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On January 1, 1986 the Tonga Cooperative Federation (TCF) 
was split into two separate Cooperatives companies each
 

with it's own distinct operation. TCF under John Kreag,
 
ACDI's mble consultant, accomplished a complete financial
 
and business turnaround in the 4 years he served as general
 
manager, going From a nearly bankrupt cooperative to a
 
highly successful business doing S million in sales during
 
1985. The major accomplishments involved the marketing of
 
imported consumer goods through the local society and
 
village shops. This portion of the business remained with
 
TCF while fish, vanilla, and handcraft marketing were
 
transfared to the newly formed Friendly Island Marketing
 
Cooperative (FIMCO)
 

John Kreag became the manager of the newly created FIrICO.
 
Fish, vanilla and hand craft marketing had not received as
 
much the attention under TCF as had the consumer goods
 
section but now with in FIiCO they could receive the proper
 
attention they needed each to become successful business
 
entities. During the first few months after the split
 
there was need for an experienced dependable person to
 
guide FIrCO's operation in the Uava'u group of islands
 
located some 275 kilometers From the main office in
 
Nuku'elofa. Nearly all the fish and vanilla procurement is
 
located in Uava'u. FINCO, while operating a hand craft
 
shop in Nuku'alofa, was to begin managing the Langa Fonua
 
hand craft shop in Neiafu.
 

The cooperative Fish procurement operaion was well 
established under TCF, a competent Tongan manager, Sic 
'OFanoa, and a U.S. Peace Corp Uolunteer, Robert 
Reutenauer, had been in charge of the operation for one and 
half years. Paralleling FIIICO's marketing operation the 
United Nations, assisted by the Japanese have pro-.ided 
Tonga with a boat building program. Financing of the boat 
For qualify fLsherman is provided by the Tonga Development 
Bank. Extension work related to the operation and 
maintenance of the boat and fishing methods is provided 
through the MAFF Fisheries Department assisted by the 
Foundation of the people of the South Pacific. Earlier an 
Asian Development Bank loan provided the Tongan government 
with fish handling and freezer facilities which are leased 
to FIrCO. These Facilities are used in freezing, storing 
and selling fish caught by the local fishermen using the 
boats furnished unr'sr thne UN boat building program. As the 
fishing boats have increased in number so has the tonnage 
of fish that has been offered for sale to FINCO and 
successfully marketed with in Tonga. As a result of this 
program the main islands of Tongatapu, and ava'u have 
experienced a more stable supply of Fish at reasonable 
prices. At the same time it has taken the preasure off 
From the reef Fishing areas with the new boats bottom 
fishing in deeper waters away from the islands. Lobster 
tails are also purchased with some being sold locally and 
the remainder being air freighted to Hawaii. The end 
result of this operation is a dependable supply of fish at 



this time which in turn lowered the return tn thB producer.
 

In the past TCF had done no curing of vanilla beans but
 
FIMCO's 1986 plans called for the cooperative to purchase
 
green beans from producer members and none members and to
 
cure them under their supervision. The change was made
 
because in the past the quality of curing by the local
 
societies continued to decline even 
wih the assistance of
 
the Cooperative Department and the Ministry of 
 Agriculture
 
Forestry and 
 Fishing (MAFF). In the past, however, TCF
 
loaned the local vanilla curing societies money to buy
 
green beans at approximately 66% of the green bean market
 
price as set by the Tongan Commodity Board and other green
 
bean buyers.
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The 	Consultant's scope of work for 
FIiCO in Uava'u included
 
the following objectives:-


A. 	 With the approval of the Executive Committee hire
 
and train a Development manager to be in charge of
 
FIMCO's Uava'u operation.
 

B. 	 Arrange for the construction of a two ton vanilla
 
curing shed in L.eimatu'a.
 

C. 	 Develop operating procedures to be followed by FIlICO
 
when curting vanilla.
 

D. 	 Develop, together with other FIMCO employees, the
 
vertor- Lontrol procedures to be followed during
 

curing of the vanilla.
 

E. 	Work to increase memberships in the vanilla, fish
 
and handcrafts sections of FIICO in Uava'u.
 

F. 	Work to develop the Vava'u vanilla, fish and hand
 
crafts committees into responsible and effective
 
committees.
 

G. 	 Assist in the development of management of the hand
 
craft marketing in Uava'u.
 

H. 	 Assist in the development of fish marketing for
 
Uava'u particularly as to improved packaging for
 
local and export marketing.
 

I. 	 Take an active role in the development of vanilla
 
curing, management of handcrafts shop and the
 
expansion of fish filleting and packaging in Uava'u.
 

F _-	 " ESJLJi - --- ' 
The 	development of a Uava'u 
manager was not completed.
 
Contacts ujere made in Hawaii with the University of Hawaii,
 
Brigham YoLun University and members of the Tongan expatriot
 
ccmmunitu but no leads were obtained. Hany personal
 



communitW but no leads were obtained. ManW personal
 
contacts were made in Uava'u hoping to 
find an interested
 
qualified person but found no one.
 

The construction of a 
 two ton vanilla shed was not
 
accomplished simply because FIMC0 
was unable to secure the
 
transfer of title of a desireable piece of land in Laimatu'a
 
that was offered for sale. When application was made with
 
the government for transfer it was discovered that the title
 
was clouded 
 and a local chief had interest in the plot of
 
ground. After negotiations FIMCD was able to satisfy both
 
the original land owner 
and the chief. It was then decreed
 
by the Governor that FIMCO could only have about half of the
 
original plot of 
land but could lease the rest on an annual
 
basis. This FlrICO agreed to 
so a request for transfer was
 
made to the Cabinet in Nuku'alofa but no action has yet been
 
taken bW the Cabinet. Interest was 
lost after the vanilla
 
curing season began and FIMCO the leased Fie'aonga Society's
 
new one ton shed in Feletoa and one month 
later leased a
 
similar shed from the Sio-Kihe-Kaha'u Society in Tefisi.
 
Both sheds were leased for one Wear in return for FIMCO
 
pawing the bank principle and interest charges on their
 
loan.
 

In the future it may be difficult to obtain a desireable
 
piece of land for a FIMCO curing shed. The Tonga
 
Commodities Board and influential private curere may be able
 
to block Cabinet approval of the transfer of land for that
 
purpose.
 

The inabilitq of FIIICO to 
build a 2 ton curing shed really
 
caised no problem in the curing of the 12,000kg of green

beans as the leased sheds at Feletoa and Tefisi were
 
suFficient. 
 FIMCO provided, with ACOI funds, sufficient
 
self standing drying racks, maturing boxes, sweat boxes,
 
blankets and stools to operate properlW in the leased
 
facilities. The use of the self standing racks gave 
 geater
 
mobility to the operation and therefore greater use of 
the
 
available space.
 

Sione Lolohesa, the Feletoa curing manager was hired after
 
advertising on the radio and being inteviewed bW a committee
 
of Uiliami Foketi, FIMCO's vanilla supervisor, anase
 
Felemi, Deputy Extension Agent and the consultant on April

30th. When it became evident that FIMCO would need
 
additional curing space and that the Sio-Kihe-Kaha'u SocietW
 
at Tefisi was not going to 
 have enough beans to operate
 
their shed FIMCO asked to lease their shed on 
the same terms
 
as Feletoa. Sio-Kihe-Kaha'u's crew seemed to be doing a
 
good job with the beans that they had and because they had
 
been trained under Sione Lolohea they were retained bW FIMCO
 
for the remainder of the season.
 

Procedures for the procurement and curing of the green beans
 
developed with the season. This is not to saW that FIMCO 
began the season without a plan but that the plan was 
flexable and was modified and changed as the season 
progressed. 



Most of FIMCO's problems revolved around money and the
 
purchase of the green beans by the societies and FIMCO at
 
two different price levels. The physical operation of the
 
curing sheds went along very smoothly due to the experience
 
and the ability of the two curing shed managers. As the
 
beans were purchased Uiliami Foketi directed to which curing
 
shed they would be assigned. At the beginning of the season
 
Feletoa received a higher portion of the beans than did
 
Tefisi's but as the season progressed and purchases
 
increased Tefisi share improved so in the end their volumes
 
were nearly identical.
 

The curing season began on May 1st and will continue into
 
October. On March 19th FIMCO held an informal vanilla
 
committee meeting in Neiafu of all the societies with the
 
FIMCO General Manager present. At this meeting prices to be
 
paid for green beans were discussed. The societies were
 
very unhappy that the mor.ies FIMCO would advance them could
 
not be used to paw the same price as FIMCO would be pawing
 
to the growers. However, in the past monies advanced by TCF
 
to the Societies to buy green beans for the societies always
 
approximated 66% of the green bean market price set bW the
 
Tongan Commodity Board. At a similar meeting held on April
 
30th the following prices for green beans were Finally set:
 

PRICES PER KILOGRAM GRADE A GRADE B
 

FIMCO 12.00 7.00
 
Societies 8.50 S.00
 
Commodities Board is Announced Price 12.00 7.00
 

At this meeting it was also agreed that the societies would
 
act as buying agents for FIMCO for a $ .20 per kilogram
 
commission. Money was going to be tight until FIMCO sold
 
last years beans after which FIMCO's i986 vanilla loan from
 
TDB would be available.
 

At the start of the season FIMCO gave advance money to the
 
following societies so they could purchase beans for their
 
and FIMCO's curing operations.
 

Leimatu'a $7,000.00 
Ala Folau 1,000.00 
Sio-Kihe-Kaha'u 1,000.00 
Longo Moe Loto 1,000.00 
Muitafuna 300.00 

The societies were instructed that FIMCO would reimburse
 
them for monies spent when purchase receipts were presented.
 

At the start FIMCO purchased their own beans at Feletoa, by
 
the second week FIMCO set up a buying station at Leimatu'a
 
that was very successful. By the last week of May FIMCO was
 
buying beans at Tefisi, Feletoa, Leimatu'a, Ta'anea,
 
Longomapu and Tu'anuku. The next week Holonga was added.
 
Then a week later Pangai Motu was added Followed by Neiafu.
 
Later Pangai Motu was dropped because of insuffic3.ent
 



purchases. The last buying station to be extablished was at
 
Mataika on the 27th of June. These FIICO buying stations
 

were staffed with FIMCO employees when ever possible but
 

extensive use was made of two local Cooperative Department
 

officers, Fanguna Vunipola, and Naisa Tiseli and the MAFF
 
Inspector Tevita Tongir. The buying stations were
 
established adjacent to the rlAFF grading station and FIMCO
 
used MAFF's wieghts and grades For all beans purchased.
 
Grading and buying daws occurred on Thursday and Friday
 
mornings at different locations each day. After purchasing
 
FIMCO moved the beans to either Feletoa or Tefisi For hot
 
water treatment on Saturday. Buying oF green beans by FIMCO
 
ended on the iSth of August when the TOB loan of monies was
 
exhausted.
 

Money was a perennial problem; first, FIMCO was operating on
 
it's own funds before the 198S vanilla crop was sold and the
 
1986 TOe loan was established. The Bank of Tonga was always
 
short of certain denominations of coins and sometimes of
 
small notes. In July the volume of beans offered for
 
purchase each week increased drastically and the weekly
 
advances did not cover the purchases. FIMCO then began
 
purchasing beans on credit which further compounded the
 
shortage of money the following week. Receipts for the past
 
week's purchases were air parceled to Nuku'alofa on Tuesday
 
this did not allow enough time to get money back to Neiafu
 
and out oI' the bank on Wednesday. Many times money was
 
being picked up at the bank on Thursday when grading and
 
buying had started out in the ccuntry. All of this put a
 
heavy strain on accounting for the money spent. The
 
guidance and support of Uiliami during this period was
 
greatly appreciated,
 

Uiliami never agreed to the practice of FIriCO advancing
 
money for the purchase of green beans. His advice proved
 
correct. It became apparent in mid May that Leimatu'a was
 
paying a higher than the agreed on price of 18.50 per kilo
 
for grade A and $5.00 for grade B. It Firially came out that
 
they were buying the producers grade A beans for 513.SO per
 
kilo with the grade B beans given to the society gratis.
 
FIMCO immediately took steps to eliminate this practice by
 
requiring that all purchase receipts be accompanied by the
 
NAFF grading and weigh tickets. FINCO also applied this
 
procedure to the other societies as well and soon discovered
 
that they were doing the same to bring their purchase price
 
more in line with FIr1CO's and t'e Commodities Board's. At
 
about this time the three societies had used up the advances
 
that FIMCO had provided them with. FIMCO would not increase
 
the societies' advances and Uiliami and the Consultant
 
discussed the problem with the society officers. To the
 
consultants knowledge the societies then reduced their
 
purchase prices paid the grower members.
 

On Friday, June 20th the Tonga Commodities Board raised
 
their prices to $13.00 grads A and 57.50 for grade B. The
 
following week FIMCO became competitive and readjusted the
 
advances to Societies to $9.00 for grade A and $5.00 for
 
grade B.
 



By the end of June Luimatu'a Society had paid back to FIMCO
 
their entire S7,000.00 loan advance, Longo Moe Loto's loan
 
advance remained at close to S1,lO0.O0 and Alafolau was over
 
5600.00
 

Because of the excellent work of the Tefisi curing shed
 
manager the curing progressed very well. At Feletoa a small
 
infestation of mold occurred on May 24th then on 
August 22nd
 
a much greater incidence of mold appeared due primarily 
to
 
rainu weather keeping the recently obtained green beans
 
unaired in the shed too long. Why mold occurred at Feletoa
 
and not at Tefisi is being investigated in hopes of finding
 
solutions so that it would not happen again. 
A MAFF and
 
FIMCO sponsored tour of all Uava'u curing sheds was being
 
pl~nneo for the first part of September. It may be that
 
corrective answers can be found at that time.
 

The 
same good curing can not be said for the three societies
 
curing their own beans. Starting in the middle of May,
 
Uiliami and the Consultant made weekly visits to all the
 
curing sheds. The methods of curing were deploreable
 
resulting in a very high incidencr of mold. In the Job of
 
curing, Longo Mos Loto was 
the worst then came Leimatu'a and
 
Alafolau. Longo Moe Loto's problem was due to 
the laziness
 
of the labor. Many daws the shutters were never opened and
 
the beans were never sorted. Leimatu'a's shed was
 
inadaquate causing an inability to ventilate the beans on
 
rainy or threating days and making it very difficult to sort
 
correctly. This condition was remedied when they moved
 
their intire operation to the MAFF Farm. After the move the
 
qualitU of their curing improved markedly, but of course a
 
great deal of damage had already been done. Alafolau's poor
 
curing was due in part ot lazy labor, poor supervision, and
 
inadaquate curing Facilities. The weekly visits to the
 
societies did help some what to improve their methods of
 
curing and less mold was in evidence at the end of the
 
season then in the beginning of the season.
 

Inventory procedures at Feletoa and Tefisi 
 were based on
 
MAFF weights and grades and making the manager solely
 
responsible for the operation. There was only one set of
 
keys to each location and the managers had them. As the
 
beans went into the maturing boxes they were inventoried by
 
wieght and The maturing boxes were then stored in a locked
 
cabinet accessible only t.3 the manager. Due to the normal
 
shrinkage that occures during the curing process it 
was
 
impossible to che,:k the inventory on a monthly basis,
 
therefore wages 
were set alittle above normal in an effort
 
to discourage theft.
 

The development of a hand crafts retail outlet in Neiafu has
 
been a start and stop and start again program. In the
 
beginning of the consultancy arrangements had been made with
 
the local Langa Fonua Society to manage their hand crafts
 
shop located in the Tourist Center. On February I t FIMCO
 
took over the shop and Langa Fonue's inventory anid began
 
operation in the same manner as FIMCO's hand crafts shop in
 
Nuku'alofa. This did not meet the expectations of Langa
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Fonua's executive committee. After several meetings with
 

Lange Fonua's treasurer and two general meetings with their
 
members it was decided on April 22nd in the presence of the
 
Governor of Uava'u that the relationship between the two 
organizations should be terminated on May 1st, A search was
 
conducted for an adequate building but none was found until
 
June and FIMCO moved it's hand crafts inventory into a
 
huricane house located next to the paved road connecting the
 
Paradise Hotel with the center of Neiafu on June lSth.
 
During the middle of July the General Manager sent a
 
carpenter from Nuku'alofa who built tables and shelves for
 
displaWing the hand crafts. About this same time a
 
photocopy machine was installed which has increased the
 
traffic through the shop. Sales have steadly increased
 
since relocation. Wednesday morning has baen set aside to
 
purchase new local products and about $SOO.OO has been spent
 
each week. There have been transfers of merchandise between
 
Uava'u and Nuku'alofa which has improved the selection in
 
inventory at both locations. The Uava'u bookeeper
 
transfared her base of operations from the fish market to
 
the hand crafts shop where she can properly manage the
 
department while workJr on the books.
 

Increasing of membership in the vanilla and hand crafts
 
committees has been hampered by circumstances beyond the
 
control of the Consultant or FI(1CO. In the case of the fish
 
committee it is different where nearly all the fishermen
 
selling fish to riMCO are members. The problem is to get
 
Lhem to atternd meetings, organized and functioning. Only
 
two of the four meetings that were called had enough members
 
in attendanLe to function as meetings and both of these had 
'l.e OeneLai 'anager in attendance. It had been announced
 
that bornus checks would be given out at one meeting that
 
Failed. The other one had been scheduled in conjuction twith
 
a fisheries meeting but no bodu came to either meeting.
 

0ecause of the difficulties with Lange Fonua little effort
 
was made to secure hand crafts meMberships let alone
 
organize a committee. It was felt that first FIMCO should
 
identify the consistent good producers of fine hand crafts
 
before pushing membership indiscriminately on all producers
 
regardless of quality.
 

Vanilla membership poses a different problem, The vanilla
 
societies were members of TCF and many have both a vanilla
 
curing operation and a consumer store. At the present time
 
most of the societies have expressed a desire to beome
 
members of FIMCO. The work of transfering the membership
 
From TCF to FIMCO is being handled by TCF and The
 
Cooperative Department.
 

The work of imprriving fish marketing was not undertaken by
 
the consultant. After discussing the situation with the
 
General Manager upon his arrivel it was decided to leave
 
t..s as the reponsibilitW of the U.S, Peace Corp Volunteer
 
who had been working with FIMCO's Uava'u fish operation for
 
one and a half years before the consultant arrived and had
 
been doing a very commendable Job. The consLItant did
 



investigate the marketing of fish in Hawaii on his way to
 
Tonga and wrote a report on his findings. Fresh fish in
 
excellent condition could be marketed in Hawaii at a good
 
price. There isn't any market For Frozen Fish except
 
lobster tails and these FIMCO is already shipping there.
 
With the present airline schedules it would be impossible to
 
serve the Hmwaian market with Fresh Fish from Vava'u.
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The vanilla membership is incomplete and should be completed
 
before the end of the Uear so that bonuses, if any, can be
 
paid to the producer members on this year's crop of beans.
 
The responsibility of transfering membership shares from TCF
 
to FINCO has been assumed by the Cooperative Department and
 
TCF; progress should be monitored End assistance rendered to
 
complete this important job. IF problems arise requiring
 
new monies to purchase FIMCO shares part or all of each
 
would be member's bonus money earned from the 1986 crop
 
could be used to purchase a share.
 

All vanilla societies both active and inactive in curing
 
vanilla should own shares in FIMCO. There is need for those
 
societies not operating curing siieds to purchase green beans
 
For FIMCO and to represent their members on the committee.
 

It has been proven this year as in the past that it is very
 
difficult for local societies to produce a high quality
 
cured beans mainly because of poor management and
 
supervision of the curing operation. This is caused in part
 
by low pay to the workers and the use of volunteer labor.
 
Another restraint is the low volume generated by many
 
societies creating an uneconomical operation. This last
 
factor is probably the main reason for many of the small
 
societies not curing beans in 1386. The third and most
 
apparent reason is the lack of proper facilities which is
 
evident at the Leimatu'a and Alafolau societies.
 

If the Leimatu'a and AlaFolau societies are going to
 
continue to cure beans they need new expanded and equipped
 
curing sheds. In order to obtain this objective the
 
Cooperative Department must give assistance in financial
 
planning and organization so building can be accomplished in
 
time for next year's curing season.
 

The management problem in the operation of a curing shed is
 
going to be difficult or impossible to over come and needs
 
the cooperative effort of MAFF to show and monitor the
 
actual curing process. The Cooperative Department along
 
with FI1CO to counsel and show the members how to organize
 
their labor and to explain the Financial and the prestige
 
benefits of a good curing operation to the producer member.
 
There is need for cooperative and financial education among
 
the society members so that they understand the principle of
 
retained earnings and share capital and how they can work
 
for the society and the producer member. Financial and
 



organizational management education fits most logically with
 
in the scope of the Cooperative Department, but FIICO should
 
also provide some assistance through the on going project.
 

By the end of the 1986 season the curing Facilities at
 
Felutoa and Tefisi were operating at near capacity. The
 
green beans purchased locally by FI11CO indicates that if
 
these two sheas were operated by their societies they would
 
have each cured a quarter of a ton of dry beans, not enough
 
to make the operation a finacial success. The Consultant
 
recommends that FINCO continue to 
lease the two facilities
 
on the same basis as this year for the 1987 season.
 

It is questionable if Longo Moe Loto at riataika will want to
 
continue to operate in 1987. At Mataika the local society
 
and FIMCO purchased enough green beans in 1986 to produce
 
one half tons of cured beans. If the society does not want
 
to continue curing beans in 1987 then FIMCO should lease the
 
building and operate it on the same basis as they did at
 
Feletoa and Tefisi this Wear. FIMCO's share of the green
 
beans offered in Uva'u for sale increased each week. If
 
this trend continues next Wear, and the consultant is
 
certain that it will, especially if there is a bonus paid on
 
the 1986 beans, then FIMCO will need more curing space then
 
there is at Feletoa, TeFisi and Mataika. This means that a
 
curing shed will have to be built, probably at Leimatu'a as
 
was planned For the 1986 season. Contact should be made
 
with the Governor of Uava'u as soon as it is certain that
 
the additional space is needed cancerning the Cabinet's
 
approval of the land transfer.
 

FINCO's 1987 vanilla operation revolves around the use of at
 
least three curing shed. Hopefulli the two curing sheds
 
managers at Feletoa and Tefisi will return next year. The
 
additional manager or managers wili havE to be found and
 
FIiCO should recruit them from it's present curing shed
 
labors if possible because of the excellent training they
 
have received in 1986.
 

In the past the monies advanced by TCF were supposed to be
 
used to purchase the green beans at two thirds of the market
 
price. The reward to the producers was in an end of season
 
bonus from his society. Because of the poor job at curing,
 
this restriction was a wise one. It was discovered during
 
the 1986 season that the local societies were finding ways
 
around this restriction and wsre paying full current market
 
price or higher. The consultant recommends that until the
 
local societies prove they can properly cure quality vanilla
 
FIMCO should not extend operating or purchasing money to
 
them. The societies on an individual basis should secure
 
their own Funds direct from the financial institutions.
 

Perhaps the desire on the part of the local society in
 
paying high prices was to discourage the trend in home
 
curing that has been reported by MAFF. There has been a
 
significant reduction in green beans being offered For
 
grading and sale this year. Many individuals apparently are
 
curing their own beans at home because they have been
 



dissatisfied with the green bean price in relationship to
 

the cured bean price in the past.
 

Is home curing a permanent trend? If it is, F11CO will have
 

to contend with the procurement of many small lots of cured
 
beans if they want to market additional beans other than the 

ones they cure. Possibly this could best be handled at the 

local society level. After collection by the local societW 

and grading the combined larger lots could then be offered
 

for sale and FIMCO with its staff and world market
 

connections would be in a suitable position to be the
 
cooperative export agent.
 

Only one or two of the large, well managed coops are likely
 

to survive as full vanilla curing societies but all should
 
be able to operate as collecting stations of green and cured
 
beans for their producer members. FIMCO's accounting could
 
be simplified in that they would buy kilograms of vanilla
 
beans from the societies and it would be up to the societies
 
to keep a record of the producers for bonus distribution.
 

If the FIMCO vanilla membership is primarily made up of
 
societies rather than individual members it would be
 
expected that the individual representing the sccieties
 
would be the strongest most respected members of their
 
community and it would be from this group that FIMCO vanilla
 
committee would be picked. Because of the high quality of
 
membership selected by the local societies the vanilla
 
committee would be strong and active representing the
 
industries cooperative producers would be strong and active.
 
If membership is elected from an individual basis there
 
would be no community or organizational base from which to
 

draw proven leadership. Consideration might be giver, to
 
going further than equal voting per member by allowing the
 
member a share of the total votes based on the past Wears
 
business with FIMCO.
 

Uanilla curing is a seasonal Job with only occassional off
 
season work for the supervisor. Uiliami Foketi has done an
 
admireable job of overseeing the 1986 FIMCO operation and
 
should be rehired on a weeklW or fortninghtlW basis instead
 
of the hourly basis for the 1987 season. He has expurience,
 
is dependable, exercises authority and is honest. He should
 
be given full responsibility for the Uava'u vanilla
 
operation. His responsibilities should include the
 
supervision of the curing shed managers, allocation of
 
FIMCO's equipment such as racks, sweating boxes, maturing
 
boxes and blankets and the allocation and distribution of
 
the green beans for curing amongst the sheds operated by
 
FIMCO. He should be responsible for the money. spent and
 
loaned for the buying of green beans and the operating
 
expenses. Uanilla accounts should be checked or kept by the
 
Uava'u financial/bookeeper and at Nuku'alofa.
 

During the curing season the Uava'u vanilla supervisor will
 
need the use of a vehicle, preferably a light truck during
 
at least three days of the week. If possible the truck with
 
the driver will be hired exclusively on the designated days
 



of the week on a kilometer basis with a possible guaranted
 
weekly minimum.
 

Because vanilla curing is seasonal one big problem is to
 
find dependable, honest people to man FIMCO's buying
 
stations located adjacent to MAFF's grading and weighing
 
stations. One way this could be accomplished is for all the
 
cooperative societies whether curing beans or not to remain
 
active and act as FIMCO's buying agent and the distributor
 
of any bonuses at the end of the Wear. Otherwise it will be
 
necessary to use Fish merket and hand crafts shop personnel
 
and/or recruit additional people for the two days a week.
 
The consultant recommends the use of societies but on a
 
little different basis than was done in 1986 in regards to
 
money. No advances should be made to any society for their
 
own green bean purchase or For FIICO purchase.
 

The supervisor would personally deliver the estimated needed
 
funds to the society the afternoon before or the morning of
 
the buying and at the end of the days buying would make an
 
arcounting of all the money spent, pick up the surplus money
 
and the beans along with the grade tickets and purchase
 
receipts. The beans would be deposited at a curing shed and
 
the money put in the safe. All accounts should be recorded
 
and balanced and the necessary papers sent by air parcel to
 
Nuku'elofa on Monday so that money could be forwarded back
 
on Tuesday afternoon to be ready for bank withdrawal on
 
Wednesday. To facilitate the counting and recording of
 
money the Uava'u bookeeper should accompany the vanilla
 
supervisor in his collection rounds. 
 This tight procedure
 
would eliminate or at least severely restrict the misuse of
 
funds by the societies as was experienced in 1986.
 

IF the societies are buying agents for FIMCO there will be 
a
 
need for larger amounts of cash to efficiently handle the 3
 
to S bUying stations a day. At times the present safe was
 
not large enough to handle the funds on hand during the 1986
 
vanilla buying period, a larger safe should be provided and
 
placed at the hand crafts shop with the present safe being
 
returned to the fish market. A large hanging scale that
 
will 
 weigh up to 75 kilos is needed. It will then be
 
possible to weigh large containers of green beans when
 
collected at the various buying stations. Later in the
 
season the same scale can be used to periodically check
 
weigh the vanilla in the maturing boxes, box and all.
 

It would be far better that the local society be encouraged
 
by the Cooperative Department to establish a buying fund out
 
of earnings so that that money would be available to buy one
 
weeks supply of beans and then be reimbursed by FIMCO on
 
receipt of grade tickets and purchase receipts. It is even
 
possible for the beans to be purchased on credit as long as
 
payment is made within one week. Occassionally beans were
 
bought by FIlCO on credit during the 1986 season.
 

The potential for hand crafts sales in Vava'u at an
 
established shop is increasing with the change 
of the
 
tourist trade from cruise 
ships to individual travelers,
 



meaning longer stays and a greater interest in superior
 
craftmanship. Because of the interruption in sales due to
 
FIMCO seperating From Langs Fonue sales have not been as
 
large as expected but they are increasing.
 

The photocopy machine has brought about an increase in
 
traffic which will increase even more as people become aware
 
of the service being offered. Offering the American Express
 
Credit Card has also brought in business. Among Americans
 
Visa is more popular than American Express, If and when the
 
Bank of Tonga completes it's Visa application with the
 
government FIMCO should make application to participate.
 
The service of packing and shipping needs to be stressed as
 
a convience to the customer and as a saving in the sales
 
tax. A good high quality assortment of hand crafts should
 
be maintained. Hand crafts produced in Uava'u and Tongatapu
 
should continued to be interchanged by transfer, to give a
 
wider selection at FIMCO than is available in other shops in
 
Uava'u. For the time being purchases should be on Wednesday
 
mornings. This eliminates the confussion for the customer
 
when it is carried out at random through the week and allows
 
the FIMCO buyer a better selection of merchandise from which
 
to choose.
 

Whenever possible overseas sales to foreign agents should be
 
investigated. But to spend a great deal of time and expense
 
at this might not be warranted at this time. Clerical and
 
accounting procedures are good and should be maintained.
 
With the location of the financial/bookeeping manager in the
 
handcraft shop the congestion at the fish market has been
 
eleminated. There is a slight inconvience in the handling 
of funds, however, the move has strengthened the handcraft 
operation. 

The smooth running of FIMCO's fish procurement and marketing
 
operation can be attributed in part to Robert Reutenauer,
 
U.S. Peace Corp Volunteer. With his leaving at the end of
 
his tour of duty in September he will need to be replaced bW
 
an English speaking Tongan. This individual should not be
 
assigned just to the fish marketing and supply department
 
but as and overall head of the Uava'u operation, a person
 
that can coordinate all operations. This person should have
 
the major responsibility of procurring Uava'u employees
 
according to the recommendation of the departmental managers
 
and the approval of the general manager. The position would
 
carry the responsibility of being the chief liaison between
 
the Uava'u departments and the general manager and his staff
 
in Nuku'alofa in regards to finances and planning. In the
 
case of temporary loss of a departmental manager this person
 
should be able to step right in and take over.
 

Some observations concerning the fish marketing operation
 
can be made. With the steady increase in the number of
 
boats being built and sold under contract to the local
 
fishermen the amount of fish offered for sale will increase
 
but the seasonal Fluctuation in supplU will remain. It is
 
important that during the periods of heavy supplies of fish
 
a program can be put into affect to move out the large
 



inventory of excess Fish that will periodically collect.
 
This might be done by selling the Frozen fish to the local
 

consumer shops out in the country through TCF or the rental
 
of a deliverW truck bW FIMCO. If mutton flaps can be sold
 
this way so can the excess supply of fish.
 

The Department of Fisheries or FIMCO should maintain the
 
Fish market freezers in good repair so maxium storage
 
capacity can be taken advantage of when needed during peek
 
inventory periods. Other methods of preservation, such as
 
drying and smoking can be investigated if time and personnel
 
allow it. But in most cases even these methods of
 
preservation still require some refregeration to hold the
 
product in storage any length of time.
 

The consultant did not get involved with inventorying and
 
selling of Fishing gear. This was left up to the Fish
 
Marke* manager and the Peace Corp Uolunteer who seemed to
 
have full knowledge as to what kind of supplies were needed
 
and ran the department.
 

The 'ava'u officers of the Cooperative Department, Fanguna
 
Uunipola and Naisa Tiseli gave invaluable assistance during
 
the vanilla buying season by staffing one or more buying
 
stations on a weekly basis and providing much needed
 
transport, this was greatly appreciated by FIMCO and the
 
Consultant. They also gavc counsel and acted as
 
interpreters which made the consultants work much easier.
 
It is believed that this spirit of cooperation will continue
 
during the last two years of the project and For Wears to
 
come.
 

tIAFF and it's farm agents are to be thanked for their
 
assistance. With out their impartial grading, FIMCO's Job
 
oF buying green beans would have been much more difficult.
 
During the season they gave advise to the curing managers
 
that helped improve the qualit W of curing in the local
 
cooperative society shed. To the Leimatu'a Society they
 
were a life sever when they gave the society the use of
 
their Facilities at the farm. In the future it is hoped
 
this spirit of assistance will continue. A close alliance
 
between the cooperatives and MAFF should continue so that
 
the latest vanilla information will be disseminated to the
 
growers and curers. It is hoped that FIMCO will continue to
 
provide it's share of help.
 


