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EVALUATION REPORT
 

T. 
 Background and Methodology
 

The Tonqa Cooperative Federation (TCF) project started
 
in January 1982 and ended in July 1986. The Friendly
 
Islands Marketing Cooperative (FIMCO) Project started in
 
August 1987 and will end approximately July 1988. Both
 
pro3ects have been implemented by ACDI and funded by

USAID grants. The FIMCO project is a follow-on project to
 
TCF so the projects overlapped and are therefore closely
 
related. Since no funds were provided in the FIMCO project
 
agreement for an evaluation, this report will serve as 
a
 
final evaluation for both prolects.
 

ACDI's involvement began in June 1980 with a request by

the Reqistrar of Cooperatives for the Kingdom of Tonga for
 
assistance to the Tonga Cooperative Federation (TCF) which was
 
experiencing serious difficulties.
 

An ACDI staff member visited Tonga in late 1980 to
 
study the TCF situation and prepare a report. Also in 1980,
 
liritain's CLEAR Unit (Cooperative Liaison, Education and
 
Ilesearch), examined TCF's financial 
 records and management
 
problems and prepared a report. VOCA (Volunteers in
 
Overseas Cooperative Assistance) conducted a preliminary
 
evaluation of TCF in May 1981. These 
 three reports formed
 
the basis for the initial OPG proposal and the ensuing
 
two-year program. The project was extended in August 
1984
 
unti.l January 1986 and continued until July 1987 with
 
remaining funds. A proposal to support the further
 
development of 
 FIMCO in a new OPG was submitted and
 
approved for one year beqinning in August 1987.
 

Process evaluations were conducted by Bruce Gervan,
 
VOCA, in February 1983; by Job Savaqe, an independent
 
consultant hired by ACDI in February 1984; and by Don
 
Crane, an ACDI stiff member, in July 1985. Bart Harvey,
 
former ACDI Executive Vice President, visited the project in
 
January 1986. The current evaluation for both the TCF and
 
FIMCO projects was conducted between November 23 and
 
December 4, 1987 by Jerry Lewis, ACDI vice president for Asia
 
& Pacific region.
 

During both projects, ACDI and VOCA provided
 
significant short-term technical assistance. The consultancies
 
of Ray Lewis, Howard Johnson, E.J. Kashiwase and Al Pena, all
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VOCA volunteers, have produced special reports on fish
 
marketing, vanilla marketing and accounting and
 
computerization, resDectively. Dale Key, ACDI staff systems
 
analyst, provided special computer programming services
 
for FIMCO and TCF. ACDI-provided consultants Jim
 
Guderyon, Lars Matthiessen and Bill Aldworth in cooperative
 
education, refrigeration, and cooperative branch operations
 
development, respectively.
 

Methodology
 

The evaluator visited Vava'u to observe fisheries,
 
vanilla and handicrafts activities. "fisits were made to the
 
fisheries buildino where fish are received, processed, frozen
 
and stored, and where fishing supplies are sold to
 
.oonerative members and the general oublic. Also in
 
Vava'u, the handicrafts branch retail store was visited.
 
Other visitz in Vava'u were to the MAFF office and to a
 
vanilla curino shed. In Tongatapu, the evaluator visited
 
the main offices of FIMCO and TC1. Also visited were
 
the FIMCO retail stores for fresh and frozen fish, two
 
handicrafts outlets. fisheries supplies and the main TCF
 
wholesale outlet. Calls were also made on government and
 
bankina officials in the capital city.
 

Cooperative employees, board members, cooperative
 
members and government officials were informally interviewed.
 
Efforts were made to interview committee members, cooperative
 
members and employees to determine their viewpoints and
 
impressions.
 

Sales, profits and production data were collected from
 
TCF and FIMCO offices and tabulated into the exhibits included
 
in the following pages.
 

This is not meant to be a detailed assessment since
 
time did not permit contact with more than a representative
 
sample of concerned persons.
 

II. SUMMARY, ACCOMPLISHMENTS AND RECOMMENDATIONS
 

A. EXECUTIVE SUMMARY
 

The TCF and FIMCO pro)ects can be assessed as
 
successful. They have made a significant impact in the country
 
and among the beneficiaries. The major accomplishments are
 
briefly summarized in the next section. Sales, profits and
 
arowth over the life of these projects have been impressive.
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It is expected that the growth will continue in the coming
 
years.
 

The separation from TCF cf the fisheries, vanilla
 
and handicrafts components, as waq recommended in past
 
evaluations, has been completed. In spite of some natural
 
sales declines and foreign exchange losses as a result of
 
severe fluctuations, sales of TCF wholesale operations have
 
been maintained and are likely to climb. It is expected that
 
orofits in 1987 will equal profits before the split.
 

The goal of the TCF project was to "develop TCF into a
 
strong, self-reliant importing and wholesalinq institution
 
capable of managing its own affairs and paying its own way
 
while providing valuable and needed services for its
 
members." That .Ioal has been achieved.
 

The newly created FINCO operation has grown remarkably
 
fast in its first two years. There are strong indications
 
that growth and profits will continue to increase.
 

TCF now has a Tonqan manager who is gaining the
 
confidence c the Management Committee (Board of Directors) and
 
the bankers who provide the lines of cred-t which are
 
the organization's lifeblood. FIMCO has identified a
 
qualified Tongan who has the qualities required for the
 
position of secretary/manager. He has two years of work
 
experience with TCF/FIMCO and has received cooperative
 
manaer traininq in the United States. He should be
 
designated the "manager-in-trainingq as soon as possible and
 
be prepared to take over the office of secretary/manager in the
 
near future. His appointment is subject to agreement
 
by the management committee. Many persons contacted
 
have strong reservations about the ability of the Tongan
 
manager to run the large organization. They felt he needs an
 
expatriate adviser for another year or more. It therefore
 
behooves the board of directors t' permit the manager as
 
much time as possible in a leadership position while the
 
ACDI adviser is still in the country.
 

The arrangement for obtaining a long-term lease for
 
FIMCO's exclusive use of the Vava'u fisheries facilities has
 
not been finalized. This is a major bit of unfinished
 
business for FIMCO that may not be achieved during the life of
 
the project.
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B. ACCOMPLISHMENTS
 

a. TCF is a successful "turnaround operation."
 
From a virtually bankrupt federation in 1981, it is now
 
probably the fourth largest company in Tonga with
 
annual sales over TS6 million (USS 4.285 million). It
 
is managed by a Tongan without the need for salaried
 
expatriote ao,,isers. However, two British volunteers are
 
assicined tc TCF in administrative capacities.
 

b. TCF provides good services to more than 500 Fale
 
Kaloas (retail shops) at reasonable and stable prices.
 
It serves the population throuqhout the islands with
 
provisions, as well as fresh and frozen goods, 
at the
 
same prices in the rural areas as in larqe cities. The
 
!etail outlets are both cooperativ and proprietary
 
villaae sto7es sellinq consumer goods. The shops
 
served by TCF are thriving because the customers save
 
time and transport costs since they don't have to travel
 
to the cities to obtain good quality supplies at fair
 
prices. These are real savinqs to the rural
 
population.
 

c. The profits generated by TCF and FIMCO provide
 
increased income through payment cf a bonus
 
(Patronage refund) to cooperative members. Both
 
cooperative organizations now pay significant amoints
 
of income taxes to the government.
 

d. TCF has had a rough, but siccessful, transition to
 
Tonaan management from the P*CDI-provided manager
 
followed by two expatriate managers (hired and paid for
 
by the TCF).
 

e. Employment generation: the number of TCF
 
employees increased fror 3 at the start of the project
 
in 1982 to 58 in December 1987. FIMCO now employs 28
 
full-time employees anu 34 more during the 6-month vanilla
 
season.
 

f. The growth of FIMCO is measured by expanded
 
branch operations which include:
 

- Two f if;hi nq :2uppl ies retail stores (Nuku'alofa 
and Vava'u) . Supplies are made available to 
fishermen in the northern group of islands through 
a TCF storo in Ha'pai which obtains the supplies at
 
wholesale prices from FIMCO.
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- Three hand crafts stores (two in Nuku'alofa and
 
one in Vava'u).
 

- Four vanilla curing sheds in Vava'u and one in
 
Tonqatapu for a total curing capacity of 6.5 metric
 
tons.
 

- Retail outlets for fre. and frozen fish in 
Nuku'alofaand Vava'u. 

q. FIMCO membership grew from none at its creation to
 
800 members at the end of November 1987.
 

h. FIMCO hand crafts section enables mostly women
 
to supplement family income and receive about 80
 
percent of the retail sales price. This consists of
 
75 percent of the retail Drice when the produce is
 
delivered to FIMCO and a subsequent 5% bonus payment.
 

i. FIMCO provides increased services to its
 
members includinq:
 

-- fishinq supplies;
 
-- ice 0o fishermen;
 
-- management of fully-eauipped vanilla curing sheds;
 
-- purchase and sale of raw material for handicraft
 

producers.
 

J. Increased income to cooperative and non-cooperative
 
members.
 

-- TCF prices are less than the competition's. 
-- FINCO's pricing policy keeps producer prices 

hiqher for vanilla farmers. Competitors are forced 
to buy vanilla at hiqher than FIMCO prices because 
people aie aware of FIMCO's patronage bonuses. 

k. Increased FIMCO sales as qrowth indicator:
 

-- 1987 vanilla sales almost doubled over t986. 
-- Fish : dalesdoubled between 1985 and 1987. 
-- 1986 hand (-raft cal e( double of 1985. 
-- 1987 hand craft f-alon will be almost double those 

of 1'86. 

1. In the first ciix years ofl the projects, the sponsored 
cooLoerative actLvtties bave earned profits of over T$ 
600,000. Less than T$ 150,000 has been paid for income 
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taxes and member bonuses (patronage refunds) with over T$
 
450,000 beinq left as equity for continued growth.
 

C. RECOMMENDATIONS
 

1. TCF
 

(1) The Recistrar of Coooeratives attended but did
 
not vote at TCF manaqement committee meetings from the
 
inception of the project until about a year aqo when the
 
Government of TonGa appointed the reqistrar as a
 
voting member. Since the registrar's role is to
 
supervise and audit all cooperatives, he should not be a
 
votina member of the manaaement committee.
 

(2) Efforts are required on the part of the
 
Cooperative Department and TCF to increase the number of
 
cooperative members in TCF. About 15-20% of the
 
customers are now cooperative members. One suggestion
 
has been to allow private fale kaloa owners to join
 
TCF and buy slhares so they can be members(possibly
 
associate members) of the cooperative federation. In
 
that way they too can earn patronage refunds.
 

(3) Job descriptions for all TCF positions should
 
be completed as ,3oon as posaible.
 

(4) TCF management should establish sales And
 
profit tariets for each year and assess them quarterly.
 
Based on the assessment, it may be necessary to set new
 
targets either higher or lower. At year-end, an
 
evaluation can be made of the oriqinal and revised targets
 
and use these as basis for subsequent years' projections.
 
A three-year development plan should be prepared in
 
advao]ce and revised each year. in addition, standard
 
financial ratio analysis should be used to assess
 
business performance and strength. Variance reporting
 
should be used as t~lese are common business tools for
 
management to gaucie the success of the organization 
(and the various departments, employees) and for the
 
management committee to evaluate the manager's
 
performance.
 

2. FIMCO
 

(1) The FIT CO secretary/manager Ls now a votinq member
 
of the board of directors. lie should attend all
 
meetinas but not have any voting rights. For example,
 
in the United States, managers or chief executive
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officers of aqricultural cooperatives are almost never
 
members of the respective boards of directors
 
(manaqement committees). Playing both roles is seen as a 
direct conflict of interest between that of 
member/owner/patron and employee. In some instances, 
managers are considered non-votinq members of their 
boards. Managers usually attend board meetings because 
the board needs information to make appropriate decisions 
and the manager wants to keep the board informed of 
progress and his performance as their employee. In most 
cases, it is the manager, working closely with the 
chairman of the board, who sets the agenda for board 
meetinas. He ensures that each board member receive 
his/her copies in sufficient time before the meeting, to 
consult with other board members and to determine 
questions or issues to be raised. 

(2) A -ona-term lease in Vava'u for building and
 
freezer equipment should be negotiated with the fisheries
 
department. A minimum of i 6-monith notice puriod zi, ul.
 
be neaotiated.
 

(3) A cleaner, more presentable retail fish store
 
should be established in the center of town because
 
the Nuku'alofa qovernment market is not an inviting
 

setting.
 

(4) Tests to produce smoked fish in Vava'u and to
 
market it throuqhout Tonqa, especially in Nuku'alofa,
 
should begin as soon as possible.
 

(5) Job descriptions for all FIMCO positions should
 
be crompleted as soon as posaibl,. 

(6) FIMCO manaaement ohould establish sales and
 
profit taraets for each year and assess them quarterly.
 
Based on the a3sessment, it may be necessary to set new
 
taraets either higher or lower. At the end of the year,
 
evaluation can be done on the original and revised
 
taruets and used as basis for subsequent years'
 
projectionp. A long-term development plan should be
 
prepared and revased each year for three years in 
advance. In addition, standard financial ratio analysis 
should be u 2d to assess busines3 performance and 
strenaith. Var2 ance reporting: should be used as these 
are common bu!;i ness tools for manaclement to gauge the 
success of the organization (and the various 
departments, employees) and for the management
 
committee to evaluate the manager's performance.
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(7) 	FIMCO has identified veaetable marketina 
 as a
 
new target of business opportunity. This would be
 
the fourth marketina component. component. A major
 
investment would 
have to be made to provide technical
 
assistance, workina c.3ital and some equipment. 
 The new
 
activity would include the 
produztlon of vegetables for
 
local and exoort markets. Be:31des havina the
 
potential to raise farmer income, it would also make
 
nutritional foods more readily available to the Tongan
 
population.
 

(8) In addition to fishina supplies, fishermen need
 
basic spare parts for fishinq boats. FIMCO should try
 
to stock such Darts. The market should be tested on a
 
pilot basis and exDanded if indicated.
 

(9) The MAFF official in Vava'u has identified the
 
need for more vanilla curin sheds at Leimateia, Taoa
 
and Taanea. Viability of establishinq irproved sheds
 
requires increased vanilla production, an increase of
 
farmer members of FIMCO and more bank capital. Also,
 
sheds should be considered only in those places where
 
FIMCO has aood, active members.
 

(10) FIMCO membership has had a very rapid growth fromn
 
its inceotion to present membership of over 800. There is
 
a need for members to receive traininq in cooperative
 
nrincioles. Some traininq is provided at annual
 
meetinas and throuoh radio broadcasts. However, the
 
manacement committee should 
institute a policy of regular
 
training for board members, employees and the general
 
membership. FIMCO itself should organize the training
 
and it may decide to ask the cooperative department to
 
assist. Employees should have access to technical
 
training in their respective fields from management,
 
accountina 2nd iiales to planning, analysis and
 
comouterization.
 

III. PRCOGRESS TO DATE
 

A. 	 TONGA COOPERATIVE FEDERATION (Consumer Goods
 
Wholesalin)
 

The TCF wholesalina business has continued to ailow
 
and crosoer. 
 Sales have continued to make an astronomical
 
climb over the years 1982 to 
1986 when they have levelled off
 
at about T$ 6 million for 1986 and 1987. Profits, however,
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reached their peak in 1984 at TO 166,000. Profit decline in
 
1986 is understandable. After the formation 
of FIMCO, (a)

expatriate management salaries and benefits had 
 to be paid

out of profits and (b) there was an adjustment to the new
 
(expatriate) management. Such a temporary decline should have
 
been expected. Now under Tonqan management, profits for 1987
 
are pro3ected to be TO 100,000, approximately the same as in
 
1985 when ACDI's adviser was managing TCF. It is fair to state
 
that, although the levels are approximately the same for the
 
past two years, the inflation rate should have accounted
 
for some increase in sales over 
1986. The following chart
 
shows the progress of the wholesale operation. The
 
TCF-salaried expatriate manager replaced 
 the ACD1 manager
 
on January 2, 1986 when FIMCO was 
established.
 

11 

Development International 



-------------------------------------------------------------

Tonga TCF/FIMCO
 

Final Evaluation Report
 

EXHIBIT 1
 

Tona Cooperative Federation
 

Wholesale Consumer Operations
 

Sales and Profit3
 

1982 to 1987
 

(In '000 Tonqan Dollars)
 

TMl = US 0.70
 

I I I I I IProiected
 
YEAR I 1982 1 1983 1 1984 I 1985 I 1986 I 1987
 

I I I I
 
SALES I 540 2,241 1 3,290 I 4,907 I 6,590 I t,000
 

.............................................................
 

PROFIT*l I I I I I
 
(LOSS) I (10.2)1 48 I 166 I 99.9 1 78 I 100
 

Before payment of income taxes to qovernment
 

and bonuses to members.
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The above sales achievements surpass even the most
 
optimistic projections.
 

Althouah January 2, 1986 
was 
 set for the phase-over to
TCF direct management by the ACDI consultant, a lengthy search
 
for a Tongan replacement had been underway for over a year.
However, no qualified Tongan could ba identified. The only

qualified persons 
 responding to advertisements in regional

newspapels in Fiji, Australia and New Zealand were

expatriates. Ten months before 
 the phase-over, two me-Kers
 
of the board of directors (management committee) went to
New Zealand to interview several prospective expatriate

candidates and selected a 
 United Kinqdom citizen as TCF
 
manaaer. 
He served for seven months and was replaced by

another UK citizen. A 
 qualified Tongan was identified

and joined TCF in June 1986 as financial manaqer. He took
 
over as actina manager in April 
1987 and was confirmed in

that position in October 1987. 
 His salary is substantially

less zhan that of the expatriate staff 
 and it is hoped

that this inequity will be resolved next year when his

performance demonstrates that he 
can produce positive results

for TCF. 
 There is already evidence that the Tongan manager

is aaininq the confidence of the business community. 
The

Tonaa Development Bank has increased 
 the TCF line of credit
 
to T$ 300,000 from T$ 200,000. This will serve to

reduce the cash flow 
 problems recently experienced by TCF
 
as a result of the expatriate manager's over-orderinq.

It is wnrth mentioning here that cooperatives should
 pay good salaries for professional management. 
 If

competitive salaries are 
not paid, the personnel will seek

other employment (or emigrate) with the result that the effort
 
to train the manacer will 
 be lost and the cooperative

busiiess will suffer durinq the break-in period of a
 
replacement.
 

TCF's policy is to provide goods to retailers (fale

kaloas) at competitive prices. 
 TCF passes along discounts and
savinas to the shops. Free 
 truck delivery is provided twice
 a week in Tonqatapu and Vava'u. The shopkeepers or managers

may buy their goods in the capital city or from the truck at

the same price. This is a great advantaje to fale kaloas who
 
can save time and transportation cost to 
 the city. Liknwise,

the consumer knows that he will 
not gain any economic
 
advantaae by purchasing in the central 
 city. He too saves

time and transport cost 
and gets the same goods in the village.

Therefore -hops in areas
rural thrive and 
are very profitable

ventures. Both 
consumers and shopkeepers greatly appreciate

that they can receive truck delivery of the bulky staples

(such as flour, tinncd fish and sugar) to the 
rural areas
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thereby avoiding having to haul heavy loads from the
 
cities. TCF has three delivery trucks on Tongatapu, one
 
in Vava'u and one rental truck on Eua island. The truck
 
business handles about 45 percent of the sales on Tongatapu.
 
It appears that trucks are less expensive to operate than a
 
store and if financial analysis proves it true, this points
 
out a potential nrowth area for TCF.
 

There have been long delays in obtaining the freezers
 
being provided under the AID project, were caused by TCF
 
and FIMCO not being able to locate a building to house them. A
 
movie theater has recently be rented and the freezer
 
supplier is currently in the process of installing them for
 
both TCF and FIMCO. TCF will receive a 45 cubic meter
 
freezer and two retail freezers.
 

The AID-provided computers have been installed but
 
the inventory and accounts systems have still not been
 
proorammed for either TCF or FIMCO. TCF currently has a
 
consultant working on this aspect.
 

Several issues related to the separation of TCF from
 
FIMCO have created some minor resentment:
 

The division of the capital assets between TCF and
 
the nevly established FIMCO were decided and agreed to by
 
the TCF Management Committee. A separate Price Waterhouse
 
audit later verified the correctness of items and values to
 
be divided. The value of the assets to be transferred to
 
FIMCO consisted of 65 percent of the pre-tax earnings of the
 
activities transferred and the amount of AID contributions
 
specifically made to these sections. Because of
 
complexities in transferring the capital between the two
 
cooperatives, it was decided that the simplest method would
 
be to give FIMCO a long-term (50-year) non-interest bearing
 
loan in the value that was due to the members of the
 
vanilla, fisheries and hai.dicraft sections. This was to
 
be essentially handled as a grant. Now almost two years have
 
passed and memories are fading even though management
 
committee meeting minutes record the above facts. It is now
 
viewed by some as a loan that should be repaid. Perhaps some
 
feel that the loan was not appropriate to begin with. The
 
most recent TCF audit by the Department of Cooperatives has
 
recommended that the loan be considered a grant and be
 
written off. A sum of aboin T$ 6,000 in cash to be paid to
 
FIMCO is still in dispute by both parties who await
 
reconciliation by a neutral audit party. The 1986
 
department of cooperatives audit of both organizations did
 
not address or resolve the dispute.
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While the ACDI adviser was managing TCF, it was agreed

by the board of directors to purchase a store in Mu'a (in

the eastern part of Tongatapu island). 
 The store was formerly

doing about T$ 500,000 business annually and was purchased for

about T$ 
51,000 p~us the inventory. It previously did about 80

Dercent of its bu;.iness in wholesale operations. TCF planned

to increase the business 
and to make a profit, using the 
store
 
as a wholesale outlet 
for that part of the island. It was

also to be used by 
the truck as a convenient supply 
source
 
for deliveries in that reqion. The owner 
 of the property

sold the building to 
 TCF without any inventory but
 
stipulated that TCF could select those inventory 
items it
 
desired. The balance would be removed by the 
owner.
 
Unfortunately, TCF took 
title to the store property after
 
ACDI's adviser had shifted 
to FIMCO. The new TCF
 
(British) manager 
was present at all negotiations for the
 
ale. }However, al:tost all the merchandise was accepted by


TCF and 
 some of the items, non-consumer goods such as 
 pots

and pans, have been difficult to 
sell and are still in

inventory. There is 
also some possibility of theft since the
 
new manager did not 
have tlme or interest to exert full
control durinq the takeover and subsequent transfer of the
 
oods to and 
 from the Mu'a location. Now the Mu'a
 
warehouse is 
reported to be operatinq at a loss and 
 TCF
 
manacement 12 resentful about the 
 purchase of the property.

It has been pointed 
 out that TCF is considering the store
 
as a separate profit center 
(which is operating at a loss) but

has not considered or calculated the savings that 
accrue to
 
TCF by usdna the store as a storage depot for truck
deliveries. It is also beinq allocated warehouse expenses

from Nuku'alofa even though 
it also serves as a warehoiee. It

is likely that if the warehouse expenses are properly

accounted and 
the sales of 
the trick are included in the
 
sales of 
the Mu'a store, the situpcion would not be 
as bad as
 
it is being portrayed.
 

B. CREATION OF FIMCO
 

As recommended in 
the July 1985 evaluation, separation of

the federation's market 
 development activaLies from 

whclesalina operation through 

its
 
the creation of a new
 

oroanization was effected on 
January 2, 1986. 
 Friendly

Islanc:3 Marketing Cooperative (FIMCO) was established with
 
the comoonentr 
of vanilla, fisheries 
and hand crafts
 
rmarketina. When 
 FIMCO manaciement was able 
 to devote
 
full-time attention 
 to the production marketing

components, ,irowth, 
 increa-sed sales and 
 profits resulted.
 
The following exhibit shows sales and profits for the FIMCO
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operation as a whole. It also shows data for the TCF
 
vanilla, fisheries and handicrafts components for those
 
years before FIMCO was established. The exhibit points out
 
the dramatic increase in its first two years of FIMCO
 
operations.
 

Exhibit 2
 

TCF/FIMCO
 

Combined Sales and Profits
 

Vanilla, Fish and Handicraft Marketing
 

1982-1987
 

(in '000 Tonqan Dollars)
 

T$1 = USS 0.70
 

I .------T C F ----------------- I--- FIMCO---------- II 
I I I I I I Projected I 
lYear 11982 1 1983 1 1984 1 1985 I 1986 1 1987 I 
I I I I I I I 

I II i I I
 

ISales I 308 1 319 I 428 I 285 798 i 965 II 1* 


IProfits* I I I I I I I
 
I (Loss) 10.81 (9) 1 (14) 1 30.1 1 92.1 1 75 ** I
 

I I 
I * Before income taxes and bonuses I 
I Approximately T$ 230,000 of the 1987 vanilla I 
I crop remains unsold at year-end compared to I 
I T$ 77,000 in 1986. I 
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The fledgling FIMCO organization has much scope for
 
expanded growth and is projectinq a combined sales target
 
for 1988 of about T$ 1.5 million. In order to get started
 
in 1986, it was necessary to create a large organization in
 
both Nuku'alofa and Vava'u. Once the staff was hired and
 
trained, positive results came quickly.
 

FIMCO has hired a young financial manager who has
 
the capability of being trained to take over the
 
Secretary/Manager position from the ACDI adviser in the next
 
few months. He had previously worked with TCF and has
 
worked with FIMCO since its inception. He recently received
 
a 6-week cooperative management training program in the U.S.
 
which included on-the-job training. Several key government,
 
cooperative and banker counterparts feel he will need more
 
backstoppino after he assumes the manager role. 
All feel he is
 
competent to handle the position in a responsible manner.
 

The Tonqa Development Bank took a conservative approach
 
to the fledoling FIMCO organization. It would provide a
 
significant line of credit only because an expatriate was
 
manager and at a maximun of TO 180,000. It would have been
 
substantially less nad a Tongan manager headed FIMCO at
 
its inception. After establishing itL credibility in its
 
first year of operations, the bank increased the line of
 
credit to $400,000 in 1987 ( FIMCO used TO 375,000). Had
 
the line of credit been larger in 1986, grol'th would have
 
been far qreater, especially in the vanilla section.
 

1. VANILLA MARKETING
 

As vanilla is the c;econd largest acTricultural crop in
 
Tonga, it is an important component of FIMCO's
 
operations. Efforts to increase sales 
 have been complicated
 
by increased competition and poor quality standards. The
 
following data reflects progress in vanilla marketing since
 
1982:
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// 	 EXHIBIT 3
 

Sales and Profits
 

I 	 Vanilla Marketing I

I 	 I
 

I 	 1982-1987 I
 
I 	 I
 

(in '000 Tonaan Dollars) 	 I
 

I TS1 = USS 0.70 1
 

I-----------------------------------------------------------------I
 

I I IProjected
 

I I
 

IYEAR 1 1982 1 1983 1 1984 1 1985 I 1986 1 1987
 

I------------------------------------------------------------------I 

ISALES 1 295 	 I 197 1 253 1 -0- 1 264-*I 510.*
 
i a f I
 

IPROFITS-I 3.2 1 -0- I 10.7 1 14.6 I 55.1 I 60 1
 

I * Before payment of government income taxes and I
 

I bonuses.
 

I ** Based upon fincal year ending March 31 which I
 

I allown complotion of marketing of the crop. I
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Because of the difficulties involved in buying, curinq
 
and marketing vanilla over 
the years, TCF manaqement realized
 
by 1985 that the core problem was that farmer membere 
were
 
not curing vanilla properly. There were many curinq sheds
 
throughout 
the islands but it was difficult to train farmers
 
to properly cure the beans and when trained, they 
 failed to
 
follow the required curing process. Their cured beans
 
did not conform to international standards and
 
therefore received 
 a much lower rrice. Farmer-members of
 
a villa(e cooperative uised to bring their crop of qreen

beans to a common curing building where volunteer labor,
 
rotating imonq all the farmers, performed the curinq work.
 
Without *raininq, .Jupervision or incentives they performed
 
below :tandard. This meant large losses or the
 
nroducern in !;ome years. FIMCO purchased very little vanilla
 
in 1986. Manaqement felt they would have to concantrate on
 
buyin~i 
,ren tLean!3 in order to control the curina quality. The
 
board of liroctor., (maoaqement committee) were very
 
resistent to the c.oncept of the cooperative undertaking 
the
 
curinq r p eonsib] ] ity. Thi.; was new ground for the committee
 
memberc and wai cons a dred r i.iky to the farmern. However,
 
management preva lIed tand the committee (lave its reluctant 
approval . 

An ACD! coopera viye mrA-ke tin( cornsul tant was assiqned
 
to Vava'1j for !"ix month.s in 1916 (January to Auust) to
 
assist in the !'it abl iihment ,f buy1nq statIons. lie also
 
participated actively in effoct:inq the chanq(geover 
 to
 
PIMCO-mana±,P.] i, j)exP.-t 1ye ':IrIrg. The Individual 
 societies
 
orwn tho ciuri ra :ihod. and FI MCO I.!, ronting them. Tonga
 
Dev o , ont Pa;il( ;Iri ! throug1h AI)B funds ) financed
 
conntri t 1r-eon ( hods. thet hr .' One :.ociety financed 


0onsti uIct on Iatn ()wn she(d. Or IqIilt Iy 
 the plan was to
 
construct ,one thro-ton 
 curingn-ified but it was impossible to
 
obtain the VI'rthe.I t he, i (cioi ,seemtd to prIefcr to
I ard. , iet 
have ,ihed:, In t1hi] ",)wn (commulull t 1,s1 . L*o I ni t: a d of a 
cent ra1 i -'d cuIring ,ih#,d, ,i dcnt ra i zedi operati.on han been 
estab] 1:04l d . Now 1iMCO ham ;a (.111 In'; :Ihod capacity ,)t five 
tons In V;ivi ' i nd qn, i d] t h ;ifI tlns In TonIaI |)1 . 

'ilie FIM(l mit(It-d .,II Irg ,If t-vl,, was oaie 1mmodl ate siuccess 
,'Is 7 ijn 1, 1, r''e f I rem ht- jf')1,0 11.uI w I~:;" In Hx 11lb)i t 'I,. The11. next 
year ,1'M87 , wasi~ e'illn It t (-I. Not (i ?Iy Wall tho n;)n(I (m n t 
COMMI T 1 -*n rI IevoA "ri I h p y W1 t h I)# resti I t ,I, bu t Ihe 
far mer!t w,. I- * j :*1 l1,.i5, 1.] It h ?i,4I. w I i whl(h t hey'] W 
70lI d Ie h i I 1 11 4 .,11 J1l4,iaj,1 ThI, I Icf. I TMC ) pa Id t() the)(
farmer,, dJas t h. :1,1mo I he y wo I , 1 ,1,v, I ((-o V (!d i f I h,.y had 
cur(!d ho, 'j;tri 1 1 l t hoIm'r4 I 'i's. A I ,ii(p number of ffar m(er-s 
wern -.-rpl ,y.,d by 'TMC,) I () w-ork i n ho! culingj selod.'). Thoy 
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were trained by MAFF staff in proper curing techniques and
 
also received salary in addition to a top price for their
 
vanilla, to the evaluator to be a splendid concept. Not only
 
do these member-curers receive a salary, they also can be
 
expected to do their 3obs conscientiously. The
 
better the quality of the vanilla, the better the price and
 
the larger the bonus (patronage refund) to them as well as the
 
other farmer-members.
 

Virtually all targets in the TCF and FIMCO projects 
have been surpassed. The only goal not achieved has 
been the projected quantity of vanilla to be handled by 
TCF/FIMCO. The reason 13 poor home curinq techniques and a 
low bank line of credit limiting the quantity of green 
vanilla beans that could be purchased in 1986. The targets 
set by the July 198. ,- valuation were: 

a) "ave4rage -uring ratio rediced to 4.5." This was 
achievecl ]ni 9 6. 

b) "volume -)I vanilla marketed in 1S85 reaches four 
tons." This was not achieved. For the record, the 
actuals are shown in Exhibit 4 below: 
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Exhibit 4
 

TCF/FIMCO
 

I Vanilla Marketed I
 

1982 to 1987
 

I Metric I 
I Year I Tons *1 

1 1982 1 5.1 1
 

1 1983 1 2.9
 

1 1984 1 3.9 1
 

1 1985 1 0.7 1
 

1 1986 1 2.8 1
 

1 1987 1 5.1 1
 

II
 

I* rounded to nearestl
 
I tenth of a ton I
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FIMCO has established a 1988 goal of curing and
 
marketing 6.5 tons which is the maximum capacity of their
 
curinq sheds and the limit their line of credit 
 will allow.
 
FIMCO intends to request a line of credit of T$ 600,000 in
 
1988 and if granted, it could increase its ability to buy
 
more green beans. Because of the strong acceptance of the new
 
idea of cooDerative curing,there is much growth potential.
 
There are a large number of farmers still doing their own
 
curin and who are potential FIMCO members. The MAFF staff in
 
Vava'u have identified three other larqe vanilla growing
 
areas that do not yet have proper curing sheds. These are
 
Leimateia, Taoa and Taanea. Only Taoa is not a strong FIMCO
 
area. At least two should be targeted for the
 
construction of curing sheds. Bank loans by each society will
 
be re;quired to finance construction of the sheds and
 
purchase of curina equipment (sweat boxes, blankets,
 
thermometers, ,tc. , . 

The positive impact of FIMCO on the vanilla prices in
 
Tonoa is worthy of mention. The Tonga Commodities Board 
(TC) is the princLpal vanilla buyer on the island. The 
consensus is that TCB is a hiqh overhead organization that 
has lost touch with the farmers. TCB usually starts out 
the buyino season by setting a low price. Private buyers 
(there are a few in Vava'u and Tongatapu) offer a 
slightly higher price. FIMCO establishes its price based on 
world market prices, curino costs and competition. It pays its 
bonus ,patronaae refund) after the season. Its policy is 
to ray the hiahest amount Posnible to its farmer
membrs. When FITCO announces its price, the other buyers 
-ire forced to raise their price to be competitive with FIMCO's 
total Drlce which includes3 the bonus. The 1987 season 
for cured vanilla saw TC11 open with a price of T- 72 per 
kilo. Private buyers responded with a p)rice of T$ 75. 
PIMCO'n price of T- (O p]un an e;stimated T$ 5 bonus forced 
some private buyor:: to raise to T) 06, and TCB to T'i 75/kg. In 
neaotiat nci the sellinq price, both member and non-member 
farmers could use the FTIMCO price as: a fair sitandard. The 
result is that III I farmer-s ( oxceptt those responding early 
to TCP, prices) rere ived si(;nificant] y more than they would 
have I F I MCO wa', ot s, buyer in thr, vanilla market. The 
reduced profit mar(qin of somo private buyers t:h]i stseason will 
make them more 'onsurFvat ll, 'ext wseIa-onwhich shoul d work 
to FIMCO advan Ii(4. 

', I ye pur1 s ic" would tak- isisue with the fact 
that I':IM (' 1 :} ,,ssurn 1 rn'i t hi ]. k the i velt urel and(A bus'1 inf! 11 
not h r oot)eoi ;it. lt,.e me~mbrlI . A me t (! 1 n(I (cooper at Ive 
shou(Id handle mem[)ert product on .1 partial con.ii nmont banin 
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The cooperative provides the farmer with 
an advance against the
 
anticipated final sales price. This 
 is anywhere from 50-80
 
percent of the final estimated value of the product and
 
depends upon cash flow capabilities of the cooperative and
 
the inherent risk in the market. If the cooperative has
 
to borrow heavily to pay farmers in advance, the interest
 
costs will result in lower profits. If the cooperative has
 
forward contracts and already knows 
the price it will receive
 
for the final proauct, the percentage advanced to farmers can
 
be even higher than 
 the 80 percent fiqure mentioned above.
 
In markets without much intelligence, with wide
 
fluctuations in orice or when the final product subject
is 

to quality inspection by the purchaser (as in the case of
 
vanilla), there is much risk. The cooperative should not
 
assume the risk. If the cooperative buys the product and
 
takes title to it, ihe 
loss is for the cooperative if there
 
is any -omolication. By definition, a cooperative is a
 
non-profit business and therefore ,ihould not expose 
 itself to
 
risk. Ccoperative members should Le educated about this 
aspect of cooperativo bus iness. Over some period of time, 
they shoi Id be wea-ied to a siltuation where t'he members 
eventually assume the 
 ri.sk. The same pertains to
 
fisheries members.
 

2. FISHERIES MARKETING 

The fisheriesn ,ection of TCF has been one that has lagged 
behind the 'thersl in the oarly years. However, it has 
benefited from the increase d ittention given to it since the 
creation of I7 IMCO in 198,. 

The ixe hasi bi, n a vry positivf -
erowth in members of the 

FIMCO f isher ies :iection. 'here wer'e 26 members in 1986 and 
46 membern in 1987 ( al l Nov mber ) 'i th new members 
joininq each month. 

The followinq oxhibl t traces the progress of the 
fisheries ection: 
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Exhibit 5
 

Fish Marketinq
 

(Includinq Fishinq Supplies)
 

TCF/FIMCO
 

I Sales and Profits
 

1 1982-1"SR7
 

1 (in '000 Tonqan Dollars)
 

T$1 = US$ 0.70
 

IYear 1982 1 1983 1 1984 1 1985 i 1986 i 1987 1
 

I I I I
 
ISales 0 I 64 I 114 1 225 I 411 1 375 I
 

IProfits* I I I I I I
 
I(Losses)(1) 1 (13) I (1.1) I 8.1 I 22.9 23 I
 

II
 

I ' Before income taxes and bonuses I 

The sales target for 1988 is T$ 500,000.
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I Exhibit 6 1
 

1 TCF/FIMCO I
 

IFish PurchasesI
 

I 1983-1987 I
 

IYear I Metricl
 
I I Tons I
 

11983 1 64 1
 

11984 68 1
 

11985 1 125 1
 

1986 116
 

11987 I 98 1
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Vava'u Fisheries Building which houre,_ 
refricleration, FIMCO fisherioq offic-i 
and retail fisheries iupplie :1tore. 

Fisherie: 2uppi i.e:" retail .store clerk 



Peace Corps Volunteer receivinq 
]oa d of 
red snapper and grouper from cooperative
 
mem ber
 

°l ," t FF ." 

FTCO employees preparino stock certificate 
Each crtificate is on tapa cloth. 
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Profitability of the fisheries section of FIMCO has
 
been exceptionally good even though tonnage has declined.
 
Growth of the fisheries section has been hampered by
 
the lack of refrigeration and availability of fish. In order
 
to buy fish, it has to have the means to refrigerate and
 
store the product. There are certain times of the year
 
(i.e., inclement weather or high winds) when there are
 
shortages of fish. Without adequate refrigeration, FIMCO is
 
unable to store fish durinq p.entiful catches, for marketing
 
during scarce periods.
 

The basis of the operation of the fisheries component is
 
to buy fish in Vava'u and to market it in Tongatapu.
 
About 70 percent cf the fish are sold in Tongatapu, the rest
 
in Vava'u. A portion of the government market in Nuku'alofa
 
is rented by FIMCO. It rents only one table and one
 
5-ton freezer. In Vava'u, FIMCO rents almost the entire
 
fisheries department building which houses two walk-in
 
blast freezers and other refrigeration and working
 
equipment, most of which were obtained by GOT under an ADB
 
loan. The equipment and the building are available at
 
reasonable :ates but on a short-term lease which could be
 
cancelled by the fisheries department on short notice.
 

In Nuku'alofa, the government market is conveniently
 
located in the port area at the end of the main street.
 
However, the building is old and dark and customers must talk
 
through a chain link screen to the staff selling fish. Fish
 
are cut in pieces and displayed on a bare table. It is
 
not an appetizing environment. Other Yendors can rent
 
tables adjoining FIMCO to sell fish or other products. One
 
half of the market is for fish sale; the other half is a
 
butcher shop for meat prnducts. Now that FIMCO has received
 
its refrigerators, it should expedite the opening of a retail
 
store in the main part of town.
 

In Vava'u, FIMCO has a very clean and efficient
 
fisheries operation. It is located in a large building with
 
adequate space for receiving, weighing and storing fish.
 
There is a clean room for retail sale of fish which has a
 
table covered with ice on which fish and lobster can be
 
attractively displayed. In an adjoining room, fishing and
 
snorkeling equipment and supplies are sold to cooperative
 
members, the general public and tourists (mostly
 
international yachters) . The buildinq is about 50 feet from 
the wharf so it is ieasy for fishermen to bring their fish to 
FIMCO. Some fishermen sell their fish on the wharf to the 
public for about the same price they could sell it to 
FIMCO. FIMCO would profer that all fishermen sell to them 
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to better control the pric6. However, the current system

precludes monopoly control by FIMCO and provides some
 
competition, although only for the small percentage of fish
 
that are sold on the wharf.
 

One problem has existed for some time. The
 
fisheries department refuses 
to rent the Vava'u facilities to
 
FIMCO on a long-term basis. 
 The current plan of fisheries
 
is to create a fishermen's association to 
 include fishermen
 
in all the island groups. The hope is that it will be a
 
viable organization serving fishermen's interests in
 
marketing, boating and lobbying. However, progress with 
 the
 
establishment of the association has been very slow.
 
Further, the only forward movement has 
been to name the
 
Qovernors and members of the 
royal family as patrons and to
 
plan workinq committees which may include government officers.
 
If that is the case, marketing is likely to suffer,
 
since fishermen and government workers are not
 
entrepreneurs or business managers. 
 As it has for the past

three years, FIMCC must mark time patiently until the
 
fisheries department establishes a policy on how the
 
donated equipment will be utilized in 
 the long run. If the
 
Department pursues its current plan, the fishermen's
 
association will be the custodian of 
 all donated equipment
 
and may resort 
 to auction of fish as the principal

method of marketing. The head of the fisheries
 
department recognizes the "tremendous effort" of FIMCO that
 
was responsible for the introduction in Tonga of the
 
concept of "commercial marketing" and sale of
 
fishing supplies. Nevorlthclcss, hc is prepared to see FIMCO
 
"evolve or 
 go out of business" if the 
 fisherman's association

approach 
 is adopted by the fishermen and can successfully
 
take over fish marketing in Tonga.
 

It appears 
 risky to allow a viable, ongoing organization
 
to possibly disintegrate while a new, untested
 
"association" 
 is created without any assurance that it ,ill
 
succeed. It would seem 
more prudent for the fisheries
 
department to support the expansion of FIMCO with its
 
record of success. The evaluator recommends that FIMCO !,e

permitted to continue to utilize 
 the Vava'u facilities and
 
that a long-term lease be provided by the fisheries
 
department. The private 
sector (entrepreneurial) approach

is likely to provide more tangible results than the
 
government -directed "association approach." There are
 
several differences between "associations" and marketing
 
organizations such as cooperatives. An association is
 
usually a non-profit organization of individuals and/or

firms sustained by dues or a form of payment based 
 on the
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quantity of product handled. Associations provide services
 

that do not require capital assets since they are usually not
 

permitted by law to issue stock. Without stock ownership,
 

it is difficult to raise needed capital to build a plant and 

equipment. Association.3 usually represent all the producers 
of a particular product and its :3ervices are directed toward 

everyone in the .iector. A cooperative only provides 

business services to *nhance member/owner/patron incomes. 

Many producer.s or bu!a nesses choose not to become 

stockholders in the ,-ooperative. In other words, the services 

of cooperativei are directed -,nly to members while 

associations usually benefit all within that area of 
business. Frequi:ntl'/, a.ssoc] ations sierve as motors of 
cooperative growth and development. Since associations
 

are rarely involved i.n commercial business operations,
 

they have been known to help start cooperatives to serve 
the members ,-1f he .. fsociation. Another important 
difference betwen as ciatLonsi and cooperatives is at 
the leadership ]lovel . Asqociation leaders and managers are 
more "political" or public relations oriented. Cooperative 

leaders and manaoe:t,: , neod -o be business -oriented to 
effectively and professionally manage the co...iercial 
operation. For that reanon, it is recommended that the 

marketing of fish remain in the cooperative sector. 

In past year., FIMCO has had serious problems marketing 
its fish when the iovernment tuna boats return after 
three-month cruis-es!i and sell the excens (non-Tuna) catch on 
the local market -it siubs idized prices . Also the government 
boat building program is virtually complete. Thirty-eight of 
the 40 planned fi.hinq boats are now operational. Neither of 
these Dotential threats to FTMCO's market has proven to be a 
major problem as local demand for fish has greatly increased. 
Fortunately, FIMCO has not beesn significantly challenged by 
increased competition ai was feared at the time of the July 
1985 evaluation. 

Without adenuat I o f r Irat Lon facilities in 

Nuku'alofa, FIMCO could not do more than buy fish in Vava'u
 
and sel I in Nukti'a ofa. FIMCO was and is able to sell 
everythinci it can buy and ,3torc. Up to now, it has been 
able t.o t)r1 on idno successfulconcontrate a bun inoun 

which has maximized profits and minimized lossen. However, 
one tel i n omment made( o the evaluator was that FIMCO 
has "junt been Je 1.1n(I fis h." It ha, not, been "marketinq. 

Now that t he AID-elona ted d i splay fr,ezer and ]arqe 
capacity refriqeration ,h1uipme,,t are virtually installed, it 
ii time (U pLcpare to make a significant entry into the 
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Hapa'i island group market where FIMCO has not penetrated.
 
FIMCO has .some occasional institutional customers such as
 
the defense forces, police, hotels and some restaurants. It 
is time for FIMCO to do proactive marketing to develop a
 
steady clientele. Salesmen, atdvertisina and other market',nq

techniques should 
 he tested to increase demand. A
 
oresentable retail :;tore 
in the center of town will further 
enhance sales and ippeal to forelqn residents and the more 
prosoerous Tonaani3 of' Nuku' alofa who appreciate choice types
and cuts of fish and could afford the higher prices demanded by

retail outlet wIth hlqher overhead costs. Experimentation
with dried and smoked fish should be accelerated since this 
is hi ahcr-tricod product that may :incre ase consumntion and 
make fish more readily avallable in s3ome inland areas through
fale kaloas. There as a nmoker in Vava'u and FIMCO should
 
make the extra i ffort to start -estinq and s;elling smoked
 
fish.
 

A new orobl,.-,m may bo it hand. The tI nheries
 
department feels that the nearby fishinq banks are 
 almost 

"deoleted ,r fiLhed oit. This can mean that the finh catch 
may be reduce d in future? yearn . Fishermen must go longer
distances *o firld fish. In the "cold months" (March to
 
Semtember) , fishormen atro reluctant 
 to qo long distances.
 
Marketing lurino these months 
 will be complicated by the fact 
that it is di fficult 1o giarantee availability durinq these 
months. UJsually the ftored frozen fish in exhausted by May. 
However, incroased refrioeration capacity should provide hope 
for I aramr remer sVO."' Incl ment ea ther and sjize of fishino 
boats will be conntraints to maintaininq current volume fishof 
catches. The ,roh]eAm of availability in combined with the 
problem of laIck ot ref rige ratnd :space (which is, due to be 
resolved in 190A . ) The total roblem of fish purchaiie volume 
is seen in Exhibit f itbovo. 

3. |lAND CRAFTS MARKETING
 

Thi:s comoonent '"t the pro ject has particularly 
flourshed under tho incroased attention given by FIMCO 
manaqemrnt .in(:c its formation. Sales and profits have 
virtually doubled durinq the pant few years. The next exhibit 
traces the trowth: 

29
 

Agricultural (e perntave 
~ IDcvrloirnent Intermintonal 



Tonqa TCF/FIMCO
 
Final Evaluation Report
 

Exhibit 7 
 I
 

I I
 
I Hand Crafts Marketing I
 

i I
 

I TCF/FIMCO I
 

I I
 

1982-1987
 

1 (in '000 Tonqan Dollars) I
 

TO = US$ 0.70 1
 

I i I I I IProjectedi
 

Year 11982 i 1983 1 1984 1 1985 1 19861 !987 1
 

-- - - - - - - - - - - - - - - - - - - ---------- -- I 

I I I I I I
 

Sales I 13 I 58 I 61 I 60 I 1231 220 I
 

1 ---------------------------------------------------------I
 

IProfits*1-1.4 I 4.1 I -2.2 I 7.4 I 14.11 20 I
 

I Before income taxen and producer bonuses
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For many years, the base of the TCF/FIMCO hand 
crafts operations has been one small, attractive retail store 
on the main street in Nuku'alofa. It carried a complete 
line of hiqh quality products for the tourist trade, such as 
woven baskets, traditional painted tapa cloth (made from 
mulberry bark), black coral jewelry, scrimshaw on bone and 
tusks and carved wood itenis. The TCF/FIMCO management also 
developed items to appeal to tourists such as low-cost 
souvenir items 3uch vanilla beans ani tapa greeting cards, 
etc. The cooperal ive 3tore took pride in the fact that it 
carried the best quality items in Tonqa. For that reason 
management prefers to refer to its proiucts as "hand 
crafts"and not "handicrafts" since the former connotes 
hioher quality work. 

The strong ,irowth rece-ntly evdenced by the above chart 
is attributed to the iol ]owinq reasons: 

- FIMCO 'ws 'qua red i reputation for carrying 
quality 1 )rc-, Jct . 

- The increaise in tourism and conference' '.,i Tonga. 

- Attr-Active displ!aysn increased sales. 

- Employees are t.-?iined in salesmanship. ., 

- Two branch nff1i. es have been op,- i(d. One small 
house i r Vava'u hain been turned .* t, ,,andicrafts 
Shop ;nd I t 1 s ] ocated close to th' ]rgest 
touris.t hotel. Vava ' u ' also a port visited 
by yachts on i;iternritional cruines an, that is a 
further source , tourist bus nenss. I.. 1937, FIMCO 
rented Tonga'.- oldest cinema, "Tal'ov ' (Everyone 
Welcor ,) . Th, lir'go down.tairn area i ormerly the 
orchfitra '-ta . niq area) and hi(h colling makes for 
a ne,'lousf s'ales ,area . 'rho balcony area ntill 
ha3 , ,, itsi remaining, ideal for usne asniov a 
waI'n- ,, oi I - i wom(en who c.ome to isel I thuir wares 
to FI'IC(. The other !iection of the olcony is 
used !,;i ,:tora(q- (currently boxen of vanlilli 

awaititirig !,h|)ment ). The area in back I ormerly the 
back'n it-(-oe ) i:% where ltho lairge 12-- _on capacity 
f r 0-(; . 0 -" ht1 irls tall _' . FIMCO is 'it ]+il in 
the, tprocf.!ii e t zonovat. ln , the butl.i. ng and 
install.1ng hivois and tablea. There may b, opaco 
ava I] abl( to set aside a small aroa an a coffee 
shop to at .ract c ustomers 
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This project seems to have made a big impact on
 
women. Membership has increased from 87 members in 1986 to
 

198 as of November 1987. FIMCO's policy is to pass on 80
 

percent of the retail price to the producer-members. Thi" is
 

made up of 75 percent initially and 5 percent (1986) in
 

bonus or patronaQe refund. Women I spoke to, use the money 

they earn to pay s3chool fees for children, support relatives 

and to purchase food. Producers earn, on the averaqe, more 

than double the laily labor rate per hour of work. This 

provides the women with a s3teady source of income and 

increased pride! in themselves and their work. 
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APPENDIX I
 

PERSONS CONTACTED
 

FIMCO
 

John Kr .aa Secretary-Manaaer
 
Edqar Cocker Financial ,Manaqer
 
Ma''i Havea 
 General Iaraqer, Vava'u 
Fapui Vakanuna Fiherie.!3 Suplies Clerk, Vava'u 
Vasita Tauaika Firherie.( Clerk, Vava'u 
Karen ,I2n Peace ('or.'i( Volunteer, Fisheries 
Villami 'FCO)nQo F !:!hfrman, n ember 
1at .-1 rlcaa pr, 
L2 late }Kaijele Fi"herman, mt-mber 
Vilami Foketi [i.trict Off:icer 
Maumi Aloua Handicra ft Clerk 

nin1Naie FINCO/TCF, Vanilla Committee 
Ipolito YfnQo Fisherl(s, Committee 
Vi liaml V'oketi Van-lila Manacier, Vava'u 
Amini Mahini Vanilla member 
Sionn- IoJchera 

-ookke Vava'uL 

Vani la member 
S 1OnFoui Va n l.I la meombe r 
Falakosi Lani Handicraft member 
Sinamon Manizola Handicraft member 
Peta Ilala hf Fi.ihorlenIhI :.tore( clerk 
Mele S imione Hfandc-,raftn Committee Member 

TONGA COOPERATIVE FEDERATION
 

Tevita P. 'Ova Manacjer
 
Hama ' i lanalemo.n t Comm i t toe 

GOVERNMENT OF TONGA
 

Tom Semiki Min,:itry ol Aoriculture 
LorpetI Foliaki I)onuty ,ocrotary, MLCI 
Fononqa Tua peatl, 
Penia Vea 

t o(e ,s-rar- of Coorpcrat O.veq 
T0o ,1a De Vf,1opmenrt Board 

Ale--xi "eahif Fi:iht-r-i1!s officeor 
lan~itie 1 1)' 
F.a' -innunj 
Sloni Tona, 
Aleki S;isifa 

Mlri.itr y ()I A(Ilz 
Deputy Reqiitrar 
Deputy Dir,,ctor, 

cUlture, Vavn 'u 
of Cooperatives 
MAFF 
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