985, June 14, 1985). These proposals 

were discussed a~ the Board of Direc~ors meet~ng on the 27th 

and the main theme behind the discussion was how to decrease 

the amount of foreign exchange used for the importation of seed, 

while at the same t~ue maintain L~e same level of production. 

It can be assumed that about 25% of 1984 imported seed 

was nev~r planted, but, due to its large size, was sold on the 

open market as a table potato, 

to prevent this from happening 

The objective of the board was 

again in 1985. It was agreed 

that one method would be the importation of much smaller seed 

(35mm to 40mm) at a higher price which would also decrease the 

volume of seed (by about 25%) needed to plant the same amount 

of acreage in 1984. 

The objective of importing only 30,000 bags in 1985 com­

pared to 56,000 bags in 1984 could be re~ched by: 

(1) eliminating the 25% of seed that were consumed 

(2) decreasing the size of seed 

Number of Bags imported 1984 

Less 25% consumed 

Less 25% for smaller seed Size 

56,000 

-11,000 

-14,000 

28,000 

The Board approved the following proposals: 

1. Import smaller seed. 

2. Raise booking fee to $30.00. 

3. Make booking fee non-refundable. 

4. Eliminate the average price calculation between 

Dutch and Canadi~seed and charge two separate 

prices. 

5. Base all purchases ac $4.20 JA to $1.00 OS. 
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I believe that the price of seed will rise substantially, 
due to the purchase of. smaller seed which is a few dollars more 

per bag, and due to the elimination of price averaging. Also 
IJC;1"'lt"T ~A. ?('\ =I~ ;t <:jet pxcn.:=tnqe r?+-~ ~··i'_: ;:1.C:::l') 1"":",i..!=~ t-h.., ..-....,~i-. 

but I agree that these methods are absolute necessary in order 
to ensure ~nat CPGCA does not lose another ~ million dollars as 

it did in 1984 (though no fault of its own). 

SOUTHFISLD 

Budget 

The first draft of the 1984 budget as well as the 1983 

accounts were presented to the Board on the 20th of this month. 

There was not much time for discussion, so they will be bro~ght 
up again at the next meeting. 

Marketing Exercise - SUpercenter 

The first delivery of produce totalling 2,101 lbs was made 
to. Supercenter on the 4th of July. A 20% Gross Margin was made 

amounting to $310.30 There were two more deliveries made on 
the 11th and 25th with gross margins of $3,202.00 (52%) and 
$403.00 (24%) respectively. 

I travelled to Southfield on the 9th, lOth and 26th to work 
• 

with Mr. Elliot who is currently acting as Marketing Manager. We 
developed purchase and sale documents as well as a produce pur­
chase/sales book. I drew up some forms which could be used for 

weekly summaries and checked orr accounting methods being used for 
the exercise. 

I am trying to convince ~~e Southfield management to improve 

the vehicle accounting m~~od 'and to break-down vehicle usage/ 
costs among the various accounts. This is vital to effective cost 
accounting and I am hopeful that they will accept my suggestions. 

Peanut 
, , 

The first peanut delivery was made to JAYANA LTD. on the 

4th of July (coinciding very nicely with the first delivery of 
produce to Supercenter). Although the huller was' not cleaning 
the nuts as effectively as was expected (thereby resulting in 
the hi=ing of ~ .. lcrkers to hand-sift the nuts) the peanuts 'tlers 

of good grade and were delivered on time. 

http:3,202.00
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Although ! incLuded a section for the peanut operation in 

the Southfield budget, r met with Mr. Ebanks on the 26th to up-

Mr. R.C. King of MACD CentraL Region, it was de~~ded that Southfield 
should stock up on a 10 week supply of nu,.s to :::'=:..:'ge the gap 

between spring and fall crops. This would guarantee a steady 

weekly supply to JAYANA and would satis=y the terms of ~~e con­
tract. 

Financing for this stock pile would require about $150,000 

order, and on the suggestion of Herbert Knigh~ of MACD, ! deve­

loped a viability study/loan proposal report which can be used 
to procure a loan from ACE with ~~CD acting as guarantee (see 

Loan Proposal: Peanut Operation - July 26, 1984). 

MASON RIVER 

Accounts 

After three more visits to Douglas castle on the 5th, 11th 

and 12th r finally succeeded in establishing a financial position 

for the Mason River PMO. ·The analysis has been enclosed on a 

separate paper in this report. 

Due to the amount of share and member fee collected on 
the morning of the A~~ (about $960.00) the total cash received 

has increased to about $2,336.00 and when expenses of $1,139.90 

are subtracted, cash on hand comes to about $1,496.10. This 
financial position was presented to the members at the First 

Annual General Meeting which took place on the 17th. 

r met with C. Chambers (MACD) Grey Hubert (PCV/MACD), 

F. Drummond (PMO) and H. Douglas (PMSD on the 24th to supervise 

a handing-over of duties (Secretary and Treasurer) between 

Drummond and Douglas. 

GENERAL ACTIVITIES 

I attended the MACD Extension Staff meeting on ~he 2nd. 

r partiCipated in the NUCS Annual Congress and A~~ on the 

5th and 6th in Ochio Rios. 

http:1,496.10
http:1,139.90
http:2,336.00
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OBJECTIVES. - AUGUST. 

Compile Guy's Hill Accounts 

- .i:;.;;.pa.1lCt ~'';'d.S ;i.ccuunts to i.ac~l.lde bank 1:ransaC1:~on 

Supervise Southfield's rr.arket exercise 

- Follow up on ACB 1984 seed potato loan to CPGC~ 

Ealf year accounts/budget analysis CPGCA 

Follow up on Peanut Loan to Southfield 

l<'.R33 
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CHRISTIANA POTATO CO-OP 

Finance 
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A mid-year finanpial analysis was completed this month 

using the computer run-out for the month of June (see memo: Mid­

year Financial Analysi~ August 27). Christiana Potato Growers 

Co-operative Association is operating at a loss of about $98,000 

for the period ending June 3~ and this trend seems as if it may 

continue to the 'end of the'year. Although most expenditure 

accounts are following the 1984 budget fairly closely, antici­

pated revenues from the farm store and export crop operation have 

not been realized, thus causing the large imbalance of costs over 

revenues. The main theme of the report is that only an intel­
lLgent marketing strategy for table potato will prevent the Co-op 

from serious losses. Some advice towards this strategy wil'l be 

presented to the Board and management by Matt Tokar and myself 
in the next two weeks, and this report will be made available to 

all concerned parties. 

While working on the financial analysis I developed a fina­
cial report form which can be easily compile by the Financial 

Controller every month, and submitted to the Board, MACD and 

management of the Co-op. MACD should request this three page form 

from CPGCA at the end of each month. 

The ACB - CPGCA seed potato loan dispute which was described 

in my July 1984 report is still unresolved. The amount in ques­

tion, over ~ million dollars is a substantial amount Of money 

which affects both the Co-op's liabilities as well as the trading 

accounts. I am not sure how close we are to a solution (I started 

the process back in June) but I am surprised at the seemingly lack 
of interest to solve the problem, especially when one considers 

the size of the amount in question. 
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Inventory Procedure 

On the 22nd I instructed a few key people in a more effi­

cient method of stock taking than what had been used previously, 

and the next day (23rd) stock was counted usinq this new proce-

~'.:....;..:.. rullowed by an updating of ai~ G~OCX 

cards and.a revampi~g ~~ ~~~ pc~~ing sy.st~u. It is reco~e~=cd 
that eithE7r the inv,=ntory t..:01~t.rol systei11 be computerizad (wn.icll 

is very possible) or a be~ter stock record system be purchased 

and implemented. 

Comouter 

Mr. Lyman Conover, a computer systems analyst, a consul­

tant with the Washington firm, Checchi and Co., who is ass~gned 

to the ACE under an USAID short term contract, came to Christiana 

on my request to offer unbiased advice on the present computer 

system and the software programs being used. He agreed that the 

Co-op didn't need the IBM system 36 that IBM had tried to sell 

CPGCA, but he did advise that a large storage capacity would be 

beneficial. He offered to investigate the possibility of pur­

chasing a second hand storage unit, which could be interfaced 

with our model at a fraction of the cost of buying a new system. 

Mr. Conover also suggested that the Co-op implement a 

check writing program which would save hundreds of man-hours, 

and which could be implemented using the existing equipment. 

The main purpose of his visit was to determine whether the mem­

ber register could be stored on one or two disks~ Although 

total membership over the past twenty five years has accumulated 

to over 15,000, active members may be no more than two or three 

thousand. 'This being the case, a master list could be drawn up 

on the computer for share capital/membership while active mem­

bers would have on-going accounts. Since he is still investi­

gating the possibilities, more of this subject will be reported 

at a later date. 

Seed Potato 

The seed potato program for 1985 which was described in 

last month's report, has been started this month. Meetings were 

held at every group branch to explain booking procedure, varie­
ties offered, prices and seed size. Attendance at these meetings 

was quite poor ranging from five to forty with the average about 

twenty. With twenty-four groups, at twenty members per group, 

a total membership of 480 farmers was reached during this exer­

cise. What happe~ed to the 15,000 members? 
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Groups have started making bookings (at $30.00/bag) this 

month,and second payment of $20.00/bag for the spring crop has 

been so scheduled to assis~ farmers with booking fee. 

SOUTHFIELD 

Since there was some confusion among the Board and manage­

ment of Southfield concerning the role of NUCS in the PMO program, 

Mr. H. DeItrick, General Manager of NUCS, came to Southfield on 

the 1st to address the Board on th~s subject. Due to poor atten­

dance, however, it had to be postponed to the 10th, when 
Sam James, head of the NUCS/PMO education program, advised the 

Board on the program. 

Peanut Operation 

On the 8th I worked with Mr. Ebanks, Manager of Southfield, 

in recalculating peanut processing statistics using,real numbers 

obtained from recent operations. - Since volume of clean nuts per 

bushel dropped from 15 Ibs to 12.6 Ibs it'was ~o longer viable 

to operate under the present conditions, especially seeing the 

purchase price Of a bushel was $42.00. (see enclosed statistics) 

Mr. Ebanks and myself met with Mr. Tang of Jayana Ltd. in 

Kingston on the 16th to negotiate new terms of the contract. He 

agreed that: (1) sale price be increased from $3.S0/lb to 

$3.83/1b for the next six weeks, and (2) an additional $0.10/1b 

be paid on all previous deliveries (about $3,000.00). After 

six weeks a new sale price will be negotiated. 

Board Meeting 

The board met on the 24th to review the report on the 

Co-op's operations which had been drawn up by Mr. Smith, a pri­

vate consultant, contracted to the Co-op Department. Many of 
his recommendations (stock con~rol, vehicle control, budget) 

have already been implemented by the manager with my assistance, 

and others will be followed up. 

The 1983 audit which showed a deficit of $12,000 was 

reviewed by the Board and the 1984 operating budget was also 

discussed. An updated ,financial report prepared by the manager 

was distributed and used to present the present financial 

http:3,000.00
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situation as of July 31st (which wasn't good - a loss of $9,25B). 

At this meeting four di£feren~ financial documents were shown to 

the EOD and discussed at length. The members are fully aware of 
the situation and are as well briefed as any board could be. 

The BOD as ... ",,,,..; "'v UU.l.a "ne~r A(,U'l on November the lOth at 
-

10:00. Meeting a" all the branches have to be held to elect 

delegates. 

MASON RIVER PMA 

I visited Douglas-Castle on three different occasions 

this month (2nd, 7th, 21st) to work with Mr. Drummond on the 

accounts. Despite all the receipt problems, the cash book is 

now complete, all cash is accounted for and.has been handed over 
to the Treasurer for deposit in the PMO's bank accounts. 

Mr. Drummond and the Treasurer have been instructed in the 

accounting procedures for bank/cash transactions. 

It is now time for the PMO to do something other than 
collect shares and hold meetings. After two years they are ready 

to start a small scale marketing program and a small farm store 

holds high interest among members. This could easily be started 

through a cooperative effort with Kellits farm store which is 
operated by CPGCA. 

DIAS 

A trip to Dias on the 14th proved fruitless when Mr. H. Lindo 
failed to meet me at the agreed time. 

GUY'S HILL 

I worked with Ms. Olive Downer and Mrs. Russel on the 15th 
to organize their documents and receipts. Although much was 

accomplished there remains a lot to be done. 

OBJECTIVES - SEPTEMBER 
-----

- Present mid-year financial analysis to Board of CPGCA 

Compile and present report on table potato marketing to 

Board of CPGCA 

- Follow up on ACB 1984 seed potato loan to CPGCA 
- Compile Guy's Hill accounts 

Develop 1st draft AGS/Marketing budget for Southfield. 
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receival/delivery book was designed which can be used for stock 
inventory as well as a check and balance against comparable books 

at head office. Prior to this new system there was no co-ordination 
of records between camp and head office nor were any reconcilia-

tion done to determine accura~' -~ . -- ---.... ~ ...... -' .. 

Finance/Marketing 

The mid-year Financial analysis p=epared las~ mon~ was 

presented to the Finance Committee on the 25th in co-ordination 
with the presentation of the marketing situation by Matt Tokar. 

The Financial Report explained the seriousness of the 
decline in anticipated revenues in relation ot rather high over­
head costs, as well as how the substantlal deficit of 1983 will 
affect the Co-op's ability to finance future operations. The 

marketing report meshed in very well with this presentation 
since only an improvement in the present marketing policy will 

allow the Co-op to operate effectively. The situation is 
extremely serious and interested parties should read the following 
memos: Mid-year Financial Analysis - CPGCA, 29.8.84 and Table 

Potato Marketing Analysis 1984, 21.9.84. 

The Finance Committee received the presentation with 
interest but with a noticeable lack of real concern especially 

.toward the marketing situation. Only time will determine whether 
our predictions are on targe~and it is totally up to the Board 
whether the Co-op survives or not. It's a shame that the Board 

doesn't take the advantage of fully utilizing two technical 
advisors when they have them at their disposal. 

SOUTHFIELD 

Due to the preparation and presentation of the financial 
report to CPGCA I made only one visit to St. Elizabeth/Manchester 
Co-op this month. The Board met on the 27th and the minutes 

will be forwarded when they are prepared. 

MASON" . RIVER· PMA 

Sam James [NUCS) and myself conducted an education seminar 
for the BOD of Mason River on the 11th. Sam covered the "role 
of the Board" and I presented the "PMO operation and Co-op 
marketing concept ll

• It lasted most of the day with Nues provi­

ding lunch and concluded with a regular Board Meeting. Also par­
ticipating in. the discussions were Matt Tokar and Alan Poole. 
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One of the main topics brought up during the seminar and 
later during the Board Meeting was the procedure for hiring a 
Manager, 50 the PMO can start marketing operations. They have 

every reason for want.~..r, ... "::1 I..V ~ I..d..L. t:. d.i"cer 't:Wo years of meetings 

and discussions. I believe that NUCS should include Mason River 

in its management tr~ining project~ 

GUY'S - HILL 

After two visits this month (7th and 26th) to GUy's Hill, 
the records are finally completed. Both the Members' Register 

and Cash Book have been post~d. cross checked and reconciled 
and ~xs. Russel has been trained in proper bookkeeping methods. 

However, there is a cash short problem that should be resolved 
as soon as possible (see memo: "Accounts/Cash Situation at 
GUy's Hill 27.9.84). 

Due to the problems these new PMO' s are having with their_ 
receipt books (those used by steering committee members) I 

suggest that all shares and fees be collected at a central loca­
tion pr that training session be held to teach members how to 
write receipts. Even Douglas Castle and GUy's Hill, which have 

had numerous instructions from me regarding the correct documen­
tation procedure are still experiencing difficulties in keeping 

money and records straight due to lack of discipline or under­
standing. A centralized collection/recording system could solve 
this, but would have to be approved by all members. 

OTHER ACT!VITIES 

Sept. -3 - Kingston: Co-ordination meeting between NUCS 

and MACD. 
Sept. 14 Mandeville: Discussion with MACD Director and 

Matt Tokar on CPGCA situation. 
Sept. 28 - Christiana: Planning session with Sam James of 

NUCS Ear future training sessions. 

OBJECTIVES - OCTOBER 

- Develop 1st Draft of Southfield AGS operating bUdget. 
- Attend 2 or 3 courses at Eltham Training Centre 
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AS a result ef the meeting held between CPGCA managa~ent 

and officials from ACE on September 6, the ACE accoun~ has been 

adjusted by 5146,693.54 but this is a reductien due mestly.te a' 

recalculatien ef the US dellar value ef the eriginal lean. The 

centreversial method that ACE used to. calcula~e the Jamaican 

dellar value and related interest charges are still in dispute. 

CPGCA is still insisting that an additional J$350,000 sheuld be 

deducted from the eriginal seed lean and that t~e ACE interest 

charges be recalculated. Altheugh ACE, threugh J. Batcheler, 

has admitted that the Jamaican do.llar ameunt of the seed loan 

was over inflated, I am not encouraged by the lack of interest 

ACE is shewing to. selve this problem. 

Marketing 

I was pleased by the result ef a study done to cempare pur­
chases of potatoes at the branch level to. the velume ef petatoes 

actually received at the wareheuse. Last year the difference 

between purchases and receivals was over 102,000 Ibs er mere than 

1,000 bags which represented a less ef abeut $62,000. This year 

(spring crep) the difference was only 50 bags with a value ef 
about $4,000. The vast imprevement was probably due to. an improved 

acceptance and decumentatien procedure at the wareheuse, as well 

as a streng 'varning to. these who. were in charge ef accepting and 

transperting potatees from the groups; Let's hepe that next year 
can be even better. 

http:146,693.54
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BOD Meetings 

There were two BOD meetings this month; one on the 5th 

(postponed from Septa~er) and the other held on the 26th. 

MR42 

Mr: D.B. Irving, Director of MACD, along with Sam James of NUCS 

attended the first meeti,-,g. AILhcugh .clHanc;lal mal:ters a.re still 

not discussed in j"';p1:.n at. ..:l.Lez.: mee-c~ngs, which is unfortunate 

considering the co-opis preca=ious $conomic atate, the Board does 

seem to finally undersl:and the seriousness of their marketing 

situation and has accepted somewhat belatedly the information that 

Matt Tokar and myself presented to them regarding both the finan­

cial and marketing positions. Whether or not they will take our 

advice is still another question. If we have made any impact on 

the Board it is to make them aware that the cooperative is in 

serious financial trouble, and that they will have to change from 

this self-centered style of directorship to that of a Board which 

is representative of the members of the Cooperative and which has 

the viability of the business as their major objective .. 

There was also a Group Secretary Meeting on the 24th during 

which the participants were informed about the present condition 

of the Co-op and why the fall crop would be purchased at $80.00. 

Representatives from MACD, Kingston, conducted a presentation on 

potato quality in the afternoon session. 

ST. ELIZABETH/MANCHESTER COOPERATIVE GROWERS SOCIETY 

AGS Budget 

The main objective this month was to complete the 1st draft 

of the Southfield AGS budget. The intention of thi <draft was to 

compile a budget which was as specific and realistic as possible. 

With considerable assistance from Matt Tokar who compiled infor­

mation regarding purchases costs, volums and variable costs, the 

budget was prepared in time for the meeting at MACD, Kingston, 

on October 1st, which was attended by personnel from MACD and 

NUCS. The meeting was extremely productive and several key prob­

lems were brought up and discussed. The presentation of a detailed 

budget raised many questions concerning such issues as insurance, 

employees, advertising and depreciation. Major topics concerning 

financing, transportation and chain of command were discussed at 

length and are to be further analysed. 
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A second draft was developed incorporating suggestions 

brough~ up during the meeting and was presented to the BOD of 
Southfield the following day (19th). Although time was insuffi­

cient to discuss it a~ that meetin~ copies were given to those 
.. ,"; CE:<":l:ors on the Marketing C.:..: .... ..:._ ... __ c.u.u": .1..'- W..I....I....I.. !.J~ cl~scus5ed 

at a later date. 

I strongly suggest th~t this AGS budget be use~ as the foun­

dation for an AGS business plan a~d be fed into the computer pro­

gram which has already been developed specifically for this pur­
pose. As the start up date for Southfield draws nearer, changes 

can be expected to be made as more realistic up to date data is 
collected and fed into the program. By following this procedure 
one can keep the budget current and relative despite the numerous 
input changes. 

GUY'S HILL 

There was a Board of Director's meeting on the 30th to dis­

cuss the cash shortage situation. Due to the fact that the money 
unaccounted for (·$1,067.00) was probably used for the Area Council 
business, Mr. Martin suggested that Area Council money (which he 

had control over) could be used to make up the shortage. I applaud 

Mr. Martin for this decision and I hope that with the completion 
of the books and the opening of a bank account that this problem 

does not arise again. 

MASON RIVER 

The Board met on the 9th for a two hour training session 

with Sam James, which was followed by a regularly scheduled Board 
Meeting. The board is anxious to start a marketing program and 
immediate attention should be focused on hiring a manager and 

settling the land acquisition issue. 

OTHER ACTIVITIES 

October 8th 

October 31st 

Eltham Agricultural Training Centre: 

Attended one of the courses that related 
to PMO development. 

Astra Hotel, Mandeville; Assisted 

Sam James of NUCS in conducting a marketing 
seminar for the Board of Southfield and 
Chrisl::iana co-ops".' 

http:1,067.00
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OBJECTIVES - NOVEMBER 

"'Y c;uulO.cac1: 1:erm~na-ces the 13th of November; therefore ,. 

r '"ill r.:-e concentrating. on tying up loose en':.:. ."u 

rega.ccs 1:0 specific programs I had initiated at the 

various PMOs. 

Most of my last few days will be spent compiling my 

final report which will be submitted after the 13th. 


