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SECTION I
CONCEPT COMPONENTS

A.  Background

Origineting from work oI the Commerc ial Agriculctural
Droduction and Merlieting (CAPM) Project, the concept for a
redesicn and extension of the project has evolved coward an
action-oriented means of encouraging more rapid develcopment of
private-secIor marketing. The activities necessary to achieve
this goal would facilitate the production and sale cf
horticul=-ural produce by small-scale Ifarmers in Swaziliand. In
tnis paper, the implications o< the concept are analysed, and the
ideas emerging from it are ciaporated. The key components of the
redirec-ed concept are the need Ior

e An empnhasis on small-scale Zarmers

e A private-sector orientation

e ACTion-oriented opjectives

e The development of horticultural products anéd markets

e Visible, quantifiable results In The short-term

witnin the boundaries dictaced by these components
oncept nas been expanded DeLlOw.

of commerciel hor:;cu‘tu*a1

The ne=d for the development
production in the small-scale “arming sector is ecogwsea by the
Government of Swaziland (GOS). The Prime Minister of Swaz’land
My . Oped Dlamini, addressing a group oI smalil-s cale farmers, as
reported in the Times of Swarziland, is cuoted as saying:
" rhere is a need for the Swazi nation TO adopt new methods and
new strategies in their approach TO farming...Swaziland is
endowed with wonderiul climatic conditions. With better
organisation and motivatlion, we Can produce food, such as
vegetables, all the year round "
B. Horticultural Marketing

A
‘rec 'on of the project is

The central idez shaping the redi
that the most effective means for stimulating & pro: fitable and
growing horticultural industry 1is orier "1na Swazi production to
meet the reguirements of regional and overseas markets.
Developments in Zimbabwé, Kenya, Lesotho and other countries have
demonstrated that an exXpor:T crientation Is & poweriul stimulus
for the development oI a horticulture Incustry ané small-scale
farmers. Horticultural industry that depsnds en:ireLy on local
marketing is hampered Dy seasonalliv ol supely; glut elwmernatiing
with ge<izit, and rnon-competitive guality cI product anc
resentation Moreover, the relaTively small and constrained
character of the local markat inhiplts the development o &
norticultural maerketing chain
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Conversely, penetration of export markets with produce which
& country can grow and offer at a competitive advantage, can
lead to rapid development of the horticultural industry.
Larger markets have overccme the periodic gluts, wnile
exacting international standerds ‘have-resulted in
significant improvement in the quality of the product and
ITs presentation Tndis i itogecther with the introductioniof
naw variecies, frequently leads to an increase in the demand
for horticultural products on the local market A strategy
TO penetrate new anﬁblgger markets carries with it a e
motivaction and vitality that is not found in the defensive
strategies of import substitution and local market
protection. Jﬁ)
(6 Potential deﬁ
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The Technical Analysis (Section II) and the Sociological
Analysis (Section III) have shown that Swaziland has strong
potential for competitive advantage in regional and overseas
horticultural export markets. Varied topography, plenty of water
for irrigation, suitable soils and climates suggest that the
country can produce & wide range of fruits and vegetables. A
potentially hard-working and profit-motivated community of small-
scale Swazi irrigators indicetes that Swaziland could supply
produce atc competitive prices. The fact that small-scale
producers will be operating’in an irrigation environment where
there is relatively less capital cost, and that the opportunity
cost of their labour is lower than that in the larger commercial
sector, ensures that small-scale farmers will be able to produce
some products more competitively than their larger-scale
counterparts. This in turn, ensures that the proposed marketing
operations will continue to find:the small-scale irrigators an
attractive source of supply.

The Technical Analysis has demcnstrated that much is
Xnown about the productive capabilities of a wide range of
crops that can be grown in Swaziland. In recent years a
significant amount of horticultural research has been done which
shows that while' the country .can provide marketing and, to a
lesser extent, technical advice to farmers, these remain
production-limiting £factors. :
A Financial Analysis (Section IV) shows that there is scope
for commercial marketing operations that would link the needs of
the various regional and overseas markets witi the productive
capacity of the Swazi irrigators.

D. Development of Horticultural Marketing in Swaziland

Two major question the CAPM rediraction and extension
concept is designed to respond to is: "Why hasn't Swaziland's
pbusiness community responded to opportunities presented by
horticultural marketing on the export markets?," and "Why hasn't
there been the spontaneous development of one or more
horticultural export marketing companies in the country?.




While Sweziland has e great deel of information on the kinds
of horticultural crops that can De produced, :there is a dearth of
expertise and literature for regional and overseas horticultural
marketing There are no skilled horcicultural export marketing
persconnel operating -n Swazamianas st e senty wWnile entrepreneurs
Go take risks, the risks to & business evporting fresn
vegetables end fruitc Zvom Swaziland would probably éappear
too great to the ordinary Swazi businessperson. The Drospects of

5 a campaign in unknown markets with procucts of dubious
% guelity and irregular supply, musct daunt the potential
investor

In the past, attempts Cto stimulate the development of the
horticultural industry in cwaziland have focussed, in most cases,
on improving the country's productive capacity. ‘While marketing
has been recognised as & constraint, little has been done to
rectify the situation. The motivation, until now, has been WEO
sell what is produced" ratner than edhere to the marketing
approach of "producing what the target market needs." Several
strategies have been tried; each with itsown shortcomings. The
establishment of a horticultural wholesale warehouse by NAMBoard
nhas not overcome the marketing constraint. But the adoption of a

4 marketing approach, where the productive potential of the country
will be engaged in producing "what the markets want when they
Wwant ic," will herald the development of The a sophisticated
norticultural industry in Swaziland.

F. Intervention

while the horticultursl industry in Swaziland may, in time,
develop spontaneously, an intervention introduced now could speed
up the pProcess and substantially benefit the small-scale farmer
in Swaziland, the business community in the country, and the
final consumer of horticultural produce. Such an intervention
snould aim to:

e Link the producer with the market.

e Contribute expertise in all facets Of export

‘ horticultural marketing.

e Provide small-scale-irrigators with a solid :
productive base in relation to the markets needs.

It will be important that the beneiits of an investment
which suppcrt the Swaziland small-scale horticultural producer
are susteined and perpetuated past the end of the project.
Private sector business mechanisms are believed to be the most

appropriate way to secure this outcome.

F. Proposal for CAPM Involvement

It is envisaged, therefore, that an amendment to redirect
and extend USAID's Commercial Agricultural Production and
Marketing Project in Swaziland Wwill enaple it to focus attention
on stimulating and encouraging the development of an export
horticulzural marketing industry in Swaziland. This will be
achieved by assisting & number oI existing Swaziland companies
gain skills and expertise in the marketing nf vegetables and
fruit for domestic,regional and overseas markets.
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Ascistence wildl be directed to ensure that links are
forged between the Swaziland marketing companies &nd the small-
scale irrigators. AT tThe same cime, technical assistance will Dbe
provided to the small-scale irxigators O enzble them to respond
To the needs of the markets. Tn addition, the project will
continue To act to ensure thet che environment of Swaziland's
I maaid “cczdlel honticudelral production and marketing sSectoXr remains
conducive to development

G. Competition

It is proposed that CAPM provide assistance To at least two
existing Swazi companies TO develop their capacity to compete in
the export horticulture markets. Competition in the industry is
healthy andé will be of penefit to all concerned_in the long run;
put in the early stages of the concept's implementatiorn,
tition in the same markets may, for some, be an intense

compe
period. A focus on different market niches is therefore
desirable and suggested.

The Technical Analysis (Section TII) distinguishes the
existence of two potential exportT markets. One, the domestic and
regional markets, wnich need supplies of traditional and bulk
horticultural produce. swaziland production will enter this
market at the same time as other regional producers, but the

-

n Swaziland will

analysis show that the volumes to be produced 1

not adversely efiect tne market, and that Swaziland cén produce
aT a competitive price advantage. Secondly, there exists the
overseas (mainly EZuropean) markec, foxr which Swaziland: could
produce specialty, off-season and hignh-mergin Iresnh produce.

Tt is thus proposed that CAPM would first select a
company(s) that will target its efforts to penetrating the
regional markets, primarily South Africa and Mozambigue.
Tnereafter, it williassistia gwaziland company(s) to develop
skills in marketing to the overseas markets. AS time progresses,
other Swaziland operations may wisn To enter the business;
competition will De encouraged
H. Commercial Orientation i

Tt won't be easy for the Swaziland companies to enter the
norticultural marketing business. Financial, technical and
competitive risks will all be high. In order to succeed, the
company (s) must be able to respond freely and rapidly to any
eventuality. The high levels of risk combined with the expected
need for exceptional levels of effort make it imperative tirat the
Company(s) are able TO make sufficient proiit. For these
reasons, it is believed that the company(s) should be true
commercial operations, free to operate commercially. The
company (s) will need tO be nighly profit-motivated and able to

ct in legal ways TO ensure thelr own survivel.

a6 CAPM's Focus

It is the CAPM DI tis objective TO SuUpport the small-

0

on
scale farmer and it will Dbe incumbent on CAPM to direct the
company (s) attention to

the benefits of dealing with the small-

4




scele Mrrigztors AT the seme time, it will be necessary for
CAPM to assist in the development of the small-scale
horticultural producers so that they remein attractive to the
merkKeting companvi(s)
J. Company (s) Operational Focus

It 1s expected that the company(s) involved in the project's
recdirected activities will encourage small-scale horticultural
producers by cffering & range of benefits that will, to a large
extent, overcome the constraints that the farmers presently
experience. The company(s) will oifer programmes for production
in accordance with the needs of the market; in this way the
farmers will benefit from less risk.

r assured minimum prices for
programmed production, and will, in many cases, be in a position
To market surplus production. The company(s) will have
available, and on time, the necessary crop inputs for initiating
production programmes, and will likewise supply the farmers with
the necessary packing materials.

=

The company(s) will purchase produce, for cash at the "farm
gate'"; giving the farmer an on-the-spot return for his eifoxts,
and doing away with his need to arrange transport to market. The
company (s) will offer technical assistance to the farmers, and
will assist where possible, in ensuring the eiiicient operation

of their irrigation activities.

It will probably not be commercially advisable for the
company. (s) to offer credit Ifor crop inputs, but they could,
pverhaps, facilitcate the provision oi credit Tt the farmers
from & third perty

For selected market niche production, the marketing
operations will be able to offer consistent supply, consistent
quality of produce ancd packing, regular, scheduled delivery, and
information on Swaz;l:nd's production capabilities, in terms of

varietles, gquantities and competitive advantages. ;

K. Company Resources

In order to meet the needs oi both the market and the
producers, and to achieve their profit objectives, the company(s)
will need to initiaglly invest in transport and communication
facilities. Later, as the business develops, there will be a
need for in ns;men- in packing sheds and wa*ehousing space, and
cold chain facilities Ior specialised exporting.

L. Company Personnel

It is envisaged that in the Zfirst couple years, the generzl
managers of the company(s) will periorm the marketing
function He or she, will be assisted Dy &n operations
menager wno will be responsibple for all activities related to
input supply, production bprogramming, produce collection,




packing, &nd dispatci. He will pe @ided by bproduction
facilitators, who will assist farmers in implementing production
programmes in tne ifield, and will maintain contact betweern the
Tavmens éna The  COmDEnyi

The suscained viability oi  Cne small-sczle farmers will Dbe
2ssenctizl Zor the success of the compeny (s) For this reason, it
will be in the companv(s) interest to provide the iarmers with
Technicel assistance on & co"blnuous and sustained basis. The
company (s) will be expected to employ technically competent
irrigation and horticulture specialists to fulfill this role.
M. mpan tructur

Central to the reasoning regarding the character of the
company (s) that will; be targeted, 1is that they, should,
inter-alia:

e Be-owner operated

e Have suificient financial resources

e Have some involvement in horticultural marketing

e Have The necessary enthusiasm, drive and commitment

e Be an existing Swaziland enterprise

There are not many organisations 1in Swaziland that match the
required criteria. However, they do exist Two potential
entrepreneurizal cllenbs nave been interviewed, and both have
expressed considerable interest, Others prospects &are yet TO be
examined.

There will, undoubtedly be the need for the company (s)
lnvolveﬁybo rzise -1nanc1ng for equipment andé working capital.
There are several prospective Iinanciers: four were interviewed.

11 who were interviewed expressed considerable interest in the
concept, provided it's vieb bility can be demonstrated. Pctential
investors include:

e The Africa Enterprise Fund (IFC)

e Swediund

e SIDC

e Tibiyo Taka Ngwane

e Swaziland Developmer.t and Saving Bank*

e Swaziland Commercial Banks*

e Commonwealth Development Components (CDC)

~ Not yet interviewed
0. CAPM's Proposed Intervention Direction

T 1'st proposed that CAEBM orient and structure itself to
provide technical assistance at ell levels in the hierarcny o=
the fledgling horticultural industry in Swaziland Activities
will be directed at the market, &t the development of the
marketing company(s), and at Tne small-scale producer
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Activities will focus on sTrengtiaenlng SwezaangisiicapacLiEY o
compere in norticultirel marketing in the regional and overseas
markets )

AxNDENEMseinE egriblisainess ddministracion, marketing, DOsSt—
RerVes o hcncin ngerc e I SDCTINGY norciculcural production, veriety
selection, agronomy, Dest gna cisease conTrol, and irxigation
will be neeged A key objecctive will be the transiexr of
knowledge, skills end experience; on the assumption that the
Husiness and technicel skills training will help Keep that
information zlive and in the industry =zZiter the termination of
the projec

(@
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The project will,redesigned and extended in order to work to
create conditions concuc*ve to the development of the
horticultural industry as it relates TO the small-scale

o

producer on Swazi Nation Land.

Tt is expected that to achieve its objectives, the CAPM
team will need to include specialists in agribusiness
management, nhort icultural marketing, horticultural
procuction and irrigation. Tt is proposed that CAPM employ
several Swazi professionzls to WOrk with the expatriate
speciglists. 1In this way, direct and indirect training relating
o the intricacies of horticultural production and marketing is
possible; and &at the completion of the project, the trained Swazl
personnel can transier cheir skills and knowledge to others in
Swaziland's horticulturzl industry.

It i3 envisaged that one Swazi professional will Dbe assigned
TOo WOrkK with an expatriate marketing facilitator, and anocher
will work wich both the irrigation and horticultural specialists.
Tt 1s proposed tThat & third Swazi proiessional be assigned tTO
work in conjunction with the agribusiness specizlist (and CAPM
Chief of Party). Togethex, the CO2 and Swazli projecc
co-ordinator will be responsible for.liaising with all levels in
the horticulturzl hierarchy; with Governmenc and with the
-raditional leadership to create anc meintein conditions in the
project environment < ducive tO success It is the intention of
the project personnel that, at the end of it's term, the Swazi
professionegls will be gpsorbed into private—-sector horticultural

endeavors in Swaziland.

P. Farmer Benefits and Expansion Potential

Ic is estimated that the individual participating farmer

family W'll benefit with & net income of up to E 14,000 per
annum, assuming production levels as indicated in the Technical
AnalySLS (isee SectioniiBmt s #The Pananciecd Analysis (see Section
III) assumes peak produc::on of 270 ha. This represents less
nan 25 percent of the land vailable for small-scale irrigation,
hence the Droject nhas ext rs ive expansion capabilities.

1
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. Obieczive:

The objectlvn of this contract is to obtaid the pe*sona‘
services of Mr, Robert D. 3enton (Contrac¥or) to perzorm
duti=s as a Project Manager in che office of Project

Development/Private Enterprise (PD/PE), ysaID/Swaziland.

B. Specific Duties

The Contractor will be resoonsible to the Agricultural
Development Officer in the Office Drogec'
Development/Privace Enterprise.

The Cropping System Resea:z ch and Extension Tralnlng Project
(CSRET) has in the past tWO YearLsS shifted much of its thrust
to accelarating the commerc*a‘iZatwon of agriculture. The
follow on project, Commercial Agriculture and Marketing
({CAPM), has exoanded that ‘ocus and will in Phase II move
toward a fully privatce2 secior approacnh. The new Small
Business Development project, althougn focused on Swazi
Business Development in gene*a1 will encompass
agri-business. The nead oL cloce coordination of all three
activities 1s apparent.

=ne contractor, as Project Manager, will repor:t to the
Agricultural Developmenc Officer (ADO) in the Offlce ot
Projectc Developmenc ano orivate ESnterprise (2D/PZ) in
USAID. mh*s 2SC position is being cr eated to increase the
apility of USAZD Swaziland to eflfectively develop, monitor
and implement activicies within its commercial agriculcure
and priva:ze sector por::o1 os. The contraccor will work in
a ser a3 of areas, including identification of crops ZIor
regional markets, introduction of the scace of the arc
technoiogy in commerc-al production, D: ocessing, and
marketing fresh produce st:engthenlnc farmer associations,
and reso1v ng o:ocucc*on, auallty, credit and otner
constraincs to small farmers' crop commer cialization in
Swaziland. Assigned projeccs would include, CAPM I and CAPM
II (shortly under aeveWOPment)

DUTIES AND RESPONSIBILITIES

1. Assume all project management responsibilities of CAPM"
Phase I project;

2. Take a leadership role in the design and development of
CAPM Phase II and assist in the Dreoaratwon of Project
Identificat.ion Document (?ID) and Project Paper (pP);

3. Become knowledgeable about the Swaziland small farm
commercial agriculiture and ag: ibusiness sector,
maintaining re-a;:o snﬂos with & wide spectrum Of

reiazced to th=2

ture

commafc;al'z ion of ag:icu;ru in Swaziland;
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11.

12.

13.

14,

=

I7

Keep the ADO\and the QOffice Chief fully %gp:ised cf the
status of implementation of assigned projeccts;

Maincain close and continuous liaison with Grantee
management, briefing and assisting such management as
necessary on AID prLocurement policies and requirements;
calling actencion to project implementation issues,
protlems, and/or recguirements in a timely manner; and
monitoring the substantive and technical actions being

taken to manage the project;

Be fully gualified tc provide advice to Grantee
organizations about tne provision of credit for small
farmers and agripusinesses in all its aspects;

plan for project evaluations of assigned projects;

Work witn Grantee counterparts to develop procedures for
gathering, collating, and reporting of basic data on
project implementation and impact for the purpose of
project evaluation:

Systematically vis - project sites related to assigned
projeccts.

}—

, USAID/Swazilani

n persons outside these
which are peing
ojects;

Coordinate with Grantee oflicia
offices and where appropriatce W
institutions, activities/projec
implemencted under the assigned

HoANE!

Ed
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Draft or assistc in the preparation ol project documents
such as Project Imnlementacion Letters (pILs), Project
Implementation Ord=rs (?10s), waivers, semi-annual
projec:t implementation reports and other project related
documents;

Prepare specific studies and recommendations, as
assigned, =valuating current .problems and possible
interventions in projects under the Project
Development/Private Sector Office;

Assist the ADO and the Chief of the Project
Development/Private Sector Office in the analysis of
social, economic, financial and technical feasibility;

Monitor project finances;
Coordinate with Grantee counterparts to assure the

development of comprehensive vearly implemencation plans
and budgets for assigned projects;

Uncdaerzaxe ozher USaID/Swazlland ducies as assigned
mhese are porimarlly axpected to D re’azed to tne2
Prctecs Dewvslcpmenc/Privacs 52Cior Qffice activiziesz;
anc
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