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I. EXECUTIVE SUMMARY 

The goal of the USAID RAAPS/Poland project is to increase competition efficiency and the 
productivity of Polish agriculture in a free market economy. The RAAPS/Poland 
consortium assists firms in the food processing and agricultural input sectors to become 
efficient, productive, and financially viable. The strategy to implement this is to develop 
and implement business plans in agribusinesses to strengthen their ability to operate as 
private competitive enterprises. The consortium has implemented a systematic approach 
to the monitoring and evaluation of project activities which incorporates benchmarks and 
objectively quantifiable outputs. This provides clear indicators against which to measure 
the success of the activities in providing long-term, sustainable impact. The other 
activities--faculty training and management workshops--serve as a foundation from which 
long-term technical assistance interventions naturally proceed. The project is unique 
within Poland in its development of in-depth business plans for the organizations 
participating in the long-term technical assistance program. 

Activity 

Land O'Lakes conducted two in-country management workshops in Intermediate 
Marketing. Follow-up evaluation interviews with past workshop participants garnered 
success stories. Participant training in Memphis, Tennessee, brought twelve Polish 
agribusiness executives into close contact with leading-edge agribusiness concepts, 
activities, and practices. Thirteen Polish professors traveled to the University of Minnesota 
to work with professors there on curriculum development in international trade and 
agricultural policy, strategic and operations management, and marketing and cooperatives. 

The core of the RAAPS project is long-term technical assistance to about thirty 
agribusinesses in the four targeted agricultural sectors of grain processing, meat 
processing, fruit and vegetable processing, and agricultural input enterprises. For each 
candidate, a business plan is formulated and specific business concerns addressed. 
Technical assistance continues to previously selected candidates. In March, the AID 
project officer, Abdel Moustafa, visited two of these technical assistance projects: the 
Ostroda-Morliny meat operation in Ostroda and a fruit and vegetable processor in 
Olsztynek. Over the past quarter, the selection process narrowed a field of 150 
companies to 50, from which another 20 or so will be selected for interventions. 

Program Coordination 

The consortium team members work together closely to ensure a coordinated effort. 
Land O'Lakes and Sparks Companies plan activities jointly to implement the RAAPS 
program activities. The Land O'Lakes Warsaw office provides in-country support for 
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Land O'Lakes' and Sparks Companies' activities. The Foundation for the Development of 
Polish Agriculture (FDPA) assists in the long-term technical assistance interventions. The 
University of Minnesota works closely with Land O'Lakes and the Olsztyn and Krakow 
agricultural universities to help them prepare for the technical assistance process. 
Professors at the agricultural universities in Olsztyn and Krakow participate actively in all 
phases of the long-term technical assistance interventions. 

The financial report is Attachment A. 

II. PAST QUARTER'S ACTIVITIES 

The consortium has structured a program in which the interrelationship between activities 
provides a coherent and focused approach to privatization. Each activity has been 
designed to contribute to the others, and ultimately to support the technical assistance 
process, which is at the core of the project. 

A. Management Seminars 

In-Country Workshops 

Land O'Lakes presented two marketing courses this past quarter. John Hovanec and 
Polish co-trainer Piotr Romanowicz taught a 4-day Intermediate Marketing course 
February 2-5 in Krakow to 12 women and 18 men. A specialized 3-day Strategic 
Marketing course was presented February 7-9 in Krakow to 18 male and 8 female 
Agros Holding employees. The course presented to Agros, a conglomerate involved in 
wholesale and retail of fruits and preserves among other endeavors, addressed the 
specific concerns of the company. It provided the opportunity for two disparate 
upper-management groups within the company--the marketing-oriented managers and 
the production-oriented managers--to come together and begin a dialogue on how 
marketing can be used to further the success of Agros. 

The intermediate marketing workshops are designed to aid companies undergoing the 
transition to privatization in a free market economy. As the economy makes a 
transition from one where commodity food products prevail to one in which food 
processing is more important, companies are eager to develop new food products, 
new brands, new pricing, distribution and promotional strategies. The marketing 
efforts are based on something new and unheard of in years past--meeting consumer 
needs and expectations rather than state directives. Case studies based on Polish 
conditions have been designed for the workshops. The workshop instruction is 
structured to go hand in hand with technical assistance interventions. 

The Impact section of this report relates success stories from participants of past in
country workshops. 
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Management Seminar in U.S. 

Sparks Companies presented an executive course in agribusiness management to 
twelve Polish upper-level managers of Polish enterprises the week of February 7-1 1 in 
Memphis, Tennessee. Representatives of the organizations actively involved in RAAPS 
technical assistance efforts attended the seminar. They work in the meat, fruits, 
vegetable, honey, flour, feed, and seed industries. A variety of experts taught 
segments covering futures markets, risk management, price forecasting, hedging, 
options, and cost benefit analysis. Additionally, away from the classroom, the 
participants were introduced to business persons, participated in daily strategy 
meetings at Sparks' headquarters, and visited a variety of business facilities in the 
Memphis area. The seminar was designed to bring Polish agribusiness executives into 
close contact with leading-edge agribusiness concepts, activities, and practices. Some 
of the participants discussed possible joint ventures with U.S. firms. 

B. Faculty Training 

The Center for International Food and Agricultural Policy of the University of 
Minnesota hosted thirteen Polish university professors February 14 - March 11 in a 
program aimed at developing teaching capabilities and curriculum in these three areas: 

International Trade and Agricultural Policy (2 professors) 
Strategic and Operations Management (6 professors) 
Marketing and Cooperatives (5 professors) 

The Polish professors worked in small groups, under the direct supervision of seven 
Minnesota faculty members, to structure courses, develop curricula, lectures, case 
studies and textbooks. The materials developed during these seminars are returned to 
Poland, where the individual professors translate and adapt materials to Polish needs 
and proceed to develop a full course curriculum. In April and June, University of 
Minnesota staff undertake the second part of their educational program, where 
professors travel to Poland to assist the Polish professors with follow-on technical 
assistance. 

This portion of the RAAPS program is crucial to the long-term success of the overall 
program because it prepares local professors in the areas of expertise on which the 
agribusiness sector will depend to become competitive. Past participants of the 
University of Minnesota training have become partners in the RAAPS program, 
participating directly in workshops as teaching assistants and as consultants in the 
long-term technical assistance interventions. 

C. Technical Assistance 

The strategy of the long-term technical assistance is to develop, implement, and 
monitor business plans for approximately thirty agribusinesses and thereby strengthen 
their ability to operate as private, competitive enterprises. To ensure that these long
term interventions are successful, the consortium has adopted a consistent and 
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systematic methodology under which each individual intervention will have a 
workplan, with benchmarks and clear and quantifiable objectives to be monitored 
throughout the life of the project. The four targeted agricultural sectors are grain, 
meat, and fruit and vegetable processing, and agricultural input enterprises. Selection 
criteria for technical assistance candidates include size, ownership (must be private or 
in process of privatizing), financial condition, management, resources, and the 
potential for long-term impact on the organization. The six phases of the long-term 
technical assistance program are described in detail in the quarterly report for October-
December 1993. 

This quarter, the project team completed Phase II, the identification of 50 preliminarily 
screened ccmpanies, out of the pool of 150 identified in Phase I. Soon, these 50 will 
be pared down to about 20 to 25 candidates. Together with the seven organizations 
already in the technical assistance program, they will form the focus for the remainder 
of the RAAPS project. The implementation of the assistance phases is staggered, 
rather than concurrent, for the selected companies. Some will be in Phase IV while 
others are in Phases V and VI. 

A four-person team, comprised of Michael Gormley from Land O'Lakes and Tom Scott, 
Scott Richmond, and Jerry Leeper of Sparks Companies, traveled to Poland the second 
half of January to provide technical assistance to organizations in Phase IV of the 
technical assistance implementation plan. The objective of their trip was to pull 
together the business plans for these four organizations: 1) a meat processing plant in 
Ostroda-Morliny; 2) Olsztynek fruit and vegetable processing firm in Olsztynek; 3) the 
Central Seed Station in Radom; and 4) a sugar beet seed company at Ostrowiec 
Swietokrzyski. USAID Project Officer Abdel Moustafa visited the Morliny and Olstynek 
operations during his visit to Poland in March. 

1) Assistance for the Morliny meat operation focused on information systems and 
how to improve internal reporting of critical factors such as meat prices, 
procurement, and internal costs. The RAAPS assistance team wrote a business 
plan for a comprehensive management information system and for expansion of 
livestock procurement. 

2) At Olstynek Food Company, the team advised on how to best achieve the twin 
goals of increasing sales and rationalizing the product line. They made 
suggestions regarding use of a wholesale network and development of a sales 
force. The RAAPS consortium has been successful in writing a business plan to 
restructure the company and negotiate with bankers to restructure their debts. 

3) Preliminary business plan was presented to the Radom Seed Center, a complex 
operation in the midst of making a transformation from seed production to retail 
operations, and preparing for privatization. 

4) The preliminary results of the business plan for Ostrowiec Seed Company were 
presented to management. A key recommendation is the establishment of 
regional sales operations to increase coverage of the company's sales effort. 
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The team also made a follow-up technical assistance visit to PZZ Plonsk, a flour miller, 
where they concentrated on activities such as direction on contacts for joint venture 
activities and Western suppliers of needed technology. 

Technical Assistance Coordination 

The RAAPS consortium had a meeting January in Olsztyn, where all the co-trainers 
and co-technical assistance providers were present: Land O'Lakes, Sparks, ART-
Olsztyn, FDPA, and the Agricultural Academy in Krakow. The meeting focused on 
exchange of information regarding the status of current technical assistance projects 
and on evaluation of candidates for future technical assistance. It also provided a 
review of financial software, with much hands-on computer work, so that all became 
comfortable with the methodology process and criteria. 

Polish professors in Olsztyn and Krakow and the FDPA employees are heavily involved 
in all phases of the technical assistance methodology, working in close cooperation 
with Land O'Lakes and Sparks Companies. This ensures institutionalization of the 
privatization process. Once the RAAPS/Poland project is completed, these Poles will 
possess the tools they need to continue as advisors and educators to others. 

Ill. IMPACT / SUCCESS STORIES 

A. In-Country Management Workshops 

As a part of a monitoring and evaluation system, workshop participants are interviewed 
after completion to determine how they value the training and how they have applied what 
they learned. The purposes of the follow-up interviews are to determine the training's 
impact, to incorporate participants' feedback into improving the workshops, and to identify 
potential technical assistance candidates. 

Recent evaluations have revealed positive impact/success stories. The participants credit 
their attendance at the marketing and agribusiness management workshops with 
contributing to their success. 

Customized Marketing/Distribution Course for Aqros: 

In an April 1994 follow-up interview, Wieslawa Godlewska, deputy marketing manager in 
Bialystok for Agros, reported that their sales have been growing for the last four months 
and reached 16.6 billion PLZ in March. It is difficult to say if the increase was due to 
participation in intermediate marketing in November 1993, but Ms. Godlewska thought 
there was some influence. Agros has extended their promotion efforts to using other 
methods such as new brochures and consumer-testing of product samples in stores. Ilona 
Serafin, Agros marketing manager at Szczecin, has observed more customer loyalty to 
Agros after they changed their product, applying methods learned in the course. They 
adjusted the product packaging size to customer's needs and developed new, more 
appealing labels that clearly describe the product. 
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Intermediate Marketing Course: 

1) 	 Following recommendations made during a February 1994 marketing workshop, Adam 
Wystemp and his marketing department at the Byrom Fertilizer Production Center 
developed a new style of advertising campaign for the bulk products, which has 
increased the number of orders, the amount of product sold, and profit. Mr. Wystemp 
commented also on the opportunities the class provided in networking with other 
agribusinesses. 

2) 	 Ryszard Adamus, marketing manager at a feed operation in Wroctaw, was so 
impressed with the training he received at the intermediate marketing course in 
November 1993 that he has trained others within his company using the materials and 
examples. He said that the course revolutionalized thinking in the company. A 
marketing strategy has been developed and employees assigned to execute it. 

3) 	 Grzegorz Pazera, marketing manager at the Jedrzejow Brewery, attended intermediate 
marketing in February 1994. He said that he had participated in two courses with a 
marketing focus in the past, but ncne of them had provided him with so many 
practical tools within an overall marketing context. Specifically, he has been able to 
pay more attention to and improve the relationship with customers, develop 
promotional materials, and extend the distribution of the company product. 

Agribusiness Management 

PZZ Plonsk, a grain processing company and participant in the RAAPS technical assistance 
program, has lowered costs and increased its profitability. Elzbieta Gorska, trade manager, 
attributes this, in part, to her participation in the agribusiness management course 
November 1993. The cost materials have been used in development of analytical models 
for the grain market by the economics department. The most valuable information for PZZ 
Plonsk concerned the commodity markets. Since the course they have started to monitor 
the soybean meal prices in several markets in the method suggested during the seminar 
and have lowered the costs of their purchases. 

B. 	 Technical Assistance Interventions 

To measure the output of the technical assistance, in place is a systematic methodology 
under which each individual intervention has a workplan with benchmarks and clear and 
quantifiable objectives. As the technical assistance intervention candidates move through 
the six phases of the intervention, the RAAPS consortium closely documents their 
progress and, thereby, the success of the RAAPS program in delivering its outputs. The 
technical assistance interventions aim to strengthen the candidates' profitability and 
market share. Specifically, the outputs are a rationalized production and marketing 
operation for the flour mills, a broader range of products and markets for the food and 
meat processors, and a stronger distribution and marketing networks for the agricultural 
input firms. 

A U.S. internship for Kazimierz Simak, the general manager of the PZZ Plonsk grain 
processor, resulted in serious commercial venture discussions with a major U.S. 
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corporation. Simak attended the agribusiness management seminar in Memphis in 
February, then traveled to Minneapolis for an internship, where he visited International
 
Multifoods, Pillsbury, and Cargill. He met with Cargill and discussed commercial
 
possibilities in grain warehousing and pasta production. Linkages such as this, between
 
Polish and U.S. firms, create a win-win situation for Polish and U.S. businesses.
 

IV. NEXT QUARTER'S ACTIVITIES 

A. Management Seminars 

In-Country Workshops 

For the next quarter, six Intermediate Marketing workshops and two Agribusiness 
Management workshops are planned. Evaluation follow-up interviews with 
participants of past workshops will continue as before. 

U.S. Training 

To strengthen the Polish fertilizer industry, ten key representatives of the industry and 
its distribution system participate in U.S. training April 9-19. The objective is to 
expose the participants to U.S. practices in fertilizer processing and in the formation of 
dealer networks that act as a private advisory service. The fertilizer processors are 
improving their operations in order to compete in the ever-competitive agricultural 
input marketplace. The participant training is part of a longer-term assistance for the 
fertilizer processors in which they will learn how to form dealer networks that advise 
farmers which fertilizers are appropriate for their individual farms, how to apply them 
economically, and according to ecologically sound practices. The U.S. training partner 
in this effort is the International Fertilizer Development Center. 

B. Faculty Training 

In April and June, four University of Minnesota faculty travel to Poland to assist the 
Polish professors with follow-on teacher workshops in the areas of marketing, 
strategic management, and international trade and agricultural policy. 

C. Technical Assistance 

In April, Tom Scott and Scott Richmond of Sparks and Polish counterparts draft the 
business plans for feed mills in Olsztyn, Ilow, and Ilawa from northern Poland. 
Technical assistance teams from the U.S. will travel to Poland to assist three or four 
firms per month. Several new organizations are assisted each month, while assistance 
for other organizations continue into later stages. The cooperating groups in Krakow, 
Olsztyn, and FDPA will continue to select firms for business plan development and 
begin assistance. 

RAP\941 QTR.REP 

Land O'Lakes, Inc. 
 7 



ATTACHMENT A
 

Financial Report 

Land O'Lakes
 



RESTRUCTURIN 3 AG IN POLAND 
# EUR-0024-A-2042-00 

FINANCIAL SUMMARY 

Expenditures 
Actual Actual Projected 
Grant 01/01/94 04/01/94 

to Date to 03/31/94 to 06/30/94 

1. Direct Labor $119,670 $18,261 $24,109 

2. Fringe Benefits 39,034 4,928 5,786 

3. Consultants 79,003 16,651 34,410 

4. Travel/Per Diem 85,152 12,921 43,517 

5. Expend. Supplies/Materials 13,464 9,875 6,891 

6. Nonexpendable Equipment 20,427 0 0 

7. Subcontracts/Subagreements 606,149 193,195 103,000 

8. Other Direct Costs 123,C39 32,128 64,017 

9. Evaluations 0 0 0 

10. Indirect Cost 256,695 61,270 74.,473 

Total Federal Funds $1,342,683 $349,229 $356,203 

This report represents a summary of actual and accrued expenses 
for the referenced agreement or grant. If accrual expense 
amounts were not available for activities occurring in the 
reported quarter, those expenses will be included in the next 
financial summary. 


