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" PREFACE

Agricultural Marketing Develovmant Project

*The goal of the Project is to improve the living
gtandards of farmers, consumers and market intermedi-
aries. This will be achieved by reducing post harvest
losses, increasing producers' share of f£inal price for
the product, cutting intermediaries' costs, and pro-
viding larger guantities of better quality focd to con-
SUmers.

The purpose of the Project iz to improve the efficiency
of the marketing system.

To accomplish the geoal and purpose, the Project provides
fox:

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

- the construction of four Subterminal Wholesale bDistri-
bution Markets; and,

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

"Po 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-
jeck."*

* Extracted from Project Paper, Agricultural Marketing
Development Project.



"A Producer Marketing Organisation is a group of farmers
constituted into a legal entity such as a cooperative
established as a limited liability company, to undertake
TuE markectlng or members.” crops and to supply production
inputs to its members."* '

* ExXtzacted from "Producer Marketing Organisations® a
MACE Fducational Pamphlet.
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INTRCDUCTION

Scope of Work:

...the contractor will provide 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 perform the following services:

- Assist and.advise management of the Christiana
Potato Growers Cooperative Association (CPGCA)
and selected PMOs in all matiers 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 services 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
cf the recommendations to the extent feasible;



ii) Together with the CPGCZA/PMQ management and/
or managemeni trainees, develop, prepare
and implement board of directors and/or ste-
ering commititee training, orientation and
development programs;

iii) ‘Together wifth the CPGCA/PMO management and/
or management trainees, and with appropriate
board and v steering committees, devalop,
prepare and implemsnt member education and
communicaticn programs.

During the past year (November 14, 1983 - November
13, 1984) I have been associated with the planning and
development of several producer marketing organizat%ons
(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.



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-
grated il Develcpmen* Priiect (IRDP) contract. Jommenc-
ing in March ¥ was to allot 50% of my time to CPGCAE 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 ‘the project with which I was personally involved and feel
adequately informed about in order to make meaningful and
constructive comments.



Although each PMO will be mentioned in this report in
respect to my involvement it is not the intenticon of this
report to evaluate or analyse CPGCA Ltd. =x -~ny of thoe ~thsr

b

PMOs. For specific data and information concerniﬁg CPGCA
Ltd. or St. Elizabeth/Manchester Ccoperative Grcwers Society
Ltd. (hereby referred to as Southfield Co-op), cne 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 Potatoc Growers Co-operative Association
Date Registered: 1959
Membership :+ 2,000 - 3,000 active
‘14,000 - 15,000 with shares or
partly paid shares
$130,000
6,107,447

Share Capital
Sales 1983

e

2. B8t. 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: 1984
Membership : 119
Share Capital : $1,682.00
Sales : N/A
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Guy's Hill JAS Food Crop Association
Date Registered: (Nat yet registered as of 13-11-84)

Mémbership : 75
Share Capital : $1.152 an
Sales 1983 : N/A

Hanover Food Marketing Association (Dias)

Date Registered: (Not yet registered as of 13-11-84)
Membership : 29

Share Capital : $810.00

Sales 1983 : N/A




CHRISTIANA POTATO GROWERS CO-OPERATIVE ASSOCIATION LTD.
(Hereby referred to as CPGCA Ltd.)

Management and Training:

I was available for assistance and advice at CPGCA on
& waxry basis for the first three months and at least once
or twice a week for the remainder of my term. After the
usual introductory period, I involved myself intc 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, wesekly
itineraries, monthly financial reports, daily cash.counts
and transport logs. Over time more important documents
were developed through on~the-jcb training such as the
budget and a legally binding growers' contract. I also
reviewed and adjusted the purchasing (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 Financizal Controller in setting zp
the new transport related accounts. A system of mileage
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-
guate and/or that the rates are a bit too low. The GMC
pick-up, which should be utilized for ocffice/field trans-
port (hence earning 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.



The only recommendations I can give here is to increase
load capacity per trip, charge adegquate rates and to pexr-
suade the Chairman to return the pick-up to management where
it belongs (see memos 15 and ‘19, appendix 1 and 2).

1o ensure that CPGCA makes optimum use of its IBM
srweant 23, I enlisted the assistance of Zwan Zoaover, a
systems analyst, working at ACB under az short term USAID
contract for Checchi and Company (Washington D.C.). He has
worked very closely with beth 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 place, 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 ACB has overcharged CPGCA by
approximately $500,000.00 and ACB officials have admitted
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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 approximately $300,000. Their
method of interest calculation is also most guesticnable.
W1ill ACE take action on this? Will CPGCA follow up after I |
lcave? I wacormend that MACD/MOR ui awed take an intevest
in expediting a solution to this prcblemn.

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. ‘

The farm store operation, for example, which consisted
of a front shop and a sub-store located in Rellits, about
30 miles away, usually had annual sales of about §1,000,000
with a margin of about 18%. After a quick analysis of this
operation it was determined that due to a wvariety 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 came 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.



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
avold similar mistakes in future agreements with other PMOs
I suggested improvemc...s In. _iose conditicns c¢f the agree-
ment that affected the co~op and MACD financially, and which
also caused confusicon in accounting {see memos 2,3,8,9,1Q,
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
Secretary General's office and we are still awaiting the
results of that review.

It is guestionable, now that CPGCA is having serious
marketing difficulties in 1984, whether MACD 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
. re@luctant 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 MACD. CPGCA stands to

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

Boara of Directors:

I have zapproachad the training and educational aspect
of my scope of work in various ways. I have just mentionsd
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 directo;s
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 T
would offer advice when reguested 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 pﬁt 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).
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I assisted the Financial Contreoller, Mrs. Lowe, ﬁpd
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
foiiowed our advics. After Leing presented with data Trum
both sides the 20D made some positive decgisions, 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 memc 28, appendix 2).

It is only now, after 12 months of whatever influence
I may have had on the individual Pirectors, that I see posi-
tive signs 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 successfully
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.

But efforts have beon maus Jduring the past year. Mem-
bership cards have recently been isszusd ts 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 important,
and the co-op has been very lax in this area. The field
manager has no transport (the co-op's pick-up is in the pos-
sesgion of the Chairman), and his absence among members has
been very noticeable. The use of the media should be
increased for both advértising and announcements, and news
releases should be issued to defend against the constant
presentation of erroneous information by poorly informed or
biased reporters. A guarterly newsletter produced by CPGCA
would alsc 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 which 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 consegquent
mismanagement has. caused a downward slide in respect to profit
zad member loyalicy, and selfish (or misguided) policies f£rom
the past have £inally caught up with them. 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/MANCHESTER COOPERATIVE GROWERS SOCIETY LTD.
(Hereby referred to as Southfield Co-op)

This cooperative, like Christiana Potato Growers, is
an established registered co-op, but whereas CPGCA has both
produce marketing and farm supply operations, Southfield'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 twc 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.
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The General Manager, who may not be the most conscien-
tious administrateor, 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
contivl SYaae.., aad transport coatrol forms and proceaures.
Suggestions were made, and taken, concerning accounting tech-
nigues 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 guestionable
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 M. Tokar and myself (see report 26, appendix 3}.

As with any long range plan (although it concentrates
on the first year of operation the starxrt 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
speéial 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 MACD 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.
. Nedrick has worked hard tewacd this ernd, put little or no
assistance has come from the co-op itself, and this may be
due in part to the "spoon fed" approach by MACD as well as
the guestionable 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 (dve to past problems with
previous marketing organizations), everyone seems williing 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 PMQ/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 PMA conducted its Annual General Meeting last
July 1984 and elected a Board of Directors. I truly reéret
that I won't be able to continue working with "Teacher"
Drummond and the rest of the BOD and I will miss those days
criat I have spent in Kelilits, McMie and Douglas Castle. I
wish +his PMO +he best of 1:-L. '

One of the first weaknesses or shortcoming I noticed
on my arrival was the haphazard and inefficient method of
collecting share capital and entrance fees at those PMOs
which were being formed from scratch. Receipt books, which
were often incorrectly used, were scattered about, no trans-
actions were recorded in a book 0f secondary entry and no
one was sure how much money was collected.

With permission from MACD I designed a simple but’
effective gystem of accounts that a non-acccuntant 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 repcrts 11 and 19,
appendix 3)..

GUY'S HILL, JAS FOOD CROP ASSOCIATION AND HANOVER
POOD MARKETING ASSOCIATION
(Hereby referred to as Guv'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 gquite 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 "stories" had been
analysed, all receipts reconciled and recorded, and a cash
balance determined which unfortunately showed a considerable
cash shortagc. Tio casl. peviisa uas now been rectified, a
proper colleaticw nrocedure has heen introduced and the
secretary o: thc group has been instructed in maintaining
the simple set of accounts. This PMC is now awalting regis-
tration.

The Dlas 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
adoﬁt 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 have 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 PMOs 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.
I oW TOwill masds Jawaica and thosz pesple I hawe had the
pleasure of working with over the past (and -vel;, =Ll

vear.

Thomas H. Carr

Cooperative Management Consultant
ACDT

November 20, 1984



10.

11,

12,

SUBJECT

MEMORANDUM

LISTING

unsubstantiatad DIifferences Betwsen
Purchases and Receivals of Table

Potate in 1983

Critigue of the CPGCA/MACD Marketing

Agreement

Critigque of the Southfield/MACD Marketing

Agreement

New Sales Summary Form - Kellits Farm

Store

Samples of Office Forms

Updated Situation on Potato Weight

Discrepancies

Transport Accounts

Cost Aspects of PMO/MACD Marketing

Agreements

Accounting Procedure Related to CPGCA/
MACD Marketing Agreement

Accounting Procedure Related to CPGCR/
MACD Marketing Agreement

Quarterly CPGCA News Lettex

Update on Kellits Farm Store Credit

Situation

Pricing Formula For Seed Potatoes

CPGCA - Group Scale Situation

Fixed Costs of Vehicles

™

L.G. leslie

L. Moxrgan/
A, Pool

L. Moxgan
A. Pool

L.G. Leslie

L.G. Leslie

L.G. Leslie

L.G. Leslie
Mrs. Lowe

L. Morgan

L.G. Leslie

L.G. Leslie
MACD

L.G. Leslie

L.G. Ieslie

I..G. Leslie
D. Reid

Gibson

APl

16-1-84
19-1-84
19-1-84

19-1~-84

25-1-84
27-1-84

1-2-84

7-2-84

8-2-84

11-2-84
16-2-84

20-2-84



15.

17.

18.

19.

Ze.
21.
22.
23.
24.

25.

26.

27.

28.

SUBJECT

Pre-Marketing Bookkeeping System Zor

Proposed PMO
Farm Store Investigation

Table Potato Sales/Purchases
Statistics ~ 1983

Vehicle Profit/Loss Situation

Inspection Procedure for XKellits

Farm Store

Statistics Concerning Machinery

at Camp
Kellits Farm Store

Seed Potato 1985

Update on Seed Potatoc Costs 1984

Calculation of Southfield AGS

Annual Payments

Mid-Year Financial Analysis - CPGCA - 1984

Documentation at Coleyville

Table Potato Marketing Analysis - 1984

T.. MArman

L.G. Leslie

L.G. Leslie

L.G. Leslie

L.G. Leslie
L.G. Leslie

L,.G. Leslie

L.G. Leslie
BOB/CPGCA
MACD

L.G. Leslie

L. Morgan

BOD/CPGCA

L..G. Leslie
Financial Controllex
Director/MACD

R. Mangrich/USAID

A. Pool

L. Morgan

Packing House Manager
L.G. leslie
Financial Manager

Chairman/CPGCL

BOD/CPGCA

Sec. Manager/CPGCA
Marketing Manager/CPGCA
Financial Controller/CPGCA
Packing House Manager/CPGCA
Directoxr/MACD

L. Morgan

A. Pool

R. Mangrich/USAID

Ap2

DATE

15-2-84

28-3 B4

2-4-84

1¢-4-84

28~5-84

11-6-84

14~-6-84

9-7-84

23-7-84

28-8-84

8-9-84

21-9-84



29.

10.

1l.

12,

SUBJECT

Southfisld AGS Budget Plan

REFPORT AND FORMS

TO

L. Morgan

LISTING

Staff Evaluation Form
Weekly Itinerary Form
Labour Daily Time Sheet

CPGCA Vehicle Payment Schedule
Payment Schedule - CPGCA/MOA
Payment Schedule - CPGCA/MOA
Workshop Program Material:

Farm Store Stock Control

Southfield Co-op 1984 Operating and
Capital Budget

1984 Loan Requirements and Repayment
Schedule - CPGCA

1984 Operations and Capital Budget -
CPGCA and Adjusted (1-6-84)

Workshop Program Material PMO
Accounting Course

Kellits Inspection Check List

L.G. Leslie
L.G. Leslie
L.G. Leslie

L.G. leslie
MACD

L.G. Leslie
MACD

CPGCA

MACD
BOD/Southfield
USAID

Ebanks

CPGCA
MACD

BOD/CPGCA
L.G. Leslie
MACD

USAID

Manager/Kellits
L.G. Leslie

DATE

L R R

19-1-84

19-1-84

19-1-84

1-2-84

1~-2-84

18-2-84

14-3-84

13-4-84

19-4-84

27-4-84

17-5-84

28-5-84



16,

17.

18.

19.

20.

4Ll.

22.

23.

24.

SUBJECT
Farm Store Manacer — Jaoh Nearrintion
Weeklwv Twniuce Analvsis

Payment Schedule -~ Southfreld/MOA

Ioan Proposal — ACB Southfield
Peanut Operation

1983/84 Seed Potato Exchange Rate
Analysis

Proposed Staff Requirements for
Scuthfield AGS and Farm Store
Operations

Statement of Accounts (7-8-84)
Mason River PMA

Peanut Pricing Statistics
Southfield Co-op

14 Year Statistical History
of CPGCA

Monthly Financial Report Form -~ CPGCA

Mid-Year Financial Analysis
1984 - CPGCA

Table Potato Marketing Analysis -
1984 CPGCA

TO

Manager/Koll li-
M, Ebanks

BOD/Southfielid
M. Ebanks
MACD

M. Ebanks
ACB
MACD

CPGCA
ACB
MACD

BOD/Southfield
M. Ebanks
MACD

BOD/Mason River PMA
MACD

M. Ebanks
MACD

CPGCA
MACD
USAID
ACDI

CPGCA
MACD

CPGCA
MACD
USAID

CPGCA
MACD
USAID N

26-7-84

30~7-84

3-8-84

7-8-84
8-8-84

15-8-84

29-8-84

29-8-84

21-9-84



SUBJECT

25. Statement of Accounts
Guys Hill

26. Southfield Co-op AGS Budget
Plan - 1983

27. Loan Proposal - Peanut Operation
Statistical Information - Southfield

RON/fhrve Hi117

BOD/Southfield

Usarb
M. Ebanks

M. Ebanks
MACD

DATE

17-10=04

22-10-84

6-11-84



A 14 YEAR

STITISTICAL

HISTORY * OF CIRISTIANA

POTATO GROWERS

CO-OPERATIVE 'ASSOCIATION

AP6

25%

: 3 COSTS ACCUMULATED NET RETURN T GROGE
YEAR 51.,ES EXPENSES TO SALES "SURPT,US/ SURPLUS/ ON MARGIN
o ) PEFICIT B/ DEFLCIT INVES TMENT
1971 ¢73 131 31,253 3% 33,235 15,595 2.2% 12.5%
1972 1,:08,339 52,681 4% 39,688 46,688 2.7% 15¢
1973 1,054,792 54,652 5% 28,061 69,777 1.7% 14.5%
1974 2,172,342 70,689 3% 34,420 86,987 1% 11%
1975 1,929,093 112,998 6% (63,263 16,164 - 103
1976 1,742,240 166,540 10% (75) 26,415 - 17%
1977 2,012,97L 189,483 9.5% (8,822) 10,508 - 208
1978 2,035,701 294,880 15% {92,093) (81,585) - 23% |
1979 2,782,834 284,879 10% 88,548 (10,747) 1% 20%
1980 2,394,655 272,225 11% 37,834 19,520 1.5% 24%
1981 2,834,193 517,850 18% (572,642) (572,642) - 7.6%
1982 4,315,762 521,227 12% 60,494 (572,642} 2% 265
1983 6,127,447 1,288,058 21% {351,853) (855,001) -
" Budget 1984 14,019, 520 2,531,000 18% - - - -
Anticipated 1984 8,030,200 2,300,000 - - - -

rl,

h
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MEMORANDUM

T0: The Director
Marketing and Credit Oivision

Ministry 27 Az=isulture
FRUM: Tnomas Larr
Management Advizor
JTGCAFMACD
SUBJECT: Montnly Report - December 1983

DATE: January 1, 1984

The months of Novamber and December of 1983, being the start of my
assignment, reprasents the usual peried of introduction, familiarization
and acclimation. Most of the problems concerning housing, bank accnunts,l
clearance of personal effects, shipment of personal vehicle, resident visa
and various ID's, which consumed a considerable amount of time during thesas
two months, have now been settled.

This first monthly report will summerize my activities from the date
of my arrival in Kingston and will include objectives to achieve for the
f?]lowing ménth. 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 intrumental 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 di;yssions

with various staff on the progress and past history of the project,'l managed,
with the assistance of Allan Poole, to review vast amounts of documentation

and Titerature concerning the project. With the combined efforts of Allan Poole,
Lennie Morgan and P. Allen I was able to -establish a fairly clear picture of

the current situation concerning those aspects of the project that would

directly involve me.



On the 23rd of Movember I was introducad to savaral officars at USAID

By Mr. Poole, including Mr. Lou Reed, the Missten Oirector, Mr. William McCluskey

and Mr. Rick Mangrich. At the same time [ was able to complats those forma-
Tities that are required on arrival (work visa, ID, atc.), On tha 23rd of
Yavomber [ was introducad o Mr, H.R. 2iztr'or, tha Riwcciar/Congral Monager
af the Mational Union of Co-operative Socistizc (MUCS) and some time was
soent discussinc tne potential role that NUCS csuld play in the presant
marketing program. I was also able o attsnd a mesting oF the 8oard of

Directors of the 3t. Catherine Yegetahble Produczar Association at 01d Harbor.

This mesting was 3also attsnded by A. Poole, L. Morgan, £. McAvoy and P. Allen.

CHRISTTANA

I arrived at Christiana on the 30th of November and was Tormally
introduced to the Secretary/Manager ov CPGCA, Mr. L. Laslie by Lannie Morgan
and A. Pocle. He, in turn, introducad me to the stafy at CPGCA and a oried
meeting was held that included the so called middle management Tevel of CPGLA.
I was later shawn the facilities at Coleyville by Matt Tokar, the ACDI .
Chief of Party and Packing House/Marketing Advisor. The Yam Curing Project
was explained to me by V. Stawart who is to assume the position of Packing
Housa Manager in January of 1984,

The main emphasis in Dscemoer, which was shortened by the holiday
season, was to familiarize myself with the acccunting procedure at CPGCA
and to establish a statistical base from which I could mzke absarvation;
concerning past and present production, prices, income and expendituras,
etc. As priorities become mors clear, this process will become mors specific
and, hopefully, more relative.

On the 1st of December [ accompanied P, Smith and E. Henry, the Field
Managers of CPGCA to the axperimental piot at Oevon. Miss Smith an% Mr. Henry
will be the two field persoanel that [ will bes working closaly with‘as far
as member education is concerned. We w11l be planning the itinerary for
geducationzl meatings at the Farmer Groﬁps Teval in January.

The Annual General Mesting of CPECA was neld on the 3rdhof Decmeber.
Minutes of the meeting will oe forwarded as socn as they are producad. The
main 1tem on the agenaa concsrned the annual aud1t and the aisbursement of

a memoer bonus for 1982 but squally important was tne 2lsction of new Board
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Members (six of the eleven wers 'gligible for re-slection}. [ also attended
a meeting of The Board of Diractor's of CPGCA on the 18th. ‘I will forward
the minutes of this mesting as soon as they are available.

1 accompanied P. Smith and S. Scott to Kingston on the 13th of Oecember
to follow up on the arrival of sesd povalu from duliand. The Tine of credit
bztween IDB and Bank of Jamaica/Ag:iculfturg Credit Bank was not,as firmly
estabiished as axpectsed and ‘urther commnication oetween tnosa hanks and
CPGCA was required before the saeds cuuld be released. The procadure is
still rough around the adges and some consideration should be given to this
problem in order to &liminate delays and confusien in the future.

Jane Tomlinson of ACDI/Washington §rrived in Mandeville on the 13th
to review the preject in Christiapa and was assistad by Matt Tokar or myself.

On the 17th of December, I accompanied A. Poole, té a mesting of the
BOD of St. Elizabeth-Manchester Co-operative Growers Society. The main
emphasis of this meeting was éhe‘diversification of pusiﬁess 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 dgtai]._ My initial reactipé to this mesting which was well con-
dﬁcted and enthusiastic was very pesitive. There is genuine interest in the
welfare of the business and my statements_and advicea were well received. I
followed up on tﬂis 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 Tlooking forward to future visits.

On the 29th and 30th of December I assisted the CPGCA staff in the
annual stock inventory at Coleyville and Kellits Farm Store. During this
exercise I discovered several shortcomings in the procedure itself 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 [ visited Dias and
Wait-A-Bit on the 26th of December it is necessary that a proper introduction
be made so that the people involved will know me and I can start a working

relationship with those involved. -
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OBJECTIVES - JANUARY

I am hopefui that I can assist the management of CPGCA with the pre-
paration of a buaget which is one of the conditions put forth in @he CPGCA/
MACD agreement (item 10). This can only be done with the compIete-co-operatibn
of the entirc CPGLA staff. 1 have already discusssd the budget aspeact with
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
Christianaz 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 cver

and spring planting has started, should be more productive.

Thomas H. Carr
ACDI/AID/MACD

January 1, 1984 -



MEMORANDUM

TO: The Director
Mmacn

Ministry of Agriculture
FROM: Thomas Cartr
- Couperative Management- Advisor
CPGCA/MACD

SUBJECT: Monthly Report - January

* DATE: February 1, 1984

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-

tory in December. There was a problem with the cash transfer
procedure and I designed a new daily cash/sales summary 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 besen.

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 and 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 a PMO/AGS. I had a good
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opportunity to ses the arez and meet with several farmers, two

of whom are board membpers. The Ffarmers ars very interssted in
the program but zre a little disappointed in the slow progress.
Hopefully I can help to expedite matters there when I concentrate
~n thesa PMO area< in Maxzkh.

On the 10th of this ..caothh I attended i 300 meeting zt the
S3t. Elizabeth/Manchestsr Co-operative with other 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 orx 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 assist 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 discussad this with M. Tokar and G. Feaster and

have reguested further information on equipment form B. Grearson.

There was a brief management meeting with the CPGCA Finan-
cial Committee on the 5th and a very productive meeting was called
by L. Leslie on the 1l6th which was alsc attended in part by
L. Mangrich of USAID. Directives were issued by the Manager for
the introduction of weekly itineraries and monthly reports. A
gate paés 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,



I accompanied the Field Manager of CPGCA, E. Henry and his
assistant P. Smith, on the 19th, to various farms in the arsa
where trial plots are in operation for the testing of various seed

nakste varieties Zorm Germany. This gave me the chance to visit

P S

" several farming arszs ol Lo meet farmers, vhin I hope I will be

T

meesting in formal educational meetings. Mr. Henry and I have
arranged some farmer group meetings in February and thers is a

Group Secretary meeting scheduled for February 7th.

On Friday the 20th of January I attended an Economic and
20litical Briefing at the Embassy which was conducted for the’
benefit of new comers 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 2lst due to poor attendance but introductions were made
and a brief discussion was held. Mr. L. Leslie and I tock this
apportunity to plan a Farm Store Managers Course with Mr. James
wf the NUCS 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 MACD 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

severzl business aspects at CPGCA that were touched upon this
month.
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The Co-operative has now recsived all three of its wehicles
and it is imperative that proper accounting and control procsdures
take place. Mxr., Leslie has already ordered a vehicle log beock
for each truck and I have discussed some of the accounting tran-
sactions necessary .or proper financial control with the finan-
cial controller, Mrs. Lowe. I am in the process of developing a
memo to Mrs. Lowe describing saveral possible accounting proca-
dures she can use.

The basis of any business plan centers around available and
accurate statistics of past operations and a c¢lear idea of what
the goals are for the coming year. The budget for 1584, the center

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

of 1933 postings and the conseguent £rial balance in order to
utilize the most recent (and most relative) statistics available.
Costs, related to the MACD/PMO project have besn 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 of 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 office
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 a’ system
is being set up. Purchase procedures at the group level will
also be investigated.



The farm store ¢ould 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 he more professional and the sales area cleaned
up. Prices should be Ccwpeitative aud salsl promciicns arg necss—
sary.

I have worked out several MACD/CPGCA marketing agreement
conditions that involve immeditate financial or accounting atten-
tion.

1. Rent payments on zgrssed wvalue for

Buildings and Equipment.

2. Break down of wvehicle 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 hoth CPCCA 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 1, 1984 .
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MEMORANDUM

T0: The Director
MALCT

Ministry of Agriculture

FROM: Thomas Carr
Cooperative Management Advisor
CPGCA/MACD -
SUBJECT:  Monthly Report - February

DATE: March 1, 1984

Although thers 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
activ%ties, and will include a section on comments/observations as well as a
Tist 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 jtems 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 (Trinidéd), headed by
Dr. Lloyd Rankine, started a week long research study here at Christiana on
the 6th of February. Their objective was to compile a case study of CPGCA
to use in a course at the University. 1 am very interested to see the resuilt
of this research as it may give me some different perspectives on the opera-
tions here. |
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The Field Managers and mysalf attemptad to meet with farmers at Wilson
Run and New Hope an the 8th with the intention of. forming them into a farmer

ernun, The masiings were not well atfendes did o aew GaTe was itacu. HWe
returned on the 24th and-had & very success®™ ' moc*i-~ % Wilsen Pun, but,

the mesting at New Hope was less encouraging diue ©o poor atiandance.
Mr. Denton, the Group Secrstary, has done a good job in trying to revive
these groups.

A "field day" was organized at Harry Watch,but,it turned out to be no
more than a planting day for the farm of its group secretary. 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 bady - a committee - which has the interests of all the farmers
of the group at heart.

On the 1st of the month a team of county 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 as, drip irrigation, were
informative to farmers Iiviné in a relatively dry area. I returned to
Southfield again on the 15th to discuss with the Manager, Mr. Ebanks, varijous
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 Workshop 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 .l found

that the farm store had been.operating in the red during 1983. Mr. Leslie

" nad &1so aiscovered this fact during & routine checa, ana ¢:opased that we try
~and isolate the specific problem so that it can be prevented from occuring

in 1984, [ am currentiy working with Mr. Channer, the Farm Store Manager, on

this problem, and we hope to have some conclusions soon.

The CPGCA budget Tor 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 first draft next month.

Three or four days were spent assisting Mrs. Lowe in reconciling 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 tﬂe necessary accounts to accommodate the newly .
arrived vehicles. The driver/transport manager, Mr. Gibson, seems o be
capable of managing the two 5-ton vehicles at an efficient Tevel. 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, which we can use as models here at CPGCA kbefore
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.

1 am realizing that there is a serious gap in the line of communication
between the CPGCA office and the members. The only existing link in the chain
between the two are the group secretaries and I doubt their effectiveness.



MRI13

Their role is important in the marketing process but I do not think they are
affective in the promotion of the cooperative nor in *ha ~creafdian ~F 2o sz22za
of membership Toyality. We do have two Field Managers (and myself) but it is
of main-

(3]

doubt¥ul whethar three "outsiders" or the group secretary are capaz!
taining or creating a local grassroot level of member awareness. Maybe a
group committee is the answer. Maybe not. B8ut it is very clear that some
~sort of local body is needed. I hope to study‘this problem in the coming
‘months.

OBJECTIVES - MARCH

CPGCA:
Farm Store accounts
_Budget - CPGCA

. Farmer_Group meetings

Southfield:
Stock Control
Budget

Group Meetings

Thomas H. Carr
ACDI/AID/MACD
March T, 1984
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MEMORANDUM

T0: Tha Dirsctor

A A
[N a LVt ¥

Ministry of Agriculture

FROM: Thomas Carr
Stuwcui s Monthiy Report - March 1984
CATE : April 1, 1984

Mr. Herbert Knight, the Project Coordinator, has requestad me to change
from my usual monthly report format to a topical format. Sinc2 my priorities
change on a monthly basis and due to my wide range of responsibilities varying
from management/finance to member education at Christiana, Southiield and
Douglas Casile, the topic headings may change from month to month zccording to
the actual work done.

CHRISTIANA - CPGCA -

Farm Store Analysis

" A considerable amount of time this manth was spent on analysing the
CPGCA farm storss at the Christianaz and Kellits locations. Over the past
years, prior to the arrival of the present Secretary/Manager, Mr. L.G. Leslie,
a }ather 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, I prepared a preliminary report which
he presented to the Finance Committee of CPGCA on Friday the 30th of March.
A rengvated system of procsdures should be set up along with 2 corresponding
system of controls and this will be an arez 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 ccmpletion will have to wait another month.
Some time ago Mr. Leslie had instructed the Middle Mapnagement 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 wark for the sales/revenue _
portion and my farm store analysis -also heiped in the budget preparation on
the Tarm stors side.

The delay hes advantages since we now nave the use of the 1983 trial
balanca and Mr. Gibson, the Transport Manager has had thrae months of vehicle
operation from wivich we can form projections o7 vehicle costs/revenues. The
800 of CPECA has requestad the budget on the 27th of April; Jjust in time for
the potate marketing season.



Cooperative Education

The Field Managers of CPGCA called a Fisld Day at Santa Hill on the l4zgh
which I attanded with the intention of giving a few words concerning cooperative
education, and recziving feedback from thosa in attendancz. Unfortunately the
ALLENANCE Wil wiiwm wudin Yusim wdies . Lee.y SIR FOFmars). 1 am convincad that
“field days” are nat the proper forum in which %o conduct membership sducatioan_ -
but instead farmer's meetings which wouid 52 scheduled afier 4:00 P.M. shouid
be held at convenient Tocations with proper notification, I must add that at
the moment only the Group Secretary sxists as the main communication link
between the Cooperative and the farmers. This situation has been mentioned

in my last report,and it is my intention to pursue this further.

Other Activities

There was a Board of Qirectors' meeting on the 25th. Minutes will be
forwarded as socon as they are prepared and minutes of "the previous 800 meeting
are attachad.

On the 25th of March, a service was held at the Bethahy Moravian Church
to commemorate the 25th Anniversary of C.P.G.C.A. The sarvice was followed by a
Tunch at the Anthurium Restaurant, where the Minister of States.for the Ministry
of Agriculture, the Hon. Johnson, was the Guest Speaker,

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

Stock Control

On the 6th of March I 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 ancther
visit on the 15th to check on the progress of posting the sales' summaries up
to date. 1 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. 1t is Tong over due. A date has besn
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 Sguthfield,
on the 15th by Mr. William Hedrick, MACD Marketing Extension Officer. .It is
the intention of Mr. Nedrick to establish commitiees at these branches, an
idea 1 strongly suppert, aspecially sincz [ wish it had been done in the
Christiana area. Although only twenty (20) farmers attended, there was a good
prasentation of the PMO pragram by Mr. Medrick, which was followed by questions
and discussion. Another meeting date was set for Aoril Sth.
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Other Activities

Ground breaking for the new AGS at SouthTieild was held on the 20th and
was well attended. [ saw many farmers therewhom I had sesan before at various
me2tings held at the ovranchés. (ne Lu-vp2ravive nas ceun prumised TRAT dcTlal

construction would commence in 2-3 weeks Tcllowing giound breaking, and the
BOD is determined to follow this closely.

At a2 BOD meeting on the 30th this point was raised again concerning the
commencement of constructian. [ infbrmed them that I would follow up on prob-
lems as they arisa. The minutes of this meeting will be provided as sogon as
they are prepared, and the minutes of the pravious mesting are atiached.

DOUGLAS-CASTLE - Mason River Farmers Association

Accounting System

Following up on a problem brought Torth 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 (I 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 system used by MUCS, he gave me the ckay to implement it at
Douglas Castle. [ met with Mr. G. Hubert (PCV), and Mr. Fred Druman, the Secre-
tary at Douglas Castle, on the 26th to verify a date when [ can introduce the
new system and 1 will be returning there on the 6th of April.

PMO - GEMERAL ACTIVITIES

MACD - Markating Extension Meetings

I attended Marketing Extension Meetings at MACD-Kingston on the 9th and
30th of this month. 1 am pleased that I am now being invited to these meetings,
and I hope that I can be of some use. Already I am involved with developing a
"nre-marketing" accounting 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 Miss Marcia Vaughn of the Training Section of MACD and
Mr. Samuel James of MUCS Cooperative College,
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* Cooperative Supply Stors Workshop

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

-~

CPGCA. T ronductad 2 wovkehan for managoment and staff of Conmparetive Ty

Stores. This was held at CPGCA conference roam in Christiana and coversd ths

following subjects:

- Stock control

-  Budget

- Cash control/security

-  Merchandising

- Customer relations (Led by Mr. L.G. Leé]ie)

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

Cooperative.

CPGCA
Southfield
Calabash Bay
-Rocky Point
Gillings Gully

N — — WM

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

Thomas H. Carr
ACDI/USAID/MACD
April 1, 1984
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HMEMORANDUM

The Director
MACD ) )

L - - -
TaliEsa%s 3 w1 Ayl 1w LIS

Thomas (Czw~
MACD
Christiana

SUBJECT: Monthly Repart - April 1984

DATE:

May 1, 1984

month
task.

The month of April wés an extremely busy, intesrssting and challenging

, with the CPGCA budget preparation and presentation being the priority

Although the budget preparation consumed zbout 50% of my time cthis

month, it was well worth the effort since theres were several secondary studies
that resulted form its research. These will be mentioned in this report, as
well as activities that took place at aother PMOs.

CHRISTIANA - CPGCA

pages

Budget 1984

The first draft of the CPGCA 1984 budget which compiles about twenty
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 & pricing policy for table potatoes. Hatt Tokar,
the ACDI Marketing Consultant for MACD, conducted a presentation on projectad
volume, market trends (salas and purchases) and estimated production costs.
I.presented the financial side of the progrzm (which was information exiracted
from the budget) and the summary of our presentation to the board on the issue
of pricing is as follows:

i

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 market, 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 8,000,000 1bs. of potato.

Based on cur borrowing limit at ACB, the amount of Tunds available
limited our ability to purchase 6,000,000 1bs., Since the balancz on

our limit was §3,000,000 znd since the sale price For an unprecedented
volume of poratoes (3,000 tons) was unknown, it was decided by the board
to buy Tow and pay the farmer a sacond and third payment basad on the
success of sales. : ’ ’
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3. The board votad To purchaszs potato at 350.00 per 100 weight as an
advance payment with a second payment of 3$19.00 in Auwgust. This coin-
cides with the booking time period for 1985 seed. An additional pay-

-ment will be made when it has been detarmined that the Cooperative has
anerassfully coverad a1l costs and deficits. Tie awwdne ol une tnira
payment cannot vuviously be stated at this point ir time, but it is
noped that it should be at least am additicnal $10.68 per 100 waight.
Therefore, it is the intention of CPGCA- to pay the farmer at Teast
§70.00 per 100 weight with a guaranteed payment of 560.00 per 100 weight. *

With the establishment of a pricing program it was now possible to pre-
sent to the 80D a workable budget recommendation based on their new pricing
golicy.

I approached the probiem of prssenting a budget to the 800 before a
pricing policy was set, by preparing twg differaent budgets. The first budget,
which resuited in a net loss of over $800,000, was based on the existing price
policy at the time of the BOD meeting., The second hudget was based on the
assumption that ths information that was about to be presented to the 8oard
was to be used as a basis for a sound pricing policy. -

As mantioned earlier, the Board did arrive at a policy decision and the

second budget was therefore used as the first draft. Although it stiil 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. E£1izabeth/Manchester Co-operative Growers Society)

Cooperative Education

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

Znd April Flagaman
Sth 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 facilities of the PMO at
Southfield was presented and we stressed that in order for the branches to
fully benefit from the PHM0 they must be organized and well informed. WYe
gncourage 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 Marketing Recommendations, by Matt Tokar

2. 1984 CPGCA budget . .



Stock Control - Business Management

I visited the Co-op on two occasions to follow up an the stock contral
systam being implementad there. On the 10th I foliowaed up my promise to the
COT L DL duad; wh ot saies margins and volume in order to ses 1T Thay
were on the right track. The CPGCA budget project has kept me fro~ owmoiaii-z
i ~aport ¢n this, but it should be ready in May. 1 also oromised the 300 tiat
I would develop a rough outline of the personnel requirements of the naw PMO
with job descriptions of the middle management and staff. This should also be

completad in May.

DOUGLAS CASTLE (Mason River Marketing Producers Association)

Accounting System

) I met with the secrstary of MRMPA, Mr. Orummond, on tha 3rd of April,
along with Mr. Chambers and Mr. Herbert of MACD, to implement the new "pre-
marketing" accounting system. The "on the job" sassion went very well, and
since I didn't want to overburden Mr. Orummond with toc much information an
the first day, we arranged to mest again at a later date.

~

‘PMO_- GENERAL ACTIVITIES

"Pra-Marketing" Accounting Workshoo

1t was determined at tha Marketing Extension Meeting at MACD on the 30Qth
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 beokkeeping. 1 conducted the workshop Tn coordination
with Miss. Marcia Vaugn of the Training Section of MACD, as well as

Mr. Samuel James of the NUCS Cooperation College. It was held on the 12th of
April, at the Christiana Potato Growers Co-operative Association, and was
attended by about twenty-two people. A4 -1ist of participants has been atiached
as well as the agenda. A package of course material can be availablie on
requast.

Thomas H. Carr
ACDI/USAID/MACD
May 1, 1984
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- MEMORARDUM

T0: The Director
pieom

Ministry of Agriculture
FROM: Thomas Carr

MACD =

Christiana -
SUBJECT: Monthly Remort - May 1984

DATE: June 1, 1984

The main emphasis-bf this report will be to review the CPGCA potato
pricing situation and to provide an updata on events that occured in May.

T -

CHRISTTANA -CPGCA - . -

Potéio’Marketing

My 1ést report for April mentioned the decision that the BOD of CPGCA

' ook regarding the potato puéchase price poiicy, which put_ the payment into

a three stage system of 350.00 up- front, $10.00 later in August or Septamber,
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 siace production of
potato was being hurt by a drought, volume-would be Tess than anticipated
{about 4,000,000 1bs; 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 Mesting would be called on the
8th of May to inform the members of this increase and to expiain the financial
reasons for the policy (seze memo, May 4, 1984 to Director MACD). However, the
mzeting pn the 8th became a bit "hot" and during the debate it was decided to
increasef second payment to $20.00, making the total payment $80.00/100 wt. In
my opinipn 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 forwarded when made available) and it was again emphasized that greduction
would be much Tess than anficipated (between 3,000,000 and 3,500,000 lh§.).
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Budgat .

The Financial Commitites met on the 30th of May to discuss the proposad
CPGCA budget. Discussion was productive and afrer thrae hours the 1st dratt
of the.budget was aporoved. [ now need to update czrtain accounts and ore-
pare a fingl draft as well as arrange a budget control sy<to— -~74% tha Finan
cial faniwallar, Mrs. Lowe. 1 alzo intend to sat up a bucget caniiv. ProgVam
in Lie conputer, whica will make mon%hly Eomnarisons betwaen axpandituras and

montniy budget limizs.

Kellits Farm Stors

[ made six visits to Kellits Farm Store this month in order to train the
néw Manager who has besn assigned there. On-the-job training is extremely
important, aspeciaiiy when it concarns someong with no previous experienca in
farm store operations. I have prepared a job description for the manager, as .
well as a weekiy inspection'ﬁchedu1e for whoever inspects the Kellits-vamm
store from pPGéA. I have emphasized the importance of a trazined inspector
to thé Seéfezary]Manager of CPGEA, in arder to kesp the operation thers &t a
viable level and this training wi]1.take place in June at Kellits.

Member Education

Due, in part to the hehaviour of the membership during the potato price
controversy, I have concentrated this month on research for & program invol-
ving the improvement of member ré1ations at CPGCA. A rough draft has baen
prepared and a formal program will be drawn up early next menth. [ have had-
several discussions on this subject with the Chairman, Secretary/Manager and
a faw 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 staif is essential to the success of this program.

SOUTHFIELD
4GS

With the assistance of Matt Tokar, an analysis of personnel requirements
faor both the farm supply and marketing operation was prepared and a final draft
should be ready soon. This should provide the 80D of Southiield with.essential
information necessary--for-the selection process for management staff Bf the
AGS. A copy will be provided to the Director's offica of MACD first for com-
ments and aporoval hefore being submittsd to the Board at Southfield. -

Matt Tokar and myself visited Southiield for an inspection oF the con-
struction site, and I held a discussion with the accounting clerk concerning
the role of the accounting staif in the upcoming marketing program.



TN

MR23

Budgat

i have done preliminary work on the Southfield budget for the business
as 1t exists at presant. [ will alse prepare 3 budget concarning the AGS opera-
tions for a ong year period. These two budgets should be ready by June and
July respectively.

MASON RTVEP TARMERS wu ironaiVE

Accounts

[ met with Mr. Orummond of the Oouglas-Castie PMO along with G. Herbert
and C. Chambers of MACD to update the PMO's books. Once again an imporzant
receipt book sgems to be lost, so no conclusiop as to their financial position
can be ﬁﬁde at this time. I set up another date to reconcile this "missing”
baok with other records that wera available but on my arrival [ found that
Mr. Orummond riad a_vehicig braakdown, which caused us to reschedule the data -
to next month. . .- )

GENERAL ACTIVITIES

[ attended a mesting at tha MACD office on the 7th of May to discuss the
potatoe marketing situation at Charistiana and Guy's Hil1 area. This meeting ]
which was chajred by the Director-a}_ﬁhéD, was attended by representat%Ve from
JAS, AMC, MACD, and CPGCA. Although production volume was discussad, the real
emphasis was on the financial constraints that prevented CPGCA from purchasing
pqiatoes. Unfortunately representatives from ACB were not present at this

meeting and no decision could he reached.

Mr. Robert Flick the ACDI Project OFficer for Jamaica, arrived in

_Christiana on the 21st for discussions with Matt Tokar and myself. On the

23rd, Mr. Flick, Matt Tokar and myself met wigh the Director of MACO to discuss
the present situation of the marketing project.

OBJECTIVES - JUNE

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

- Final draft of Southfield Budget

- Training of a CPGCA Inspector for Xellits farm store
- Further training of Kelliis Manager

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

Thomas H. Carr
ACDI/USAID/MACD

June 1, 1984
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MEMORANDUM

TOY: Tha Director
MACD
Ministry of Agriculivs-

FROM: Thomas Cazr
MACD
Mandewville
SUBJECT:: Monthly Report - June 13984

DATE: July 2, 1984

CHERISTIANA ~ CDPGCA

Potate Marketing

The first "draw-down" of $1,000,000 from Agricultural Credit
Bank was finally passed to the Co-op and potate purchases started
this month. ACB stipulatéd 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 reghest was exhausted after two weeks and another
draw-down of $1,000,000 is needed immediately to continue pur-
chasges.

Seed Potatoes

I have presented the Management and Board of CPGCA with some
suggestions for purchasing seed potato for 1985. Some new and
rather radical ideas will have to be implemented to ensure that
CPGCA keeps up with modern business trends. (See memo: Seed Potato
1985, June 14, 1985). Socme 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-refundazble booking fee will
reduce the volume required and should eliminate that portion of
seed imports that is usually sold for consumption. & reduced
order for 1985, that would still provide adeguate seed supplies
to serious farmers, would reduce the demand on foreign exchange,
reduce the loan reguired by CPGCA and consequently, reduce tran-
sport costs, interest 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 sericus financial losses for the Co-op.
The question rises whether CPGC2Z should bear these losses alone.
A study is currently under-way to analv=e the svstam ACR used to

~alavlate intarest charges and currency &x.lici.gw LATESS.

Budget
The approved budget is baing adjusted and the £inal report
should be ready soon. 2an analysis was carried out using a four

month comparison and many expense items are on target. Those
that are not, are being investigataed by the Financial Controller.

The origionai revenues estimataed ars not accurate, espe-
cially for the export crop section. Gross profits of over $600,000
will more likely be closer to $130,000 and the Farm Store revenue
had to he 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 - CPGCA 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 contrelled. I have
prepared an inspection check list for the CPGCA staff to use when
checking Kellits and have instructed the CPGCA farm store managexr

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 CPGCA met on the 22nd and the Finance Committae
met on the 29th. Minutes of these meeting will be forwarded as

soon as they are produced.
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SQUTHFIELD
Budget

2 owosed with mhe sontafisld staff on saverai occasiznz
this month for the pnrnose of preparing a budget. 2ar 2 Tl.._%
meeting on zne 27th with the manager, Mx. EZbanks, a first draf:
was prepared and will be presentad to the BOD at their next
mesting.

Market Exercise

A series of mestings were held at Southfisld to discuss
and plan for a marketing exercise bewween the Co-o0p and Super-

centar in Kingston:

15th Roard of Director's meeting.
Program was presented to BOD by MACD and approved.
A Marketing Committee and a Marketing Taam was set
up.

19th Market Committee Meeting.
Delegated Authority to analyse program to market
team. Proposad Mr. Elliot as Market Manager.

21lst Market Team
Determined crops, farm gate prices, and purchase
system. )

27th Market Committee Meeting.
Reviewed program and material with Market Team.

2%th southfield Management met with personnel from
Supercentre to discuss detalls of program; product,
prices, time of delivery, etec. Exercise to start
1st week of July. -

Although Matt Tokar is off on leave in July, his counter-
part R.C. Xing 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 visitad the Douglas-Cashtle PMO on the 13th, and 20th
witn the intention of conclnding the accouints exercise that I have
heen doing there for the past L. uaoulhs. After numerous visits
and many hours spent there, we have still reached 'no conclusion.
Missing recsipt books and the attempt to "rsconstruct”" them have
caused delays and we are still not at the stage where a state-
ment of account can be drawn up. I have schedulaed more mestings
for next month and hopefully some conclusion can be rzached

beforz the AGM on the 17th. -

DIAS

I visited the Dias PMO for the first time on the 21lst 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 Eo instruct him
on some banking transactions, and to meet with the Steering Com-
mittee,.

GUY'S HILL

I met with the Guy's Hill 2MO “team" on the 12th to analyse
the financial situation there in regards to membership and method
of accounting. Although their methods are a bit unorthofdox, it
appears that a proper accounting system can easily be implemented
there. Another date to do this was made, but had to be cancelled

and consaquently, 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 ofifice from
Christiana to Mandeville, the establishment of counterparts and

the vehicle situation.
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On the 25th of June, Matt Tckar and myself were officially
moved to the Mandeville cffice of MACD. and T was introcducsd to
the Regional Director, later, on the l1lst ¢£ July.

CBJECTIVES - JULY

- Pinzl budget repcri - CPCCA

- 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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MEMORANDIM

TO: The Director
MACD
Ministry of Agriculture

Fradt: Thomas Carx
MACD/2CDI/USAID
Mandeville
SUBJECT: Monthly Report - July, 1984

DATE : August 1, 1984

CHRISTIANA - CPGCA

1984 Seed Potato

34 final analysis was made on the 1584 seed situation and
the results could not be mors depressing (see memo: Update on
Seed Potato Costs 1584, July 9, 19384).

Here is a breakdown of costs per bag:

Ave. Purchase cost $§74.21

Eandling cost 3.40
Finance cost 6.12
Shrink loss 1.36
Total $85.09

Since CPGC2 s0ld each bag at $80.00 there was a loss of
$5.09/bag or a total ¢f $321,422. This does not include the
cost of storage or administraticn costs, which would probably
raise that amount to cver $500,000.

This substantial loss could not have been foreseen due to
the unpredicable nature of the Fforeign exchange rate a2t the end
of 1983. CPGCA could have handled ‘an exchange rate increase up
to $3.30, but the final average rate figures out to be $3.83.

The original estimztad cost of seed (based on $2.36), valued
at about $1,000,000 US, was azbout $3,000,000 JA. As mentioned
before the margin could have absorbed an incrsase to about
$3,500,000 JA (or about $3.30). But Agricultural Credit Bank
has informed CPQCa that the fipnal amount would be zbout $4,000,000,

=it

almost $1,000,000 more than originally anticipated.
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The management of CPGCA and myself have calculated that
using the exchange rates at time of delivery (since the letiars
of Credit were Payment on Sight) the toral purchase cost should
be closax Lo $3,500.090 Moo oawn meme smizics zrd from ACB on
this mattsr.

1985 Seed Potate

4 set of proposals concerning procedures for purchasing
seaed potato for 1983 was pressntsd to each Board Member of CPGCAE
(see memo: Seed Potato 1985, June 14, 1985). These proposals
were discussed at the Beard of Directors meeting on the 27th
and the main theme behind the discussion was how to decrease
the amocunt of forsign exchange used for the importation of seed,
while at the same time maintain the same level of production.

It can be assumed that about 25% of 1984 import=d seed
was never planted, but, due to its large size, was sold on the
open markst as a table potato. The objective of the board was
to prevent this from happening 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 ohjective of importing only 30,000 bags in 1985 com-
pared to 56,000 bags in 1984 could be reached by:
(1) eliminating the 25% of seed that were consumed

(2) decreasing the size of seed )
Number of Bags imported 1984 56,000
Less 25% consumed -11,000
Less 25% for smaller seed size -14,000

28,000

The Board approved the following proposals:

1. Import smaller seed. :

2. Rajise booking fee to §30.00.

3. Make booking fee non-refundable.

4, Eliminate the average price calculation between

Dutch and Canadiawsesd and charge two separate
prices.
5. Base all purchases at §4.20 JA to $1.00 us.
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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 dollaxs more
per bag, and due to the slimination of price averaging. Also
neina 4 70 as a set exchange rat= will alea rrisa tha ~cas=k
but I agree that these methods are absolute necessary in order
to epsure =nat CPGCA does not lose another % million dollars as
it did in 1984 (though no fault of its own).

SQUTHFIZLD

Budget

The first draft of the 1984 budget as well as the 1983
accounts werse presented to the Board on the 20th of this month.
There was not much time for discussion, so they will be brought
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 1llth and 25th with gross margins of $3,202.00 (52%) and
$403.00 (24%) respectively.

H

I travelled to Southfield on the 9th, 1l0th and 2s5th to work
wlth Mr. Elllot 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 bhe used for
weekly summaries and checked om accounting methods being used for
the exercise.

I am trying to convince the Southfield management to improve
the vehicle accounting method -and to break-down vehicle usags/
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 wery nicely with the first delivery of
produce to Supercenter). Although the huller was not cleaning
the nuts as effactively as was expected (thereby resulting in
the hiring of workers to hand-gift the nuts) the peanuts were

of good grade and were delivered on time.
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Although T included a section for the peanut operztion in
the Southfield budget, I met with Mr. Ebanks on the 26t£ to up~
Axteo 23 an=lrco thae whele operation. On due sugycseduon Wi
Mr. R.C. King of MACD Central Region, it was de~ided that Soukhfield
should stock up on a 10 week supply of nurs tc Lx=dge the gap
netween spring and fall crops. This wonld guarantse a steady
weekly supply to JAYANA and would satisfy the terms of the con-~
tract.

Financing for this stock pile would reguire about $1350,000
order, and on the suggestion of Herbert Knight of MACD, I deve-
loped 2 viability study/loan proposal raport which czn be used
to procure a loan from ACB with MARCD acting as guarantee (sae
Loan Proposal: Peanut Operation - July 26, 15384).

MASON RIVER
Accounts

After three more visits to Douglas Castle on the 5th, lltﬂ
and 1l2th I £finally succeeded in establishing a financial position
for the Mason River PMQ. The analysis has been enclosed on a
separate paper in this report.

Due to the amount of share and member fee collectsd on
the morning of the AGM (about $960.00) the total cash received
has increased to about $2,336.00 and when expenses of $§1,139.90
ars 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.

I met with C. Chambers (MACD) Grey Hubert (PCV/MACD),
F. Drummond (PMO} and H. Douglas (PMO) on the 24th to supervise
& handing-over of duties (Secretary and Treasurer) between
Drummond and Douglas.

GENERAL ACTIVITIES

1 attended the MACD Extension Staff meeting con the 2ad.
I participatad in the NUCS Annual Congress and AGM on the
5th and 6th in Cchio Rios.
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QBJECTIVES. - AUGUST

- Compile Guy's Hill Accounts

- EBAPALG wiaS Accounts to iaciude bank transactaon
- Supervise Southfield's market exercise

- Follow ui:: on ACB 1984 seed potato loan to CPGCA
- Half year accounts/budget analysis CPGCA

- Follow up on Peanut Loan to Southfield

MR33
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MEMORANDUM

TO: The Dirsctor
MACD
Ministzv of Agriculture
FROM: Thomas Carxy
MACE LY /TISRID

Mandeyillas

SUBJECT: Monthly Report - August, 1284

DATE: September 3, 1384

CHRISTIANA PQTATO CO-QOP

Finance

2 mid-year financial analysis was completed this month
using the computer run-out for the month of June (see memo: Mid-
year Financial analysis, August 27). Christiana Potato Growers
Co-operative Association is operating at a loss of ahout $98,000
for the period ending June 30, and this trend seems as if it may
continue to the end of the year. Although mest expenditure
accounts are follewing the 1984 budget fairly closaly, antiei-
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-
ligent marketing strategy for table potato will prevent the Co-op
from serious losses. Some advice towards this strategy will be
prasented 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 Financizl
Controller every month, and submitted to the Board, MACD and
management of the Co-op. MACD should regquest 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 1884 report is still unresclved. The amount in ques-
tion, over % million dollars is a substantial amcunt of méney
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 sesemingly lack
of interest to solve the problem, especially when one considers

the size of the amount in guestion.
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Inventory Procedurs

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 using this new'proce-
dudi. Thad Sacivias was [wilowed by an updating of al:l stock
cards and.a revamping of the peziing system. It is recommanZed
that either the inventory voutrol system be computerizad (waich
is very possible) or a better stock record system be purchasead

and implemented.

Computer

Mr. Lyman Conover, a computer systems analyst, a consul-
tant with the Washington f£irm, Checchi and Co., who is assigned
to the ACB under an USAID short term contract, c¢ame to Christiana
on my raquest to ocffer 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 o 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 awverage about
twenty. With twenty.four groups, at twenty members per group,

a total membership of 480 farmers was reached during this exer-
. cise, What happened to the 15,000 menmbers?

hY
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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 assist farmers with bocking fee.

SOQUTHFIELD
NUCS

Since there was some confusion among the Board and manage-—
ment of Southfield conceraing the role of NUCS in the PMO program,
Mr. H. Deltrick, General Manager of NUCS, came to Southfield on
the lst to address the Board on this subject. Due to poor atten-
dance, however, it had to be postponed to the 1l0th, when
Sam James, head of the NUCS/PMO edication program, advised the
Board on the program.

Peanut Operation

On the gth I worked with Mr. Ebanks, Manager of Southfield,
in reecalculating peanut processing statigtics using real numbers
obtained from recent operations. . Since volume of clean nuts per
bushel dropped from 15 lbs to 12.6 lbs it'was no longer wviable
to operate under the présent 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 l6th to negotiate new terms of the contract. He
agreed that: (1) sale price be increased from $3.50/1lb 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
gsix weeks a new sale piice 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 control, vehicle control, budget)
have already beeq 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 £inancial report prepared by the manager
was distributed and used to present the present financial
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situation as of July 3lst (which wasn't good - a loss of $9,258).
At this meeting four different financial documents were shown o
the BOD and discussed at length. The members are fully aware of
the situation and are as well briefsd as any board could be.

The BOD agiewda Lu uoLd THSLYr AGM on November the 10th at
10:00. Meeting at 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 Mrx. 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 Jdeposit 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 gtart 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 l4th proved fruitless when Mr. H. Lindo

failed to meet me at the agreed time.

GUY'S HILL

I worked with Ms. 0Olive 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 CEGCA

- Follow up on ACB 1984 seed potato loan to CPGCA

- Compile Guy's Hill accounts '

- Develop 1lst draft AGS/Marketing budget for Southfield.
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receival /delivery bock 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 offices nor wers any reconcilia-
tion done to determine accuracy I o Lowa.ld.

Finance/Marketing

The mid-yeazr Financial analysis prepared last month was
presantad to the Finance Committee on the 25th in co-ordination
with the presentation of the marketing situation by Matt Tokar.

. The Financial Report sexplained the sericusness of the
‘ decline in anticipated revenues in relation ot rather high over-
head costs, as well as how the substantial 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-yeazr Financial Analysis - CPGCA, 25.8.84 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 target, 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.

SQUTHFIELD

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 lilth. Sam covered the "role
of the Beard" and I presentad the "PMO operation and Co-op
marketing concept”. It lasted most of the day with NUCS 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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Cne of the main topics brought up during the saminar and
later during the Board Mesting was the procedurs for hiring a
Manager, so the PMO can start marketing operations. They have
avery reason fOr waliiay wu ocact cLTer two years of meetings
and discussiocns. I belisve that NUCS should include Mason River
in its management training sroject.

GUY's - BILL

After two visits this month (7th and 26th) to Guy's Hill,
the records are finally completsd. Both the Members' Registsr
and Cash Book have been posted, cross checked and reconciled
and Mrs., Russel has besn 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 theirx
receipt books (those used by steering committee membars) I
suggest that all shares and fees be collected at a central loca-
tion or 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 recerds straight due to lack of discipline or undex-
standing. A centralized collection/recording system could sclve
this, but would have to be approved by all members.

OTHER ACTIVITIES

Sept. "3 - Ringston: 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 for future training sessions.

OBJECTIVES - OCTOBER

- Develop lst Draft of Southfield AGS operating budget.
~ Attend 2 or 3 courses at Eltham Training Centre

W L C R SRR SPTRPR R VLR DERY
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MEMORANDUM

TO: The Director
MACD
Ministry of Agriculture
FROM: Thomas CJarr
MACD/ACDI,U3AID
Mandeville

SUBJECT: Monthly Report - October 1984

DATE: November 5, 1984

CHRISTIANA - POTATO CO-0OP

ACB

As a result of the meeting held between CPGCA management
and officials from ACB on September 6, the ACB account has been
adjusted by $146,693.54 but this is a reduction due mostly to a’
recalculation of the US dollar value of the original loan. The
controversial method that ACB used to calculate the Jamaican
dollar value and related interest charges are still in disput=.
CPGCA is still insisting that an additional J$350,000 should be
deducted from the original seed loan and that the ACB interest
charges be recalculated. Although ACB, through J. Batchelor,
has admitted that the Jamaican dollar amount of the seed loan
was over inflated, I am not encouraged by the lack of interest

ACB is showing to solve this problem.

Marketing

I was pleased by the result of a study done to compare pur-
chases of potatoes at the branch lewvel to the volume of potatoes
actually received at the warehouse. Last year the difference
between purchases and recsivals was over 102,000 lbs or more than
1,000 bags which represented a loss of about $62,000. This year
(spring crop) the difference was only 50 bags with a wvalue of

about $4,000. The vast improvement was probably due to an improved

acceptance and documentation procedure at the warehouse, as well
as a strong warning to those who were in charge of accepting and
transporting potatoes from the groups. Let's hope that next year
can be even better.
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BOD Meetings

There wers two BOD meetings this month; one on the 5th
(postponed from September) and the other held on the 26th.
Mr. D.B. Irving, Director of MACD, along with Sam James of NUCS
attended the first meeting. Allhcugh flnancial mazters are still
not discussed in lZuopth ac chiege meetings, which is unfortunate
considering the Co-op’s precarious zaconomic state, the Board does
seem to finally understand 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 Ccooperative 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 repressentative 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 afternocon session.

ST. ELIZABETH/MANCHESTER CCCOPERATIVE GROWERS SOCIETY

AGS Budget

The main objective this month was to complete the lst 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 Qctober lst, which was attended by personnel from MACD and
NUCS. The meeting was exXtremely 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 znalysed.
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A second draft was developed incorporating suggestions
brought up during the meeting and was presented to the BOD of
Southfield the following day (19th). Although time was insuffi-
cient to discuss it at that meeting copies were given to those

Ticectors on the Marketing Codiaieeee wad no will e discussed
at a later date. )

I strongly suggest that thiszs AGS budget be used as the foun-
dation for ar AGS business plan and 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 expectad to be made as mores realistic up to dats data is
coliected and fed into the program. By following this procsdurs
one can keep the budget current and relative despite the numerous
input changes.

GUY'S HILL

There was a Board of Diraector'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, Mx. Martin suggestsd that Area Council money (which he
had control over) could be used to make up the shortage. T 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 Roard 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 he focused on hiring a manager and
settling the land acguisition issue.

OTHER ACTIVITIES

October 8th - Eltham Agricultural Training Centre:
Attendsd one of the courses that related
to PMCO development.

October 31st - Astra Hotel, Mandeville: Aassisted
Sam James of NUCS in conducting = marketing
seminar for the Board of Southfield and

. Christiana Co~ops. R
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ny cuncract terminates the 13th of November; therefore..

T will he concentrating on tying up loose ends o
regards to 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.

P



