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I. Preface 

The evaluation team first met in Washington, D.C. for two
 
days of Team Planning Orientation, led by Bill LeClere, who
 
had previously worked to help structure the current MOA system.
 
The U.S. team was then joined by Ms. Carleen Gardner, a sociologist
 
who had done the original social soundness analysis, Mr. Leslie
 
Orr, from PAMCO, of ~~e Ofiice of the Prime Minister, and Alex
 
McLean from the Data Bank of the MOA.
 

The team made several intel.:views with all of the staff during
 
the course of the 3-week period allocated for the evaluation.
 
Sever-al field trips were taken, to a livestock market in Santa
 
Cruz, a ~mallstock market in Old Harb~ur, several parish markets,
 
and to six potential producer marketing organizations (PMOs).
 
Visits were made to Douglas Castle, Christiana, Southfield,
 
Bushy Park, Spring Plain and Ebony Park. At each location,
 
except Spring Plain the team met with the board of directors
 
and several farmers.
 

Many collaborating organizations were also contacted, most
 
notably, Agro 21, National Union of Cooperatives (NOCS), h~C,
 

private exporters, FAO experts, and the ~oronation :.larket.
 

The team wishes to express its sincere thanks to all members
 
of the MACD staff for their gracious cooperation without which
 
these findings would have been impossible to attain.
 



II. Review of Prcject Goals and Puroose 

The original project was designed to increase farmer incomes, 
reduce food costs, and increase higgler or trader earnings. 
These goals were to be achieved by reducing post-harvest losses, 
increasing the volume of produce marketed, and reducing 
marketing margins. The project paper suggested parameters of 
35% to 25% for post-harvest loss reduction, an increase of 
5% in production and a reduction in marketing margins from 
68% to 60%. In reviewing these goals, the evaluation team 
finds tha~ to be conservative at best, but can find no evidence 
to suggest that the specifice levels of losses and margins currently 
exist or not. Nevertheless, they do not seem to be unreasonable, 
nor do the goals appear to be unachievable over the long-run. 
However, it does seem to he presumptuous that these goals would 
be achieved within a short time horizon. A ten-year period 
might be more realistic for achieving these benefits on a global 
basis. 

In looking at farmer incomes, three appr~aches can be taken. 
One is to increase acreage at given income levels. The second 
is to increase productivity rates per hectare. Third is to shift 
to higher income crops or crop combinations. All of these 
techniques are to be used in the project with emphasis being 
given to the first and third. Food costs can be reduced by 
lowering the price consumers must payor by increasing the 
nutritional value per dollar spent. It is presumed the former 
will be pursued more than the latter. Increasing marketing 
agent incomes is much more difficult to achieve, but some of 
the models in VII will show how this can be done. 

The elements of this project are fairly standard for a marketing 
project designed in the late 70's. However, there are few 
projects like this one which have succeeded and the original 
design did not take into account the many failures which have 
occurred over the years in building marketing infrastructures, 
namely terminal and sub-terminal markets. Nevertheless, with 

"modest adjustments to the size of the infrastructures recommended 
and incrEdsed support for the marketing operations per se, the 
project should be in a position to achieve a good share of its 
expected benefits. 

Phase I of the project focused on developing an awareness for 
marketing activities in the Ministry of Agriculture. This was 
accomplished with a high level of success when judged against 
the standard of similar projects throughout the third world. 
A marketing division was established with technical components 
in market information, market research, training, marketing . 
extension, and quality assurance. A separate structure has 
been created within the MOA and capable staff have been recruited 
to work within it. Although not all of the allocated positions 
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have been filled, some of which are critical, a substantial 
mass has been gathered together to promote marketing activities. 
72 out of 94 slots have been filled, and several activities 
are on-going and will be reviewed in the next section. 

~hase II of the project envisions 25 assembly and grading 
stations (AGSs) and four sub-terminal wholesale distribution 
markets (SWDMs). The AGSs will be managed by producer marketing 
organizations, (PMOs). The project will provide foreign exchange 
and local currency for constructing these stations and markets, 
equipment for grading and packaging, vehicles, and some cold 
storage. 

In establishing the MACD in Phase I, the project would provide 
GOJ funds for its operation. In addition, foreign exchange 
would be disbursed from USAID for technical assistance and 
overseas training. 

In reviewing this project, it is obvious that Phase I was well 
designed and has evolved in a timely manner, in spite of the 
setbacks incurred early in its implementation. The original 
technical assistance team was incapable of adjusting to Jamaican 
staff and bureaucracy, and was terminated before a year had 
~~ssed. A new consul~ing team from RONCO was contracted in 
Acril of 1983, and ha~ worked auite well with the Jamaicans 
since that time. They are well -respected and technically 
qualified to do the job. 

With regard to Phase II and the 25 AGSs and 4 St~Ms, a critique 
is in order. For an island the size of Jamaica with a population 
of 2.2 million and only 176,000 small farmers, 25 large scale 
AGSs is inappropriate. Domestic produce does not benefit to 
any degree from excessive grading. Some benefits will accrue 
to assembly activities and spatial coordination of supply and 
demand, but ts stations is excessive. However, if the AGSs were 
to be modified in size ~nd~ln the volume of .through-?ut required 
to break even, then 25 could be viable. 

On the other hand, .4 major SWDMs would be unrealistic under 
any circumstances. But since the SWDMs were designed to be 
half produce and half livestock, a proposition which the MACD 
and Jamaica Livestock Association feel is inappropriate, two 
produce and two livestock SWDMs have been suggested at a scaled 
down level. 

III. Achievements to Date 

Phase I of the project can be considered to be successful.
 
The MACD has been established and an awareness of marketing
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issues is felt throughout the Ministry. From a technical 
viewpoint, the following achievements can be observed. 

~!arket news seems to be the most advanced activity, with prices 
be~ng collected ~~ree times a week on over 20 commodities from 
Coronation market and other satellites in Kingston, plus four 
regional markets spread througho.ut the island. Prices are recorded, 
published, broadcast, and distributed, daily and weekly. Situation 
and Outlook reports are also being developed for several cc~~~­
modities. The program is th.e most advanced that the evaluation 
team has seen operating anywhere in the third world. 

The market research unit is saddled with a heavy workload. 
Initial!y, this section was charged with developing the feasibility 
studies for all the PMOs. This is an extensive task, and a lot 
of staff time has been dedicated to this end. Given the some­
what marginal value of the results of such limited studies, staff 
may be more efficiently employed if transferred to other research 
tasks. 

The training function within the MACD is still somewhat ill­
defined. Discussions over how to accomodate long-term training 
when short-handed never end. New accomodations for overseas 
coursework are being developed with the University of Florida, 
whereby students may study a semester ,at a time and return to 
work in the MACD for every other semester. This would reduce 
the length of their absence. Short-courses and training 
materials are being developed, and with the ne'tl arrangements 
with NUCs, it is hoped that the effectiveness of the training 
program will be enhanced. 

Marketina extension started slowly but has come on strongly 
in recent months. 'A highly motivated staff has been organizing 
PMO groups L'1 several areas, and six groups are presently 
being registered. The field staff we met were well qualified 
and quite capable of organizing and registering the farmers. 
Peace Corps, ACDI and PFP were helping out in 3 cases. Organizing 
the farmers into PMOs was originally left out of the project 
activities which was a serious flaw in the overall concent. 
Since this has been corrected, significant strides have been 
made towards achieving the projects ultimate goals. 

In order to assist in ?MO ~rganization and training, a separate 
project grant has been developed with NUCs to select PMO managers 
and field officers for training and eventual assignment in each 
PMO, for training of PMO 80ards of Directors, and for organizing 
future PMOs. 

nua 1 ity assurance has been establishing grades and standards 
for root crops, commodities which traditionally are not graded 
except by the traders themselves. Significant progress has been 
achieved to date. However, grades and standards on domestic 
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produce may not add value to the crops in terms of the value 
product after grading. Only some test marketing trials can 
answer this question. Nevertheless, as more produce is prepared 
for export, the role of this section will increase proportionately. 

In Phase II, achievements have been more modest. It has not 
been easy to register PMOs, sign up farmers and write contracts 
with MACD for expensive equipment. At presen~ five PMOs have 
been formed, with a few more ready to move ahead. Five groups 
were visited by the team, and appear to be ready to start operating 
as a PMO. The team met with the Board of Directors and several 
farmers in each case. 
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IV. Viability of the Assembly and G~adin	 ?~oducer Marke~ina 
- nizations l • s an ::ne ~. OJ sr-j b1!l'" i on '1p-k::Sf"s 

(SWDMs) 

IV.l	 Feasibility/Cotions Concerning P~D/AGS/SWDM Marketing S¥s~em 

A.	 The original project paper specifics :hat tw-enty-five 
Agricultural Grading Stations (AGSs) and four Sub-wnolesale 
Distribution Markets ($WDMs) for fresh produce and meat will be 
const:ucted during Phase !I of the project. 

B.	 Despite all the "feasibility" s~,:udies of positive PM:>s/AGs, it 
is not possible to suggest that the system as a whole, 0: e~~!n 
its individual parts will be successful (economically or 
financially sound) in Jamaica. There are simply too many 
untested and unmeasurable factors affecting total feasibility of 
the project. Failure in othe~ Caribbean count~ies of similar 
systems (U. of West Indies Repor~), many failures in other 
countries (Mittendorf FAD, letter to Mr. Zenny) and many 
failures in southern U.S. suggest that at best the whole project 
is a speculative venture. The options then are 1) cancel the 
project, or 2} despite limitations, assume that some 
?t-D/AGS/SWDM system is feasible in Jamaica. If Option 2 is 
chosen, then change and/or modify the o,:"iginally proposed system 
to a lIlOre practical and workable systam. The following 
suggestions for changes or modifications in project design are 
based on Assumption 2. 

IV.2	 Assembly and Grading Stations (AGSs) 

A.	 Nunoor - It is recommended t."tat: the immediate construction 
schedule for AGSs be reduced from 25 to about 6. 'The reason for 
this will become clearer as the report proceeds, and the six 
will be specified in more detail. 

B.	 Sizes of AGS' s Buildings and ~pment - As the proj~ct was 
initiated ~ or three years ago, the original buildings for the 
first two or three ?MD/AGSs were too large and over-designed and 
the original equipment too expensive for the proposed use or 
needs. The original building ~equirements have been scaled down 
(~edesigned by Urban Development Corporation (UDC]) based on 
specifications furnished by ~~CD/RONCO. 

Some of the original equipment was deemed unnecessary or 
over-designed and too expensive for Jamaica's initial use. As 
there has been so much discussion of the originally purchased 
equipment and its "excessive" cost, the o't"iginally-purchased 
equipment and the "extra" cost involved will be discussed in 
some detail. 
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The	 original equipment purchase was for US$979,336 to satisfy the 
needs for the first three PMO/AGS and for a red pea and potato 
grading line for Christiana Pota~o Growers Cooperative (CPGA) (see 
Exhibit A). One red pea line and the potato grading line amounting 
to U5$166,084 was ordered and funded under the Integrated Rural 
Development Project. However, the orders for one hydro-cooler, one 
utility line and three proposed yam lines were cancelled. About 
U5$80,000 for the hydro-cooler, US$81,000 for a utility line and 
U5$133,000 for the yam lines was recovered from the supplier. These 
cancellations result in a total encumbered funds of around U5$520,000 
estimate around $1,200,000 equipment needs for 25 AG5s. 

The original Packing Line Number 1, which combines a pepper, tomato, 
cucumber and mango packing line (initially scheduled for Bushy Park), 
was over-designed. The estimate for more appropriate equipment suggests 
around U5$130,000 could have been saved on this line (U5$80,000 of that 
figure was saved by cancelling the hydro-cooler). Similarly, for the 
original Packing Line Number 2, utility packing liue for various 
fruits and vegetables. One was cancelled for a savings of around 
US$81,000 of the two lines ordered an additional savings of $60,000 
could have been'made if more.appropriate equipment was ordered. 
For Packing Line Number 3, which was three yam lines, all were 
cancelled. 
Packing Line Number 4 - ~cceptable as is (red pea line). 
Packing Line Number 5 - P9~ato 9rading, washing and packaging line 
acceptable as is (for Christiana) . 
Cold Storage System - the ~~ is in storage but will be used. 

Of the total equipment ordered so far, perhaps $50,000 could 
have been saved on Line 1 and perhaps $60,000 could have been 
saved on Lines2. With a total possible unnecessary expenditure 
of $ 110,000 US, the options for the excess:··equi.prent are: 

1.	 Do nothing - use as is 
2.	 Sell Line 1 and b·u y cheaper equipment (the equipment 

has been offered to AGRO 21 for sale) 
3.	 Keep the equipment, but MACD/AID pay the excess costs 

over more practical equipment and that full costs would 
not be charged to the PMO/AGS that eventually will use 
the equipment. This would mean that MACD/AID would 
absorb costs of around $.1.10,000 US. 

Currently, bUilding design and equipment design are deemed to 
be appropriate for the locations, crops and volumes expected 
on the proposed AGS:, 

C.	 'Feasibility Analysis 

Feasibility analysis for the AGSs have been developed for 
Southfield, Bushy Park (Thetford), Dias, Douglas Castle, and 
Guy's Hill. The quality of the ana lysis has improved through' 
time and the Guy's Hill system and method of analysis will be 
used as a "model" for future studies. 
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A recently completed re-eva1eation of the Dias AGS has suggested 
that this AGS is unfeasible. Other analyses are in progress 
including Moore Town, Wai~a-Bit, Trinityville and South Manchester. 
A feasibility study of Rhymesbury (Ebony Park) is expected to be 
W1.dertaken soon. 

The feasibility studies are based on the general assumption 
that the AGS will receive some specified percentage of the total 
crop marketed from an area in a 5 mile radius of the AGS, and 
that a certain mark-up for grading and purchasing of 5 to 10% 
of the value of sales will be received for the grading services 
rendered. These assumptions are probably untestable ~~til opera­
tions actually start. 

D. Problems of the AGS concept 

A grading and packing sYstem contains the following elements 
for financial and/or economic success. 

1 - Production 
2 - Assembly 
3 - Gradin~ and packing 
4 Distribution of the packed product and sale or disposal 

of off grade products. 

As such, a system was not designed. The AGS design was for an 
AGS to stand in isolation. Project design did not include assembly 
nor distribution of the product. Assembly and the associated 
costs of loading and transportation to~e AGS was not incorp~rated 

into the project design. .~sembly can be a very costly and 
time consuming process. Perhaps a series of assembly locations 
needs to surround each AGS (Christian~ for example, has 26 assembly 
paints, and CPGA sends trucks to the different assembly points 
on a certain schedule). Small pick-up trucks, or in seme locations 
a group of donkeys may be necessary for efficient assembly and 
transport to the AGS. Similarly, large trucks (3-5 ton trucks) 
may be necessary for botn assembly and for transport of graded 
products to market. A recommendation is for at least one 3-to 
5~ton truck to be o~ed by each AGS. 

FinallY,from a comparative international as well as regional
point" cif ·-vie,W-;·· . _.. '. ­ .­ - cos ts of production are an integral 
part of the system. Conceptually, then, with an analysis of: 

Production costs 
Assembly costs 
Grading and packing costs 
Distribution costs 

one can n.ake comparisons among areas, and comparisons across 
countries, i.e. tomato production in Southfield compared to 
Ebony Park, or tomato production in either to costs in Dominican 
Republic, Mexico, Puerto Rico, etc. when the markets are the 
same (U.S. ~~d Canada, for example). 

lIf the proposed road is built to connect Dias to the market 
road, this area will become feasible. 
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A systematized approach needs to be taken both in proje<::t des ign 
concepts as well as i.n direct operations of the AGSs, as a 
grading and packing plant cannot exist in isolation but only as 
a part of a complete system. 

E.	 Problems of Volume ai1d Scale Economies - The success of an .a.GS
 
wi.ll largely depend on the services offered. Volume, phys ical
 
quantities per day times the days of operation per year, is
 
extremely important.
 

Overhead costs of plant and equipment are fixed and the larger 
the volume the less the cost per unit. This ties in to the 
concept of assembly and distribution being integral parts of a 
svstem. 

F.	 Capital Costs of Operations - A grading and packaging operation
 
has a need for considerable operating capital. Managers and
 
laborers have to be paid, as w~ll as container costs, and some
 
advance payment (before final sales) IJIUSt be made to members of
 
the PMD/cooperative. This may call for considerable operating
 
capital. T,Jhere, how, and wnen this operating capital will be
 
supplied to the AGS'ha;,.,--e not been specified in project design to
 
date.
 

IV.3 PMOs (Producer Marketing Organizations) 

Although PMOs are reported separately under another section, 
a brief discussion will be given here, and then a brief 
section will be given on PMO-AGS interactions ··and .some of the 
problems involved. The necessity for developing PMOs and the 
process for developing specific PMOs was determined after 
project initiation and instigated approximately eighteen 
months ago. The establishment of A PMO and a contractual 
agreement between the PMO and the Ministry of Agriculture 
(MOA) is a Condition precedent (CP) before agreement on the 
establishment and funding of an AGS and instigated about eight 
months ago. 

Several misconceptions in the establishment of PMOs existed :at the MOA before 
the arrival of the RONCO team-and to a certain extent, the same 
misconceptions affect the progress and length of time to effectively 
develop an operational ~tem of AGS. These misconceptions were a 
general misunderstanding and underestimate of the time and effort 
required to: 

1.	 establish an operational PHD 
2.	 to train PMO members and overcome the organizational 

problems tllat would be encountered 
3.	 select and develop leadership 
4.	 in getting erough grow-ers and volume for a Pt-O 
5.	 in establishing (legal) methods of incorporation when a 

cooperative was not an acceptable organizational structure. 
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6.	 in training and/or selection of appropriate managers 
the AGS would need. 

Currently, the MACO/RONCO teams are being quite realistic. 
Effective PMO development is regarded as the major st,umbling 
block for the instigation, of AGSs. The· National Union of Coopera­
tives (NUCS) is being retained to assist i.n training of PMOs 
and assist in the selection and training of AGS managers. The 
~ACD/RONCO unit involved in organization ~ld training must be 
beefed up and resources of other MACO/RONCO units must assist 
directly in developing information specifit::ally needed in PMO/AGS 
development. Specific recommendations conl:erning this will be 
presented later. Concerning the legal asp~lcts of incorporation 
(see 5 above) the M.~CD is exploring the use of the "Industrial 
and Providence Societies Act", which may be used in lieu of a 
cooperative per se. 

IV.4 PMO/AGS Interaction 

As a part of the Conditions Precedent for the establishment of 
an AGS: \-_. 

1­	 A clear title-to the site must be obtained. 
2.	 A feasibility study must be conducted. 
3.	 The PMO must be a legal organization. 
4.	 A contractual arrangement between a PMO and the 

MOA must be agreed upon and signed. 

Inherent in the process is that a manager of the AGS must 
be trained or obtained. This may partially be through NUCS, 
but the NUCS/MACD relationship is unclear. In effect, as I 
understand it, the NUCS will train prospective managers in 
business and cooperative management while the MACD will be 
held responsible for marketing training of the managers. A 
definitive agreement of authority, responsibilities, and' 
coordination of NUCS/MACD activities in cooperative and 
leadership training is, being developed., 

The CPs have not been fully accomplished-by any proposed PMO/
 
AGS to date. ~nd, therefore, no managers have yet been appointed.
 

IV.5 Numbers and Locations of I~~ediatelv Possible AGS~ 

A.	 Potential numbe~s and locations of AGSS 

MACD has been working with II ,lX)tential PMO/AGS~ to date, 12 if 
Christiana is included. Of the 11, feasibility studies of the .~GSs 
fBve been completed for five: Southfield, Thetford (Bushy Park), 
Douglas Castle, Oias, and Guy's Hill: other potential locations 
of AGS are Wait-a-Bit, Trinityville, South Manchester, and 
E~ony Park (Rhyrnesbury). A revised feasibility analysis of 
D1as (Nov 1983) has shown this potential AGS to be non-feasible. 
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Apparently, the greatest opportunity for establishing 
operational PMO/AGSs are (not necessarily in order) : 

1) Christiana 
2) Southfield 
3) GUy's Bill· 
4) Douglas Castle 
5) Ebony Park 
6)' Busty Park 

A longer run potential eXJ.sts at: 
7) milk assembly 
8) Mooretown 
9) Wait-a-Bit 

10) Trinityville 
11) South Manchester 
12) a fish assembly 

Feasibility studies for the latter have as yet to be completed. 

Because of the t~'emendous train.ing and educa tional efforts 
involved, and because no operational AGSs yet exist, it is 
strongly recommended that extensive efforts be made to get the 
first five PMO/AGS operational. Further, that new feasibility 
studies not be undertaken for any more than the nine PMO/AGS 
previously listed. If objectives of the total project are to 
be accomplished, .a few operational AGSs are an absolute must. 
Further, for the time being, no effort would be expended on 
expanding the list of nine, until one or more AGS are operational. 

B. MACD Organizat~ou~l .groblems 

It is strongly suggested that diffusing the work of the teams 
involved in organizing the PMOs and obtaining the CPs for each 
AGS to try to obtain the 25 PMO/AGSs is entirely out of the 
question from the standpoint of staff time, but also limited 
by the true politics of these types of operation which might 
possibly evolve over a 5 to 10 year period in Jamaica. 

If and When successful. PMO/AGS are established and paying 
reimbursement for the invested capital, these returns could 
then be put into a revolVing fund to develop possible poteotial 
AGS above the nine previously listed. 

C. Problems and Opportunities to Establish the First Six AGS 

It is the teams opinion that perhaps six operating AGS could 
be establist.ed in a very short time. Opportunities and problems 
exist at all of these. (If there were no problems, they would 
already be established.) The following are some recommendations 
for some specific actions which could overcome some current 
obstacles: 



1. Assign the District Marketing Specialist in each area
 
to work solely and entirely on PMO/AGS problems. For example,
 
he might be appointed as an ex-officio member of the board
 
and as Secretary of the PMO/AGS. In that ca,acity he could
 
take care of many communicational, educational, and organization
 
functions and obtain faster action by PMO leadership.
 

2. Opportunities for Christiana - The CPGA is an established 
cooperative and is not a problem organizationally. An opportunity 
may exist for the development of a frozen french fried ootatq 
operation. Apparently there are three small scale frozen french 
fry. ~roceasors in Jamaica (at least 2 in Kingston and 1 in Montego 
Bay). As frozen french fry production is a weight reducing 
technology (only 50~ of the weight of the raw product is shipped), 
the optimum locations are in productive areas rather than 
onsuming areas. Finally, refrigeration needs are high in 
frozen french fry production and CPGA currently has excess 
refrigeration capacity. Finally, Burger King and other operations 
have expressed interest in frozen french fries. Perhaps a brief 
study by outside consultants could explore the potential feasi­
bility of this opportunity. 

3. Southfield - Apparently progress at Southfield is being
 
held up by the Conditions Prece.demt. (CP) largely because of an
 
early report which questioned water availability for the AGS.
 

-MACD/RONCO	 specialists suggest that water is needed only for 
a carrot working line and that their estimates of water needs 
are a fraction of those in the original report. Our information 
suggests that the water needs' are adequate. for an AGS and 
that the development of the AGS not be held up because of the 
misinformation in the earlier reports. 

4. BusnyPark - A problem here is in leadership being unable
 
to get an action project going (see item 1 above as a possible
 
solution). Further, USAID apparently doesn't accept the idea
 
of an AGS for 8 to 10 larger farmers. Possible .solut.icons alte
 
the expansion to many. more small farmers (which several of the
 
leaders agree to), a possible change' in leadership and direct
 
involvement of the District Extension Marketing Agent as his
 
so le activi ty. -... .. .. 

5. Ebony Park - An immediate abbreviated feasibility study
 
should be conducted. As this is a new development, approximately
 
110 farmers with 5 irrigated acres each, the farmers can easily
 
be reached. Further, a facility, electricity, and water are
 
already available. Essentially all that would be needed is
 
packing and grading equipment. A higgler interview probably
 
would not be necessary because of the "newness" of the area.
 

6. GUy's Hill - The feasibility study for this proposea
 
AGS was probably the best feasibility study. The results are
 
quite favorable.
 

7. Douglas Castle - The farmers, in general, in this area
 
are not as advanced as in some other areas. This area will need
 
considerable "hand holding" - See comment 1 above.
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IV.6 Organization and Operation of ~~CD/RONCO 

The organization and operation of MACD/RONCO will be reviewed 
only as it affects the direct establishment of operational 
AGSs. Phase I, of the total project, the establishment of 
an MACD division has been accomplished. The MACD was established 
in the MOA and most units are functioning qUite well, although 
the Market Research Unit has been constantly and seriously 
understaffed. Phase II~ the development of operation~l AGSsand 
SWDMs is considerably behind schedule. 

The establishment of legal PMO~ was not started until RONCO 
appeared on the scene in March or April 1983. Since then, the 
work load of the unit end individuals gj ven this assignment (to 
establish PMO~) has been tremendous While the unit and individuals 
are highly competent and dedicated, the pressure to develop 
operational PMO/AGSs ha~ been high. Therefore, we strongly 
suggest that the units responsible for Market News, Quality 
Assurance, Training, Market Research and other units divert 
some of their efforts toward work more directly related to 
the establishment of PMO'S/.~GSs. 

Market Research has largely been tied to feasibility studies 
in the sense of a legal requirement -- as a part of the CPs. 

'Each potential AGS had to have a feasibility study conducted 
which showed social, economic and financial feasibility of 
the venture. In a non-legal but practical approach, even 
after a feasibility has been accepted, there is much market 
and economic research to be conducted for the PMO/AGSs. 

We recommend that except. for Ebony Park, no new feasibility 
studies be conducted at the present time. Those SUbstantially 
in progress might be completed but no new ones initi~ted. And, 
that the Market Research Unit reallocate its efforts, along 
with other MAGD units to (but not restricted to) the following 
concepts and/or approaches: 

1.	 Detailed .market analysis for PMOS/AG5&. 
(a)	 In depth studies of Hotel, Restaurant and Institutional 

(ERI) markets in Jamaica 
(b)	 More definitive work on sales through retail stores 
(c)	 the potential export market 

2.	 Experimental research - Does it pay to grad~? Actual 
experimental sales tests at retail, Wholesale, niggler 
and ERI marketsof various graded commodities should be 
conducted. 

3.	 Seasonal cropping patterns of each PMO as related to 
seasonal prices, possible modifications of cropping patterns 
to take advantage of seasonal price increases. 
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4.	 Opportunities for special crops or commodities for 
special markets. 

5.	 Types and costs of packaging of graded products 

(a)	 By type of market, commodity by commodity 
(b)	 Reusable containers for special markets 
(c)	 Packaging requirements for export. 

6.	 Economies of Scale in Transportation 

(a)	 Size of Higgler vs.Size of AGS TRUCK and comparative 
costs from various producing areas to principal 
consuming areas. 

7. Economies of scale in Packing House Operations (AGS) 
(a)	 Cropping patterns and commodities to expand length 

of packing season. (Increase volume and time of operati< 
to reduce overhead cost). 

8.	 Marketing costs and margin studies 

1) cost of production 
2) cost of assembly 
3) cost of grading and packaging 
4) cost of distribution (freight) 
5) wholesale and retail margins 

(a) To	 ERI 
(b) To	 Higgler 
(c) To	 Retail 
(d) To	 Export· 

This work load should be a cooperative endeavor involving all 
MACD units, and activities should be coordinated through the 
MACD manager, with advice and coun~e.l of the Market Research 
Unit of the MACD. There are many examples where cooperation 
among various units on market research of direct potential 
value could be conducted. For examDle, item 2 above, "Does 
it pay to grade?1I Quality assurance could do the experimental 
grading, Market Research could set up the experimental design, 
and Market News monitor sales, and Market News or Quality 
Assurance do the analysis of and publication of results. Of 
course assignments may vary - but the concept of units working 
together to accomplish objectives to directly aid in PMO/AGS 
establishment and operation is a ~. 

IV.	 1· The Establishment of Subterminal Wholesale Distribution Markets 
'SWDMs) 

The suggestion in the original Project Pape.r that 4 SWDMs be 
established in Jamaica to handle produce and meat, as redistri ­
bu tion centers. is consi dered to be impractical. This is the 
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consensus of the review team. This review team consensus 
is backed by discussion with many MACD officials and unit 
heads. However, we wish to modify the original concept of 
the 4 SimMs to undertake who.le's.al:ing functions more needed 
and more functional in Jamaica. The concept of additional 
wtDlesale marketing facilities is sound. We recommend that 
funds be allocated from the original SWDM bUdget for the 
following: 

1 - A wholesale cattle and livestock "auction" associated 
with abattoir. 

2 - A separate wholesale or retail cattle auction not 
associated with abattoir. 

3 - Produce wholesale/retail facility in Kingston 
(a conversion of the Agriculture Marketing Corporation 
(~~C) bUilding in Kingston). 

4 - Place on reserve, the potential of a wholesale or 
sub-terminal produce and meat facility in Montego Bay. 

IV.8 Summary and Conclusion 

If a PMO/AGS and SWDM system is feasible in Jamaica, and many 
factors suggest that it is, then the organization, structure, 
and expertise is largely in place to operationalize the system. 
The MACD/RONCO personnel are by and large, eminently qualified, 
hard working, and geared to accomplish the objective of a 
more efficient assembly, grading and packing and distribution 
system for fresh produce, meat and milk in Jamaica. 

However, the original project paper proposal must be geared 
down and modified to fit operational conditions in Jamaica. 

The recommendation for an immediately attainable objective 
is to get six AGS in operation rather than the orig~nally 
proposed 25. These six would most likely be -

Christiana 
Southfield 
Bushy Park 
Guy's Hill 
Ebony Park 
Douglas Castle 

Others can corne on line in the future as efficient operations 
after the above six are attained. 

Finally, the original 4 SWDMs concept is considerably c~a~ged~ 
The recommendation is for wholesale m~rket~ specified 
by commodity and locationsa"s-_-indicated below~ 
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1.	 a wno1esale/retail livestock auction market with an abattoir. (This 
would count as two SWDMs, one for each component)* 

2.	 convert the Kingston h"l: market facility to a sub-tat1Ilinal wholesale 
market for produce. 

3.	 hold SWDM number four in reserve for a possible whole~~le
 
sub-terminal market for prcduce and meat in Montego Bay.
 

The costs for these markets would be reduced significantly as well, as is 
show"" in the new or revised budget, page 6 of Annex 2. 

*The abattoir w-culd be included if the MACD/USAID livestock taam agrees it 
is necessary. 



EXHIDI'r A 
COPY OF BID 

BID SCHEDULE 1 

NAME OF BIDDER: AMERICAN CONVEYOR CORPORATION IFB NO. MACD-2 

I'I'EM NO. 

1 PACKING LINE NO. 1 - COMBINATION PEPPER, 
TOMATO, . CUCUMBER, AND MANGO PACKING 
LINE WITII HYDROCOOLEn 

2 PACKING LINE NO. 
LINE FOR VARIOUS 

2 - UTILITY PACKING 
FRUITS AND VEGETABLES 

3 PACKING LINE NO. 
CHOP WASHING AND 

3 - YAM AND ROO'l' 
PACKING LINE 

4 PACKING LINE NO. 4 - KIDNEY 
CLEANING, ELEVATING, DRYING 
PACKING LINE 

BEAN 
AND 

5 PACKING LINE NO. 5 
SIZING AND PACKING 

- POTATO 
LINE 

WASHING, 

6 COLD STORAGE SYSTEM 

QUANTITY 
PRICE OF 
EQUIPMENT 

PRICE OF 
INSTALLATION 

'IOTAL PRICE 

1 243,816.00 11,990.00 255,806.00 

3 223,602.00' 18,570.00 242,172.00 

3 

* 2 

* 
1 

3 

127,128.00 6,225.00 133,353.00 

58,276.00 
. 2

N.A. 58,276.00 

119,512.00 6,045.00 125,557.00 

99,906.00 15,000.00 114,906.00 

* ONE KIDNEY BEAN LINE AND POTATO LINE 
ORDERED AND FUNDED BY INTEGRATED RURAL 
DEVELOPMENT PROJECT 

TOTAL PRICE OF 

INSURANCE 

ALL ITEMS 930,070.00 

7,835.00 

FREIGH'r 41,431.00 . 

GRAND TOTAL 979,336.00 

1. 'l'IUS BID IS VALID FOR 60 DAYS FROM DATE OF OPENING OF BID. 
2. N. A. 'I'HIS EQUIPMENT FOnMS AN IWfEGRAL PAll'l' OF ';'BF; S'l'ORAC;L;; AND FUMIGATING FACILITY 

AND WILL BE INSTALLED BY BUYER A'I' SI'fE AS 'UINS ARE CONS'rnUCTED. 
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V. Social Soundness Revisited 

V.l Introduction 

The purpose of this report is to summarize the findings of 
the evaluation of the progress of PMO development and the 
effectiveness of ~~CD strateav for cromotion and establishment 
of PMOs. To date, 6 PMOs arebetng -established, feasibility 
studies have been completed on one other and organizational 
work on Moore Town has been initiated. The pace of develop­
ment of PMOs has been slow and a number of organizational 
problems have arisen which indicated a need for more intensive 
inputs with regard to the social and educational components 
of the project. The proposed NUCs project will provide support 
for this aspect of PMO development. MACD has meanwhile assignedstaf 
tD Tdork with each PMC and is proceeding with a reasonable strategy
of organization. This report will summarize some of the 
probla~s and make recommendations for strategies to expedite 
organizational development. 

The original social soundness analysis identified possible 
socio-cultural constraints which might affect PMO development. 
In brief, these were: 
1.	 Farmers dependency in government 
2.	 Farmers lack of understanding of marketing 
3.	 Farmers unwillingness to pa=tici~ate in cooperative 

organizations because of fear of elite control and inequity 
in benefit distribution and past experiences with 
other cooperative ventures 

4.	 Farmers risk management strategies which could prevent 
them from selling produce t.o the AGS in preference for the 
certainty of higgler purchases 

S.	 Farmers low level of education 
6.	 Farmers individualism and consequent ~nwillingness to 

become financ;ially involved with other farmers 
7.	 Political partisanship and clientelism which result in 

inequity 
8.	 Community decisions along district ,lines 

Whil7 these constraints are evident in most of the. organizations 
exam~ned, MACD has attempted to address them and in most cases, 
has controlled the negative effects. 

Duri~g~our ~valuation visits, we met with the Steering 
Comm~~...ee Ot Douglas Castle, Busb.y Park, Ebony Park, Southfield 
and w~th the management of the Christiana Potato Growers 
Association. In general, the progress of all PMOs, while 
behind schedule, is impressive. Below we list the constraints 
and facilitators in each area relating to the develocment of 
the	 organizations. • 
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.Q..ouglas Castle 

A Steering Committee has been formed and a site identified. 
Land acquisition is in progress and the PMO has employed 
legal assistance. A membership drive has been launched 
to broaden the organization. Staffing for MACD includes 
an experienced extension man and a promotions officer with 
training experience. 

The PMO is poised for take-off, but requires considerable 
training and community support. Present constraints are: 
- Dependency on MACD for decision making and action 
- Poor planning and decision-making 
- Lack of a strategy 
- Poor analytic skills 

Unrealistic expectations in access to export market 
- Low mobilization of farmers 
- Difficulties in communication 
- Naed for input supply 
- Lack of data on production and marketing costs 
- Low literacy level of farmers 

There are, however, moving facilitators which make the 
success of the organization quite feasible. 
- Large volume production 
- Secure land tenure 
- Some farmers have direct access to market linkages 
.,. Considerable experience with JAS-AMC 
- Enthusiastic leadership 
- No political interference or partisan rivalries 
- Land availablility 
- PCV involvement and assistance 
- Good MACD staff 
- Effective control of clientelism 

Recommendations 
· Mobilization of farmers and community support 

Meetings on a district basis. are necessary to effect
 
registration of farmers, since the present strategy
 
of individual registration is slow and there is not
 
enough manpower to effect it in the time available.
 

· Training for Steering Committee 
The present committee lacks planning skills and has no
 
strategy for its own development. Early involvement of
 
NOCS in this PMO is reco~mended.
 

· Marketing and Production Information 
This PMO requires technical assistance regarding production 
costs for the crops that they are now growing. Information 
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outputs and various types of markets is also necessary. 
The Research Unit of MACD should provide assistance at an 
early date. 

Bushv Park 

This FMO is already a formal organization and is being assisted 
by 2 PFP officers. Membership is limited to a few larger 
farmers and there has been little progress due to lack of 
clarity on the role of the organization viz a viz the MACD. 
This organization has received an offer for export marketing. 
which i.t has been unable to' utilize because of production 
constraints, e.g., water and cost of inputs. 

Constraints 
- Poorly defined mission 

Elite membership to the exclusion of small farmers 
Poor leadership 
Lack of water for production 
Unrealistic expectations regarding MACDs role 

-	 Delay in design decisions for AGS 

Facilitators 
- Market opportunities 
- Considerable small farmer interest 
- PFP staff 
- Considerable institutional support from MACD, Agro 21 
- Well educated membership 

Recommendations 
•	 Redefine the mission 

The Permanent Secretary has agreed to assist the leadership 
to clarify its mission and develop a strategy for broadening 
the base of membership 

Farmer Education 
Considerable information is required to prepare farmers
 
for participating in the PMO, particularly since there
 
has been a misconception of the role of the PMO.
 

•	 Water and other production constraints 
The PMO is unable to address the marketing functions until 
production constraints have been removed. The need for 
water and cheaper input supplies dominates the concerns 
of members. MACD strategy should be to focus the PMO on 
alleviating these problems before attempting to deal 
with the AGS. 

·	 Production Costs 
The farmers require data on production costs for the proposed 
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crops and for th~ crops they now grow. Data can be gathered
 
from the farmer who is now growing for an export market.
 

Ebonv Park 

Tbis pre-cooperative has had three years of technical 
as~istance and training with at least one years experience 
of contract growing for exporters. The management is in 
place and the organizational structure is well established. 
The cooperative is in the process of registration and is 
now seeking credit assistance from ACB. 

The only constraint is the speed with which MAce can process 
the request for an AGS. No organizational work is required 
here; perhaps the only training and extension work required 
is in packaging and handling. 

Southfield 

There exists an established cooperative organization which 
is being developed with NUCS assistance. A site has been 
identified and production volumes make an AGS quite feasible. 

Recommendations 

· Production costs 
Standardized production costs for existing and proposed
 
crops is required.
 

• Markets 
Considerable information on local and export market
 
opportunities is required and the PMO has already made
 
a request to the MACD.
 

· Financial Management 
Because of the past experience of the cooperative in its
 
farm store venture, this PMO is concerned about financial
 
viability and credit. We recommend that MAce develop a
 
business plan for first year operation in conjunction with
 
the cooperatives management at an early date.
 

Guy's Hill 

The Guy's Hill feasibility study indicates financial feasibilit~ 
and the organization is ready for registration and training-. 

Recommendations 

· NUCS 
We recommend early involvement of NUCS in this PMO to
 
initiate training of the committee.
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Conclusions 

MACD has been able to identify 6 suitable PMOs and has 
achieved some measure of success in organizing these groups. 
Since MACD does not have the appropriate skills to under­
take further development of PMO to the stage of cooperative 
management, the NUCS project was initiated to close this 
skill gap. 

MACD has taken quite some time to carry out this first phase 
organizational work, b~l=ause of its overt skill deficits 
and also because organizational development does takfa time. 
Since the extension staff has not had experience in organiza­
tional work, it will be difficult for them to develop more 
PMOs without considerable neglect to those which now exist. 
Most of the PMOs are at the critical stage of mobilization 
which requires a high level of motivation, and enthusiasm 
to recruit membership, develop a clear mission and undertake 
tasks which should have a high success r~te to carry the 
groups through to the next stage. This requires close 
monitoring and alot of staff support. 

A missing element in the present MACD strategy has been 
technical information. ~he groups now require information 
and training in compiling production costs and evaluating the 
cost/benefit of marketing opportunities. The Research Unit 
should examine this as a priority task. 

Community support is also required and the various institutions 
in the target communities should be informed of the objectives 
of the project. Churches, schools, PTAs and Health authorities 
can be used to assist with farmer registration, di~seminate 

information, etc. 

The proposed involvement of NUCS appears to be just what the 
project requires at this time. Nevertheless, the institutional 
arrangements are not conducive to timely delivery of services 
and clarity of roles. The memorandum of agreement between 
the two organizatio~s is just the first step towards avoiding 
overlap and duplication. Accountability for the NUCS operation 
in the PMOs should rest with MACD Extension and some mechanism 
for ensuring this ,should be developed. The NUCS curriculum 
outline appears to be appropriate, however, full curriculum 
development should be accompanied by definition of the tasks 
and performance criteria for the PMO managers. A management 
system for PMO managers is required. It would be useful for 
the MACD Extension Staff to participate in aspects of the 
NUCS training since they will work al~ng with or perhaps 
operate in a supervisory role with the PMO managers. 
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Summary of Recommendations for PMOs 

1. Mobilizing Farmers 

The process of obtaining wide-spread membership in PMOs 
has been slow and we recommend that MACD Extension Staff 
- hold district level meetings for educational and need 

definition purposes 
- solicit assistance for existing community institutions 

to encourage membership and to register farmers 
- call a general meeting where registration has reached 

adequate levels 

2. Training 

Most committees lack skills in planning, decision-making 
and analysis of information. This has restricted their 
ability to progress or. a self-propelled path. We recommend 
early training to include the development of an organization 
plan of action for each Steering Committee. 

3. Information 

Production costs and marketing information are critically 
needed to ~upport PMO decision-making at this time. We 
recommend that the Research Unit provide this to each PMO. 

4. Reducing Dependency 

Wherever possible, MACD extension agents should act as 
facilitators or advocates for the PMO leadership. MACD 
staff should not undertake tasks for the PMO but with 
representatives of the PMO. 

5. Future PMOs 

The team has agreed that a strategy of concentrating on 
the 6 PMOs which have been initiated allows a much better 
opportunity for success than attempting 25 PMOs. Assigning 
one staff member to each PMO would then allow for the kind 
of' attention and activity which would accelerate the develop­
ment of these organizations. This would also allow MACD 
time to gather data on success criteria and development 
approaches which can be employed in developing less suitable 
sites. 

6. Peace Corps involvement in the PMO aspect of the project 
would not have a detrimental effect on the project, providing 
that the role of the PCV is clearly defined. Since critical 
support staff, 2 NUCS officers and a marketing extension officer 
will be in place, additional manpower could hardly have adverse 
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Short term trainin~ and diploma courses and in-service 
training are also useful strategies for immeciate skill 
up-grading which would have immediate impact on the project. 

Recommendations 

·	 MACD needs to identify the skills required for short and 
long term maintenance of the project. The training advisor, 
as a priority activit~ should conduct a needs assessment 
cnd c~elop a training plan to meet these needs. We strongly 
%:ecommend that a management development cou,rse be cono.ucted 
for first and second level managers in the project. 

This training plan should seek to exploit local in-service 
training opportunities as well as short-term overseas 
courses. 

·	 Training opportunities should be provided on a merit system 
and following staff appraisal. , 

•	 Training can also be used as an incentive to retain staff 
for the duration of the project 
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V.2 PMOs 

With the difficulties being encountered by MACO in establishing 
PMOs, no training has been mounted for these groups, except 
for Southfield, where NUCS has begun to train the committee 
in cooperative management. The constraints to MACDs delivery 
of appropriate training services in cooperative managa~ent 
have been identified and the ACDI-NUCS crooosal is an attemot 
to reduce these problems. - - -

This proposal provides an adequate methodology for training 
and management development for PMOs. It removes the respon­
sibility for mobilizing PMO members from the MACD which does 
not now have the skills, manpower or experi~nce base for 
this kind of activity. 

Interviews with the Permanent Secretary of the Ministry of 
Agriculture suggest that there is considerable institutional 
support for divesting the Ministry of this function. 

The Ministry is an excellent resource for technical information 
on production and the MACD is the only resource for information 
and training on marketing. There does not, however, exist 
a coherent plan for this aspect of training. Considerable 
development work on visua~ aids, demonstration kits, manuals 
and other me~hods appropriate to the level of education of 
the target groups will have to be done. At present, the role 
of the training unit has not been defined in light of the 
proposed role of NOCS, and this could create serious overlap 
and duplications in the project. 

The NUCS organization has the experience and skills to under­
take cooperative development and the proposal is feasible. 
The only modification which may be required is the time fr me 
for manager training which may have to be extended, depending 
on the level of education of the managers recruited. The 
proposal outlines a good training program which requires only 
development of a more skill-oriented curriculum. 

Recommendations 

.	 A memorandum of understanding regarding the joint and 
separate responsibilities of NUCS and MA:D is to be prepared. 
This should be regarded as an initial stage in the clarifi ­
cation of roles as more specific planning and coordination 
is required to achieve coherence. A direct reporting 
relationship between NUCS and the ~~CDs Marketing Development 
Unit must be developed, with MACD having responsibility for 
planning and coordinating. 

• A plan for marketing training should be developed 
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A set of performance criteria for PMO managers should be 
developed jointly by MACD and NOCS and a system of appraisal 
should ac~ompany the employment of these managers. 
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V.3 Marketing Intermediaries 

The project has not yet defined its objectives regarding 
intermediary development. Some efforts have been made to 
up-grade skills for butchers in the new markets being 
developed under the IADB rural markets program, and this 
has had some success. However, training in produce handling, 
grading and packing for intermediaries in the agro-produce 
trade has not been addressed. There is a prop~3al to direct 
training to exporters in order to support the implementation 
of the grades and standards now being developed. This seems 
to be a useful application of the limited training resources 
available to l1ACD. The task of market intermediary training 
is enormous given the number of intermediaries operating, 
the level of education and the methods of business management 
and produce handling now being used. 

Recommendations 

•	 Given the limited resources of MACD, the Division should 
clearly identify the target intermediary groups to which 
it intends to deliver training services. 
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VI. MACO Structural Probla~s 

Puroose of Project 

The overall purpose of the project still has validity - that of 
improving the incomes of producers, inter~ediaries and consumers 
involved in the Jamaican food system. However, whether these 
goals are mutually consistent is open to question. The marketing 
system can improve farmers' incomes by its effect on farm gate 
prices or on the volume of sales. If demand is elastic, reduced 
prices can cause an increase in sales as well as in to'cal revenues. 
Further, if intermediary costs are excessive due to an inefficient 
dis tribution system the quantities of product consumed will be 
reduced. This is a basic hypothesis of the MACO project. 

There is need for consumer demand analyses for the range of 
fruits and vegetables, roots and tubers that are expected to 
be marketed through the PMOs - AGSs. These would provide a 
method of estimating the possible quantities that would be 
demanded at alternative prices. Estimates of elasticities of 
demand would provide the key coefficient necessary for making 
reasonably reliable projections. Consequent to demand relation­
ships showing the potential price (and income) responses, 
analyses of distribution costs need to be carried out to determine 
marke~ing margins for the same range of products. 

VI.l Ability of MACO to recruit and retain staff 
•

MACO, as is true of all government organizations in Jamaica, has 
had and continues to have difficulty in competing for qualified 
skilled personnel. Typically, private enterprise is able to 
entice a majority of the dynamic, qualified persons. ~L~CO was 
able, during the first phase of the project to reduce the apparent 
disparities by starting many of its employees at higher than 
normal levels and accelerating their levels of r~Ruieration 
through merit increases which permitted salary advances of lO-lS~ 

per year. 

This monetary incentive is about to disappear as the salary and 
salary advancement system reverts to government wide standards. 
The staff is frightened of this prospect. Many staff have already 
resigned and those who have ot~er opportunities are giving them 
serious consideration. The MA/:D, if it is to attract and retain 
the calibre of staff capable of achieving the challenging objectives 
of the project will need to maximize its use of non-monetary 
incentives such as opportunities for training and acquisition 
of advanced degrees. 

Attitudes of some senior management officers do not support 
long-term training opportunities ostensibly because the MACD 
cannot afford to lose the services of staff for up to two years. 
This view is probably short-sighted and, if not modified, will 
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defer the achievement of the skill levels needed to upgrade 
and maintain a high level of functioning. So far, no long 
term training opportunities have been afforded and not a great 
deal of short-term. As mentioned, management policies have 
militated against long-term training. 

Recommendations 

•	 That the MACD division develops a strategy for improving 
the financial incentives for recruitment and retention of 
staff consistent with the legal and regulatory constraints 
of the GOJ and AID. Possibilities include greater use of 
contracts, houses and merit increases. 

•	 That MACD develop a coherent set of polici.es and strategies 
for employing opportuni ties for long-and short-term training 
in its recruitment and retention system for staff. 

·	 That MACD develops a plan to ac.coromoda:t:e a significant number 
of staff in opportunities for long-and short-term training. 
These could include both Masters and Bachelor~ degrees as 
well as summer intensive courses leading to certificates and 
diplomas. Non-degree internship programs should also be pursued. 

•	 That staff be utilized in capacities that adequately challenge 
their abilities and that non-monetary reward systems be developed 
to provide the psycho-social gratifications necessary to 
maintain a high level of morale. 

•	 That all members of the diverse units be integrated into the 
total pmgrarn, i.e., perceive how each member'S and each unit's 
contribution affects the performance of the total MACD system. 

•	 That management should, in concert with staff, develop goals 
and targets for each member of the unit and give appropriate 
recognition for individual. achievement. Underperforming staff 
should receive timely and appropriate counselling and training 
to correct deficiencies and improve performance. 

VI.2	 Impact of Phase I on Intended Beneficiaries 
(Assessment of Marketing Services Infra-Structt:4re and Performance) 

It is not easy to assess the overall impact of Phase I on its 
intended beneficiaries i.e., farmers, intermediaries and consumers. 
No systematic surveys have been carried out to assess the impact 
of any of the components of the project. Thus, not much can be 
said in regard to the effects on post-harvest losses, marketing 
costs and increased production. In fact, it is probably safe to 
say that the actual effects have not been great. The potential 
impacts are nevertheless important. Realization of these potentials 
will depend on continuity of many of the MACD's current functions 
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with a higher level of coordination and more focused direction 
of efforts. The ~arious units in the division have achieved 
differing levels of operation and performance. 

VI.3 Marketing Economics Information and Research Branch 

Market News and Information 

The market news information component of the MACD system is well 
along in the developma~t of its system for data gathering, analysis 
and dissemination. Already, the Market News Service collects 
and reports on wholesale market price, supply and demand. Markets 
covered include Coronation, Cr~istiana and Newmarket. Retail 
prices from Brown's Town, May Pen, Mandeville and Montego Bay 
are being collected and reported. Sav-la-Mar and Port Antonio 
are being brought into the system. The news repor.ts are currently 
broadcast on Radio Central on Tuesdays and Thursdays. 

A system for collecting and reporting on retail meat prices has 
been put in place. Situation and Outlook Reports for non-traditiona 
crops are being published. The Situation and Outlook Report for 
Coco is a good beginning (as a model) for the development of these 
reports. It presents and organizes data in 'a concise', readable 
manner. What is missing at this tune is more detailed analysis 
of the w1derlying factors and motivations for change in variables 
such as production, yield, demand, prices and margins. The 
analysis is as important as the data. Hopefully, as the MNI system 
matures and staff become better trained in economic analysis, 
the report will take on more of an analytical flavor. The current 
h.'ea d of the unit is taking classes in Economics at the University 
and will likely be able to do more of the economic analysis. 
The analysis will need to draw on the knowledge and expertise of 
agron~mic and other technical staff. 

The Situation and Outlook Report should also report Lo.b. prices 
for exports and wholesale and retail prices in tbe key export 
markets in the U.K. and the U.S. 

The discussion format currently 'used on radio reports of weekly 
price and situation reports seems appropriate for the Jamaican 
setting. The basic objective of the MNI should be kept in mind 
always, i.e., the benefits of market information for decis~on­
making. The information may be short-term, in which case the 
daily and weekly reports are appropriate. They may be longer­
term in which event the Situation and Outlook reports will prove 
more appropriate. But decision-makers-exporters, wholesalers 
and farmers need inputs for more rational economic planning and 
MNI can supply that information, or at least some of it through 
its various media. 
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Work Plan for MNI System 

The objectives of the MNI work plan are qUite appropriate and 
if achieved, would substantially satisfy the functions that 
one would expect from a Market News Service. Achievement of 
these objectives will depend on the quantity and quality of 
staff. The unit is currently budgeted for 16 professionals 
and 2 secretary-stenographers. This should be more than adequate 
in terms of quantity. In fact, the number of professional 
technical staff may be more than adequate to do the job. On 
the other hand, the analytical potential of the staff may be 
inadequate in relationship to the tasks outlined in the work 
plan. Careful attention needs to be qiven to position descriptions 
and to matching personnel with job requirements. 

In particular, MNI needs to recruit and/or train 2 or more 
economists to fill some of their professional positions. But, 
this should await a ~horough review of the organizational 
structure and staffing patterns of the Marketing Economics and 
Information and Research Branc r1 of the MACD. There may be oppor­
tunities to consolidate activities to achieve greater levels of 
utilization of p~ofessional staff and improve the performance of 
individual units. 

Recommendations 

•	 That the MNI unit follow its, work plan for 1983/84 as much as 
possible. 

That the analytical capability of the MNI be improved through
 
recruitment and/or training .
 

•	 That a review of the staffing pattern of the unit be carried 
out with a view to consolidating activities and improving the 
performance of the unit. 

Market Research Unit
 

Overall objectives of the Market Research Unit are:
 
To undertake research dealing with the marketing of agricultural
 
and food products. This includes both commodity and market
 
structure research, some of which are conducted on an lias needed"
 
basis.
 

Observations
 

A review of the goals for the reporting period as well as output
 
to date suggests that there has been too great an emphasis on
 
the feasibility studies for the AGSs and SWDMs. These have
 
consumed an inordinate amount of time. Dr. Feaster, in particular,
 
has been burdened with developing and redeveloping methodologies
 
for the feasibility studies along with his responsibilities to
 
the MNI unit. The feasibility studies that have been done for
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standard for development and inves~~ent analyses. They are, 
however, very time consuming. If the project focuses on a 
limited n~~ber of AGSs as the evaluation team is suggesting, 
there should be increased opportunities for the Research Unit 
to undertake other kinds of research that are needed beyond the 
feasibility analyses. 

DeI.,and studies are very important to point out opportunities 
as ~ell as limits in the marketing of the many kinds of produce 
that ar~ marketed locally as well as internationally. Demand 
studies need to focus on domestic as well as international demand. 
If othe~ agencies such as JNEC or JETCO are already involved in 
this k~nd of research, they should be consulted with and resources 
coordi:.'1ated so as to avoid the implicit waste in duplication of 
research effort. 

Certainly there is a body of existing literature on consumption 
and demand, domestically and internationally, that is relevant 
to the potential market for Jamaican produce. Someone needs to 
develop a fairly comprehensive bibliography on these publications 
and sift through them in order to distill relevant information 
that can help the MACD, p~oducers and intermediaries in developing 
appropriate strategies for production and marketing. 

The Research Unit needs to carefully define its sphere of operation 
and match potential tasks with the skill levels needed to carry 
out the tasks. A cursory observation of the present staffing 
pattern suggests a mismatch of professional backgrounds and the 
potential tasks. 

The Ronco Status Report of November 2, 1983 details a number of 
weaknesses in the information structure that constrain the 
effectiveness of project implementation. Those appear on pages 
37-40. The evaluation team concurs in those observations and 
support the recommendations with respect to priority directions 
for the Market Research Unit. Those observations and recommenda­
tions are reproduced below. 
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11. LACK OF IUFORMATICN AND BROADER PROJECT P~RSPECT!VE. 

and marketing end the !4c~ors ~h4t a:£e=~ ~hese has ~een an 

1mportan~ constraint on proJe=~ implement~t:.ion. These 

in£ormation de:ic1encies inelude: 

a>	 MarkBt struc~ure, ch~nnels, char4c~eris~ics and roles 

0:	 di::erent part1ci~ants. 

b)	 Voluma o£ current production. amounts marketed and 

~osse~•.. 
c) Prices at di::erent levels in the a~rketins aysta: 

atructu;:-e". 

d) Quality and quality (price) di£:erential at di£ierent 
040 .... 

levels: quality standards or srades in use. 

e> Exports as a sub set 0: the above volumes, channels, 

quality, prices 0: product~ ~~orteQ £rom J'aJllaic:a. 

£) Pelevant data on prices, quali~ies etc. in £orei9n 

markets. 

q) Supply, distribution channels, and users o£ d1££erent 

production inpu~s. 

h) Public policies a::ecting pricin~, exports and i=?or~s, 

production incentives and rela:ed £ac~ors. 

37
 



Ef£orts are currently beinq m~de to develop £~cilities 

~nd institutions to perform v~rious £unctions wi~h little 

in£ormation on how and where these £unctiona ere now being 

performed and what velue may be placed on such sevices. E. g. , 

what is the market structure within which ?MO's will operate 

marketing facilities and provide services. T~e~Q ~pp.crs to 

be little felt need by producers for help ~o improve t~e 

m4rketing of their procuce, nor understancin9 of how en AGS 

•w111 operate. Nor is MACO able, wi~h con:idenee. to tell the 

?MO hoy the o?era~ion of an AGS will improve the income 0: 
\

individual ~e~bers. What Y1.1l be the 'di££erences in ~rices 

they receive, in volumes they can sell? 

R£CO~MS:NOATIorIS: 

A systemc~ic prosrcm 0: study should be initicted to 
.. _.. • ,e. 

provide information on a-h listed above. It should answer 

questions such as: 

c)	 Who ia cu~ently providing produce to ret~il £ood 

atores, restaurants hotela, etc?What service~ are being 

provided by ~he supplier? What pricing structure does 

the supplier use?I. the re~ail outlet satis£ied with 

the curren~ source 0: supply? I£ not. wha~ would the 

re~ail outlet like to have as add~tionel servicea1 

Whether or not the retailer is satisfied, c~n ehe ?~O. 

ei~her direc~ly or ~hrou9h a wholesale Market provide 

the serVices. quentity and quality 0: oroduce ~ha~ the 
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ret~il outlets went cnd perticularly importent, c~n 

they be supplied at a price competitive with the 

~urrent systam? How lcrge is the retail food store, 

restaurant and hotel market? ~here is this market 

located? How is this =crket now supplied in terms of 

procuce tran~port~tion £:om the field to the outlet? 

I~ this transportation satis£~ctory1 What will it t~ke 

to develop a transpor~Ation unit eo ~ervice these 

needs? ~hat will the impac~ on those· cu;::'rent.ly 

providing tran~port. or oan the ourrent ~ystem be 

ut.ilized and what will be the cost? 

b)	 Who are the current Wholesalers in Jamaioa? What size 

operations do they have? 00 they have their own 

fccilities? I£ sOp will they be willing to transfer 

their oo&ra~ons to a wholesale terminal? What kind 0:.-" . : .._. 
servioes would wholesalers want in wholesale 

..* 
terminal that would.ass~st wholes41ers to better serve 

their customers? Where should wholesale terminals be 

located and how many ~hou~d there be to adequately 

aerve existing and prOjected needs? What costs will be 

incurred to prov1de services to wholes4lers and/or 

retcil buyers and are they Willing to pay these costs? 

c)	 What. is the speci£io role of higglers? What services 

do they provide to producers? How do higglers 

establish price? What are. their costs? W1.11 they 

utili:e the serv ices co! an AGS? 



36
 

d> Who ere the currene expor~er. in Jamaic~? Whet. 

products are they handling? What volumes do they 

handle? Where do they gat. their produce £or export.? 

Are they ~atis=ied with this source? Are t.hey 

considering handling additional volume? What are their 
f.h,;ere .

quality and quant.it.y requirements? 'J.\\: .:.; are the markets 

for export? What export requirements must be met.? 

What are cur~ent imports? What is impor~ed and at what 
• . could they be • 

price? Under what: concitions / produced locally? What 
Cj

0:would this require in the way incentive/., inputs • 

• markating structure. prices. quality standards etc. 

The aDcve array o£ questions are illustrative 0: the 

types o£ questions that need to be answered to prOVide the 

type o£.. ia:£ormation :,equired to .adequately design 

i=prove~ents .and enahle MACD to .assure %.armers =.arketing 

their produce through the PMO/AGS o£ greater p:,o:its. Once 

producers are convinced 0: this. it should not be di£:icult 

to correct the pri=ary problem £aced at the pr9sent t1me 

that there generally does not. exist an adequate ~embership 

base to p~ovide the volume o£ products required to make the 

AGS"s ~ln economically viable ent:.erprise." 
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Staffin~ 

The present staffing pattern of the Market Research Unit seems 
neither adequate nor appropriate for the tasks confronting this 
unit. There is need for at least one marketing economist, an 
agricultural economist and possibly a specialist trained in 
business organization and management. By reviewing the structure, 
performance and requirements of the entire Marketing Economics 
Information and Research Branch, the Director may gain information 
on how resources can be better deployed in the Branch to improve 
the actual and potential perfor~ance of the various units including 
the Market Research Unit. 

VI.4 Nat'ketina Economics and Credit Unit 

This unit appears, for all intents and purposes, to be non-existent. 
And the rationale for this unit is tenuous at best. Moreover, 
it is a very small unit and may not possess the critical mass 
needed for effective functioning. Budgeted for three professional 
staff, it currently has only one recently hired person. Ostensibly, 
demand and supply analyses would be handled by this unit. 

Recommendation 

That the Marketing Economics and Credit Unit be .nerged with 
Market Research as part of a rationalization of the entire 
Branch and that its functions be subsumed under the expanded 
functions for that enlarged unit. 

VI.S Quality Assurance Branch 

The Quality Assurance Unit of the proj ect is :.r. the process of 
developing a comprehensive system of quality assurance which will 
include the development of grades and standards, acceptance and 
dissemination of same among vital components of the system and 
the provision of training for food handlers, shippers, supermarket 
personnel, etc. The unit will undOUbtedly be making a significant 
contribution to the performance of Jamaica's food production and 
distribution system. That contribution, in all likelihood, will 
begin with improvements related to exports of produce since there is 
already an implied demand for product differentiation as reflected 
in grades and standards. Export markets are already well attuned 
to the system of product grading - at least at the market level. 
If Jamaican products are to compete with products from other 
Caribbean areas, they must at least meet, if not exceed. the quality 
of the competition. They must also establish some record of 
consistency and predictability, and given the increased emphasis 
on foreign exchange earnings, the attention to quality is inescapable 
and the potential impact of a quality assurance system potentially 
significant. 

Initially, is is perceived that the Quality Assurance System will 
similarily have a positive impact on the domestic market. Questions 
have been raised as to whether Jamaican consumers are willing and 
able to pay for the costs of standardizing and grading the array 
of produce. 
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There is, however, little empirical evidence as to consumer 
demand for and response to product differentiation based on 
grades and standards. Some experimental projects to test 
consumer responses to differentiated quality and price might 
serve to buttress So oriori notions and help in the de~ign 
and/or redesign of grades and quality standards as well as 
provide some indications as to demand elasticity for the various 
grades. 

If the various components of the food chain perceive benefits 
from changing the present heterogenous system to one of. standardized 
quality, the implementation phase will proceed more smoothly and 
expeditiously. It would be helpful to identify the expected 
benefits for each component of the system. These have been 
identified in general terms. Now it remains only to specify these 
expected benefits for farmer, PMO, wholesaler, exporter, grocer 
and consumer. 

The successful performance of a Quality Assurance System requires 
constant monitoring, testing and feedback. It requires well 
trained personnel whose activities pl~ce them in constant contact 
with products and those responsible for the movement of pr.oducts. 
Ensuring the appropriate staffing and management of the unit should, 
therefore, be of high priority. In addition, equipment for 
testing and monitoring product quality mu~t be acquired before 
the quality assurance system can go forward. Meeded items are 
estimated to cost $10,000. 

The Quality Assurance System is currently operating as a low 
profile technical operation. This may be an appropriate posture 
during the early exploratory and developmental phases. However, 
its contribution may be enhanced with greater attention to 
outreach, comm.unication and extension. The unit and/or the 
Project Coordinator will need to take determined steps to communi­
cate the goals and achievements of the QA unit to Ministry 
hierarchy, Ministry staff, other agencies related to the promotion 
of agriculture. Perhaps, the QA unit could coordinate their 
extension and communication activities with the Marketing Infor­
mation unit. Farmers, traders and.wholesalers would thus come 
to see QA and Marketing Information as complementary parts of a 
total system. 

Documents outlining the objectives, achievements and work plans 
of the Quality Assurance Branch of MACD indicate that there is 
a very good conceptual grasp of the role of the QA system in the 
marketing of Jamaican products. Work plans for 1983/84 and for 
1984/85 may be someWhat ambitious. They are, nevertheless, ve~y 

complete in their scope-covering research, development of st~~dards 

and training. If achieved, these activities would have served 
to institutionalize and demonstrate the potential role of QA in 
the marketing of non-t:l··lditional crops. 
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VI.6	 ~rketing peyelo;ment Branch. 

The overall objectives for this unit are outlined in their Half­
Yearly Report, covering the April-September 1983 period. Those 
objectives include the following: 

1.	 To improve the quality and value of agricultural crops 
(domestic/export) available to consumers 

2.	 To improve efficiency in Marketing, to reduce post-harvest 
losses and improve packaging and distribution methods 

3.	 To assist farmers and marketing intermediaries with solVing 
particular marketing problems 

Our brief experience here as an evaluation team does not suggest 
that objectives 1 and 2 have or are being met. This is partly 
a consequence of the slowed schedule of constructing the AGSs 
which themselves have been retarded by the difficulty in organizing 
and chartering the PMOs. 

The third objective has been arid is being dealt with perhaps to 
the detriment of the first two objectives. Farmers are using 
marketing extension officers to solve immediate problems r~lated 

to th~ marketing of their crops. Wholesalers, processors and 
exporters, on the other hand, use the same officers to find sources 
of products. This informal brokering function has expedited the 
exchange of information necessary to improve the efficiency of 
the marketing system and has probably resulted in an increase 
in the volume and value of products in the market, both domestic 
and export. 

The unit has established a close liaison wi th a number of agencies 
and orga~izations through which timely information can be exchanged 
to facilitate decisions related to competitive imports. 

VI.7 Develoom~nt of PMOs/AGSs and JAS Collecting Stations 

The	 objectives of the unit are as follow: 

1.	 To prOVide technical assistance and training in organizational 
methods to staff responsible for initiating and developing 
PMOs!AGSs. 

2.	 To provide training and guidance to PMO personnel: that is, 
farmers, members, boards of directors, managers, and other 
staff, in their various roles as they relate to the organiza­
tion, and development and operation of a viable marketing 
organization. 

3.	 To prOVide assistance to JAS groups in establishing Informal 
Collecting Stations. 
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The inability to plan, organize and deliver appropriate training 
to MACD staff reo organization of PMOs is at least, partly 
responsible for the slow development of the PMOs. The effectiveness 
of MACD staff in PMO identification and development varies from 
region to region and PMO to PMO. It has not all been the fault 
of MACD staff. Organizing farmers in rural Jamaica is quite a 
task-formidable even for seasoned, experienced organizers. The 
task was further complicated by the project design which called 
for 25 PMOs and AGSs in a 5-year period. 

•	 Given all these limitations, the Mat"keting Extension unit has 
brought several PMOs to an intermediate point, and this within 
only the last 9 months or so. The MACD marketing extension unit 
is to be congratulated for achievements to date. 

Nonetheless, if the pace of PMO-AGS development is to be qUickened, 
some changes will need to be made. 

Recommendations 

"	 That the Marketing Development and Research Groups collaborate
 
in developing a set of criteria for ranking PMOs in terms of
 
those more likely to become operational with a reasonably good
 
chance of success in the short run.
 

·	 That the MACD Marketing Development Unit focus its attention
 
and energies on a limited number of PMOs for the next couple
 
of years. Given the constraints. probably no more than 6 can
 
be given adequate attention.
 

·	 That a plan of training be developed for the MACD staff responsible 
for PMO identification and development and that members of the 
research unit be involved in the training in defining the critical 
socio-economic, ecological and other variables important to 
the spatial and socio-economic definition of PMOs. 

·	 That MACD Marketing Development Unit work closely with NUCr,
 
in developing an educational program for farmers and ~agers
 

of PMOs - the MACDs jnput to include technical and economic
 
information related to the marketing aspect of the PMOs.
 

· That MACD staff invo lved in PMO development meet. frequently·~.
 
(once per month, at least) to share information on problems
 
encountered or successful strategies in PMO organization.
 

·	 That training in sociological and psychological material related
 
to their tasks be provided to MACD staff.
 

•	 That staff incentives-material and non-material be developed
 
and prOVided for goal achievement related to PMO development
 
and operation.
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In actuality, with the prospect of NUC's involvement, the MACD 
role in the early organizational work should diminish. It should, 
however, strongly support the NUC's effort with technical and 
economic input related to marketing and the potential benefits 
of the PMO marketing system on prices, quality and farmers'incomes. 
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W.B Management and Decision-Making 

The recent appointment of a Project Coordinator could improve 
the management and decision-making system of the MACD. We must 
acknowledge tnat it took a tremendous effort of initiative, 
leadership and management skills to launch and institutionalize 
the MACD division. And commendations are in order for the top 
management team that accomplished this. With the departure of 
Ms.Viv Logan, however, the effectiveness of the management 
system was reduced as the position of Project Coordinator which 
she left vacant remained so for several months. 

A project of this size, scope and complexity can ill afford to 
be without a coordinator. Once policies are set, priorities must 
be determined and resources must be programmed and coordinated 
to achieve goals and objectives. It is in this latter area that 
the project has been deficient over the past year or so. Priority 
setting and coordination have not been sufficient to clearly 
focus the energies of the staff on those activities that were 
the next logical steps in the evaluation of the project. 

The problem was exacerbated by the goals of the project (25 PMOs 
and AGSs) and 4 SWDMs, etc. Unit heads and some of their staff 
were confronted with great challenges but la~ked the experience 
in management and decision-making to sort out priorities. Further­
more, while they may have done well in terms of the goals and 
objectives of their own individual units, they needed a greater 
sense of integration of the total project. At this stage, the 
project cannot afford too much fragmentation of effort. 

In short, the project needs an active coordinator who can expedite 
decision-making, identify constraints and take steps to remove 
or mitigate them. The coordinator must promote interaction among 
units and communicate the goals and objectives, problems and 
achievements to all members of the MACD staff. 

VI.9 Quality of Technical Assistance 

The quality of technical assistance supplied to the MACD has improved 
Admittedly, the first team of consultants were not able to contribute 
as much as had been hoped for. The feeling on all sides now is 
that the· RONCO team is a considerable improvement over the first 
group. There does, however, seem to be a somewhat uneven distri ­
bution of responsibility among the various consultants. The slow 
pace of development of the PMOs, AGSs is probably partly responsible 
for the apparent disparities. Research and Market News, Quality 
Assurance and the ·Livestock T.A.s are already deeply involved. 
The Training component, for a variety of reasons, is off to a 
slower start. For one thing, the RONCO consultant has had no 
local counterpart until qUite recently. In addition, few of the 
MAce staff have met criteria for overseas long-term training, and 
management policies have not supported long-term training abroad. 
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Thirty-six person months of short-term external training was 
budgeted. Nineteen have so far been completed. In view of 
the proposed reduction in the scale and pace of development 
of the PMO-AGSs and SWDMs, there ought to be an increase in 
the allocation of short-term external training for MAce staff. 

The goal of ten persons to receive long term external training 
may be difficult to achieve. This goal could be reduced to 5 
over the next five years (assuming the life of the project is 
extended.) Consideration should be given to including persons 
with JSA diplomas for external training leading to Bachelor's 
degrees. This will upgrade the staff professionally. Traininq 
will be critical to the success of this project and the Training 
unit will need to accelerate its efforts and creatively design 
and develop courses and programs for MAce staff, PMO and AGS 
staffs. 

The slow pace of development of the PMO-AGSs has also reduced 
the immediate impact of the consultant responsible for post­
harvest engineering and technology. The consultant has, never­
theless, contributed significantly to a reevaluation of the 
designs of AGSs and a reassessment of equipment and technology 
appropriate for various types of AGSs. The consultant's experience 
and expertise is undeniably extensive. Hopefully, as the priority 
list of AGSs become operational, his expertise will be used more 
fully. 

The Ronco November 2nd (1983) report points out what they perceive 
as a weakness in the organization of the project and the team 
which reduces the potential effectiveness of the consulting 
team. Presently, consultants operate largely within the narrow 
frames of reference of the units to which they have been assigned. 
Ronco perceives greater benefits from increased levels of 
collaboration and cooperation at a project level in addition to 
the c~tributions now being made at the Branch and Unit levels. 
While there has not been sufficient time to examine this proposal 
in more than cursory fashion, it merits examination. An effective 
system of project coordination by the MACD division may preclude 
the need for a Ronco TA coordi';'lator to help coordinate the TA 
team as well as serve as a counterpart to the MAce coordinator. , 

What is clear is that more' coordination, collaboration and co­
operation among the TA team would enhance their effectiveness 
and enhance achievement of the project's effectiveness. All TA 
consultants should be involved in the development of PMOs and 
AGSs and should gear their efforts to supporting the process. 
They should become actively involved even before PMOs or AGSs 
become operational. 

Recommendations 

•	 That MACD promote greater levels of cooperation and coordination 
among RONCO TA team. 
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That consultants become more involved in the developmental 
work related to the PMO-AGSs. 

V:L 10 Potential Peace Corps Involvement 

Peace Corps volunteers could supply an important increment of 
resources which may facilitate the community development activities 
which precede the formation and registration of PMOs. They could 
also possibly be helpful in the early stages of implementation 
of the PMO-AGS system. Responsibility for the supervision of 
the Peace Corps volunteers would rest with the MACD extension 
officers and the NUC's trained PMO management team after PMOs 
become operational. 

Mr. Gregg, a Peace Corps volunteer currently working with the 
Douglas Castle group has obviou~ly been of considerable usefulness 
to the 'fledgling farmer group there. Mr. Gregg blends in well 
with the community and has established good rapport with local 
farmers and community leaders. 

Peace Corps volunteers should be selected carefully. Knowledge 
of rural community dynamics is important, but as important are 
personality characteristics that enhance or inhibit their effec­
tiveness among rural Jamaicans., Patience, tact and a minimum of 
arrogance and intolerance are characteristics that could prove 
beneficial to qUick and continuing effectiveness in the host 
communities. 

Recommendation 

That where feasible, Peace Corps volunteers be assigned to 
targeted PMO areas to assist in the development and operation 
of PMOs. They should, however, play subordinate roles to MACD 
and NUC's staff. This is critical. The initiative and respon­
sibility for organizing PMOs must come from the Jamaicans and be 
so perceived by the farmers and the rest of the community. 
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VII. Team Recommendations 

Given the discussions in the preceding sections, the evaluation 
team recommends jointly with the MACO, to concentrate all efforts 
on a limited number of fairly advanced areas as a pilot set of 
activities. To this end, six sites have been selected for this 
effort, namely, Christiana, Southfield, Bushy Park, Douglas Castle, 
Guy's Hill, and Ebony Park. In each case, a PMO is registered 
or about to be registered, and all conditions precedent have 
been met or will be met in the near future. It is recommended 
that aSAID facilitate all actions necessary to put these six in 
operation as soon as possible, waiving the need for strict adherence 
to the CPs, if necessary, until a later date. The project needs 
this added momentum, especially as it faces the trans~tionary 
state dictated by a change in director at the end of the year. 

By concentrating all activities on these six, to include assigning
 
a marketing extension agent exclusively to each one, dropping
 
further feasibility studies until proper demand analysis is
 
carried out, and assigning more resources to help each one get
 
off the ground financially, the probability of success will be
 
much greater than appears at the moment.
 

Several reasons exist for justifying this action. The first is
 
the need for placing in operation some of the PMOs to get an idea
 

. of how feasible the overall concept really is, especially in terms 
of its economic and financial feasibility. Only through actual 
experimentation can this be demonstrated. 

Several parameters have changed since this project was designed.
 
Demand for produce has increased and production costs have changed
 
because of the parallel market. Several economic models are
 
presented below to demonstrate what effect these changes may

have on demand and supply of produce from the PMO/AGSs envisioned
 
by the project.
 

Reasons whv a stragegy of a limited set of pilot activities
 
seems viable
 

1. Evidence exists from several studies and conversations with
 
farmers, that the higg1ers market less than 100% of a fa::'-"er's
 
crop. An AGS should be in the position to guarantee a market
 
(not a price) for a larger percentage of ·~ach members crop than
 
traditionally goes to market at present.
 

2. Through grading, a quality product will emerge which should 
be able to penetrate the supermarket and hotel markets, to include 
restaurants near the hotels. This will have the effect of increasing 
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demand. Moreover, as legislation protects local producers 
against food imports, demand will increase even further. And 
the hotel trade should increase in the short-run because of 
the parallel market exchange rate. Import protection is needed 
in the short-run until the producers and PMOs learn how to 
provide for this market. Initially, risks will be high and 
not all contracts will be honored. Until the participants 
learn how to deal with these risks, prot~tion will be required. 
Although all imports are licensed now, that is, there are no 
free imports at present, specific policy analysis is required 
in order to understand how imports affect fresh produce production 
and what controls may be necessary. Even though a policy 
paper is at the cabinet level to restrict powdered milk imports, 
there has been an announcement of S13 M (US) credit for dairy 
products to include powdered milk. These ~ontrols are especially 
critical in the early stages of development, when establishing 
the new crops is important. Once these production and distribution 
systems are functioning efficiently, the controls can be. relinquished. 

3. The impact of the August 3 CBl legislation will be to 
increase competitiveness of Jamaican produce in U.S. markets. 
The costs of marketing will decline and the derived demand 
curve in Jamaica will shift up to the ri~ht, expanding Jamaican 
supply along the existing supply curve. 

4. Ethnic and winter vegetable demand is increasing in the 
U.S. Produce as a % of supermarket sales has increased from 
5% to 15% in the last decade and is expected to reach 25% within 
10 years. This moves the U.S. demand curve outward, expanding 
total demand. The repercussion in Jamaica is to increase derived 
demand with the same consequences as *3 above. Since Jamaica 
has already penetrated this market with private exporters, it is 
ce;tain that this trade will expand. 

S. If labor as a percentage of total cash inputs exceeds 50%, 
the cost of production of Jamaican produce will decline in 
relation to U.S. costs,·making Jamaican produce more competitive. 
Reducing production costs will shift the supply curve to the 
right as shown in the accompanying diagram. 

6. The AMC mark~ting system failed financially because it bought 
high and sold low. Margins to pay for the costs of marketing 
were squeezed down to zero. The reason for this was because 
any market of last resort with a fixed floor price ends up buying 
more at a higher price than would be bought if the price were . 
allowed to fall down the derived demand curve. Farmers, seeing 
the security of a floor price, over produce and sell more than 
they should when compared to a free market. By taking away the 
floor priced purchases, uncertainty will rise, and supply will 
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decrease, and in turn, drive prices upwards. antil a degree 
of coordination or certainty is reintroduced into the market, 
supply will remain at a lower level with obvious consequences 
on price. 

7. Reducing spoilage and transportation costs will. 'reduc~" th~._, _ 
margin between final and derived demand. This ~ill ,lead tom ~e 
in farm gate demand and will lead to greater supply. See diagram i3. 

8. Locating markets and organizing production schedules, plus 
giving better advice on production technologies, will reduce 
uncertainty, thereby lowering imputed costs, and increasing 
supply as shown in number 5. 
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The models which follow are simply for reference, and were used 
by the consultants to carefully predict the impact of changes 
which hav~ occurred in various conditioning parameters over the 
last two years. 

Cas~ 1.	 Increase % of production marketed. 
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Case 2.	 01 will shift to the right (in the upper portion) 
causing farmers to respond with more supply of higher 
quality. (See diagram on following page.) 
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Case 3. 

Moving from A to a, due to reduced marketing 
costs (CBl legislation) will create producers 
surplus in Jamaica and consumer~ surplus in 0.5. 

Case 4. 

An increase in demand in 0.5. will lead to a 
Jamaican supply response, i.e., price and quantity 
increases. 



-, Case 5. 
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is greater than 50%, which it generally is for annual 
high valued vegetables, then the effect of the parallel 
market would be to lower costs of production vis a vis 
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as shown in the diagram above. The total industry-wide 
affect would be a shift in the supply curve as shown 
below. 
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Case 6. 

'. 
\ 

'.'... 5 scarce 
\ -C-..... I'- 5 nOl:mal 

j' "./' .}., /'. 5 abundant\,... '..... '.. I'I ..... ' /</ 
, ' .•.. , // ,••-' ,1" 

I---~I·-..; ..' l' /
'3 '1 ~ " ,/P • .... ...;.'/ -.... /

3 ;---------.. /':... ' 1--··......'
 
Pl' r-.---.-;Z· i)f': ;r.~(4~· ... ,
 
P2 /' ., /1' ./ 2

1
'r~~'" .
/ /,'./ ""' ~./' I I ~'" ~'" 

J / 1llJ '-,-\ 
AC SlB Quantity 

In a normal year, supply is A, farmers price is Pi, and 
AMC takes 1%. In an abundant year, price stays at Pl' 
supply expands to B, and AMC is supposed to take 1% plus 
B-A. Without AMC, price would fall to P2, and supply 
would be Bl, with a sufficient margin to cover marketing 
costs. At Band Pl' demand price is not sufficient to 
cover marketing costs. In a short year; AMC would not 
purchase and price would be at P3 1 absorbed 100% by the 
higglers and traders. Because of the floor 9rice guarantee, 
even though AMC did not always have the cash to purchase, 
supply tended to expand. , There was more expectation 
of a favorable price even during a glut. However, without 
AMC, supply will fall because uncertainty will increase 
and be added to costs as a premium. The reverse of number 
4 above will occur. 
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VIII. ~~ Response 

The recommendations derived in the previous section were developed in 

close consultation with the MOA's marketing division and the technical 

assistance team. Each point and issue has been agreed upon and actively 

supported by these groups. It is felt that at this point a major redesign 

is not necessary but rather a shifting of budget amounts from one line 

item to another is all that is necessary through letters of 

implementation. The principal objectives 0: the project and the expected 

outputs remain the same. It was known by everyone involved that the 

original project design could not achieve its objectives in five years, 

and with the false start in terms of TA and equipment Miscalculations, 

everyone recognizes that an extension in the EOPs is required. 

When the team first discussed the project with the Permanent 

Secretary, and on the last day, with the Minister of Agriculture, it was 

obvious that there was quite some concern about trying to do the original 

twenty-five AGSs and four SYDMs all at one time. Moreover, there was a
• 

concern about overlapping between MACD and other divisions of the Ministry 

and to some extent with regard to outside agencies such as JA.~CO, JCTC, 

JETCO and AMC. However, when the recommendations which eMerged from the 

evaluation were presented, both the Permanent Secretary and the Minister 

agreed in principle to the strategy developed. The evaluation team is not 

afraid to unconditionally recommend movement on the six to eight PMO/AGSs 

and three SWUMs identified as the pilot set by the MACD. Sufficient 

production to support the operations clearly exists in these areas, and 

with a concerted effort to organize and supervise the operations on the 

part of the marketing extension unit with the assistance of training and 

staff from the NUC's project, ACDI, PFP and the Peace Corps, it is felt 

that a real breakthrough in small farmer marketing is imminent in Jamaica, 

and the whole Caribbean for that matter. Key to this effort is the 

shifting of resources from the excessive SWDM budget to the' provision of 

added support for creating 
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the PMOs, by providing more operating cost assistance, financing 

vehicles as equipment, and discounting interest and some principal 

charges for excessive design of equipment. The MACD in its entirety as 

well as the Permanent Secretary and Minister support these adjustments. 

That is the key to evaluation, that the folks responsible for 

implementation feel that they own the recommendation, that they were 

instrumental in guiding their design, and that they are committed to 

carrying them out. Since the evaluation team feels this to be the case 

with respect to the blitz on the pilot set of AGS's, we strongly 

recommend that AID/Jamaica look with favor on the MOA request that will 

be forthcoming in early December and that is attached in draft form to 

this report. 

Missing Elements 

Phase I of the marketing project has concentrated its efforts on 

developing market information, demand analysis, and feasibility 

studies. In Phase II, the focus has been on developing PMO's to operate 

assembly and grading stations complete with buildings, equipment and 

some vehicles. Sub-ter.n~~\l wholesale markets are also to be 

constructed to hand.le the produce in major consumption and staging areas 

for export. 

Although the project properly addresses the major marketing 

activities, there are some missing links in the chain from production to 

consumption. Visualize, if you will, three major activities - . 

production, marketing, and consumption. Each of these activities 

requires capital, technology, labor and management. The project covers 

several of these inputs for the marketing activity, and most effectively 

the technology component and management issue. However, working capital 

is not provided. Although it is recognized that a F~operly functioning 

PMO must finance its own working capital, by marketing members crops on 

consignment in the initial stages, leaving this component out has led to 

marketing project failures in the past. Moreover, it is very rare for 

donor-funded projects to prOVide such credit because it is extremely 
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risky and often carries no collateral. ~evertheless. it remains an 

unaddressed issue in the original design. For this reason. the MOA is 

requesting AID to consider reallocating some of the excess funds from 

the SWDM budget to the designated Special Fund. to be used for offering 

a guarantee to the ACB if they open up a window in their portfolio of 

agricultural credit to the PCB or other commercial banks for ~ork1ng 

capital to PMO's or other traders/higglers who ~ould Market PMO produce' 

on a cash or partial pay basis. It is suggested that the primary 

banking source manage the credit on strictly commercial terms as 1f it 

were not guarante~d at the secondary level and insist that no loans at 

the primary level be forgiven outright but that all means of 

refinancing. collection postponement. or lien on buildings. equipment. 

v~hicles. stock or produce be applied until exhausted. Since this 

activity would be run on a trial basis. with a limited amount of 

guarantee capital. it would be evaluated in two years to see how 

effective it is. 

One other use of this fund' could be for the financing of secondary 

activities to the assembly and packaging function. Pre-cooling or cold 

storage is already ~eing considered at some sites. Consultant team 

member S~lth Greig feels that a frozen french fry operation at 

Christiana is feasible. He would be willing to come back down with a 

technician to work up the feasibility study for such an operation early 

next year. Apparently. the cooperative has already considered this 

option. Coupled with the trimming of produce could be the feeding of 

hogs. Ripening or drying of produce such as onions is also a 

possibility. Input supply should be an integral component of each AGS. 

including seeds. fertilizer. dust and sprays. and animal feeds. 

Consultants under RONCO have already been contacted to assist JAS in 

straightening out their operation so that they may purchase in bulk for 

the PMO affiliates. The last suggestion is to manage the vehicles in 

the off-season and the back-haul to insure full loads for each trip. 

Trucking for profit should be the motto. 
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It is the profit earned from these secondary activities that ~ill 

probably make the PMOs viable. There is a tendency for any 

farmer-managed marketing operation to force higher prices for the 

producers. Consumers (retailers) ~ill al~aY9 try to get cheaper produce 

and expanded supply ~ill drive prices down. Only by expanding and 

totally integrating the PMOs operations ~ill profitability be insured. 

Specifi~ Recommendations 

1.	 Concentrate ~ efforts on the pilot set of six PMO/~~Ss for the 

next year. 

2.	 Add resources to extend coverage of start-up costs, namely, 

a.	 Double cove~age of operating costs to 100% for t~o years and 50% 

for t~o years, 

b.	 Add vehicles to equi~ent schedule and finance the same way, 

c.	 Discount excessive equipment costs. 

3.	 Extend life of project by 3 to 5 years. 

4.	 Change approach to SWDM development as indicated in MOA draft 

reques=. 

5.	 Accept MOA Request for Disbursement Waivers, as per attached draft. 

6.	 Consider revised budget attached to MOA draft. 

7.	 Develop the Special Fund as requested. 

8.	 Include NUC's contract under MACD management portfolio. 
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9.	 Consider NOC. PFP. ACDI and Peace Corps PMO development contracts 

under MACD management portfolio. 

10.	 Upgrade staff and improve incentives by promoting more long- and 

sho~t-term training as suggested in Section V.l. 

11.	 Pay particular attention to the role of professional staff in the 

Market Research Branch. Demand analyses, market channel analysis, 

and production studies are essential, particularly targeted to 

crops designated for the first 6 PMOs/AGSs. 

12.	 Restructuring of the marketing economic and Credit Unit seems to be 

in order as stated in V.4. 

13.	 Consider reducing total number of AGSs to 15. 

14.	 Extend life of project according to request of MOA/J. 

The evaluation team has been in constant contact with the MACD in 

preparation of their proposal for AID/J consideration. The team leader 

has also briefed the LAC Bureau in Washington. 

If agreement is reached on the GOJ proposal, seven follow-up 

actions are recommended: 

1.	 That the mission invite Dr. Gupta, from the International Trade 

Center, Genp.va, to visit Jamaica in early 1984 to discuss plans for 

second-tier bank portfolio guarantees. based on his work along 

these lines in the agribusiness s~ctor. The SFMA Project could 

arrange this. 
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2.	 That Dr. Smith Greig return early 1984 with an engineer, on the 

request of Christiana, to do a feasibility study for frozen fried 

potaco processing. 

3.	 Tha't in collaboration with RONCO, consultants be invited to study 

the feasibility of expanding the Jamaican Agricultural Societies 

input stores program. 

4.	 !hat a consultant on farming systems be invited to advise the GOJ 

on how to integrate on-farm adaptive research techniques into the 

PMO program. 

5.	 R~direct market research unit towards costs oif production, demand 

analysis, export potential and transport and processing costs 

studies, for the six pilot PMOs. Include production and price 

variation in the analyses. 

6.	 Pursue concept of secondary actiVities, i.e., processing, 

transportation services, input supply, hog production, frozen 

french fries, etc., as real money-making operations of PMOs/AGSs. 

Let's prepare concepts paper on this. 

7.	 Contract de Balogh to carry out market channel study as per 

attached proposal, Annex 3. 



Annex 1. 

PRODUCER ~~RKETING ORCANISATION PROJECT 

MEMORANDUM OF UNDERSTANDING OF
 
RESPECTIVE ~ESPONSIBILITIES
 

SE'l'oJEEN f.tACD & NUCS
 

The successful establishment and operation of the Producer Marketing Organisations 
(PMOs) require clarity and aqreement on the precise functions of each 'agency which 
will be involved and perfect co-ordination of the in-puts of ~~ese agencies. TherA 
must be understanding and agreement in respect ot the agency which will perform' 
'the lead role and be responsible for co-ordination. 

The to",o <"2) a.gencies involved" are : ­

1. The Ministry of Agriculture Marketing and Credit Division (~ACD) 

2. National Union of Co-operative Societies Ltd. (NUCS) 

MACD has laid -bhe ground work and began development of some PMOs and in fact a PMO 
which is part of Christiana Potato Growers Co-operative Associa~ion Ltd., is operational. 

AGENCY Ft~CTIONS: 

1. MAR.'<ETING AND C~DIT DIVISION (MACO): 

The role of the MACD in the establishment of PMOs will be :-

Identification of areas with the need for and the,potentia.l to
 
develop viable PMOs
 

Responsibility for the infrastructure required by PMOs to :itart and 
continue operations - acquisition of land, supervision of buildings, 
prOcurement of suitable equipment 

Conducting the necessary feas~ility studies 

Providing marketing extension services - marketing research and marketing 
in~orma.tion 

Providing quality control guidance - grading standards etc. 

Co-ordinating with NOCS' Co-operative College in deciding on ~~e marketing 
cODlDOnent of the PMO training and curriculum 

- j 

Conducting uaining in marketing as required in the PMO training 'programme 
to be developed and implemented by NUCS' Co-operative College 

Analysing marketing problems of PMOs and reconmending solutions 

Assisting in the evaluation 'If marketing performance of PMOs 

C-ordinating with NUCS' Co-operative College in developing the technical 
farming component of the PMO curriculum in keeping with specific needs 

Ccnducting '... technical agricultural t:aining at various levels in PMOs as 
dictated by the,~raining programme developed by NUCS' Co-operative College 

/2 . 
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Analysing technical farming problems experienced 'by PMO farmers'-and 
recommending solutions 

Assisting in the evaluation of PMO farmers production performance 

2. NATIONAL·~ION OF CO-oPERATIVE SOCIETIES LTD. (NUCS): 

'rh~ role of Noes in Producer Marketing OrCj&nisations will be as follows :-

To idan~if¥~f~leaders in prolpective PMOs in which there is no existing• 
organiaaeion through which to work 

Recruiting staff for new PMOs - Manager and Assistant Manager in co-ordinatic 
with MACD and Far~ Laader~ 

DeveloPment of comprehensive training programme for all sectors of PMOs to 
meet all areas of training needs - leaders (~ommittee) staff and rank and 
fi18 members 

Responsibility for effective implementation of training programme in PMOs. 
This will involve : ­

(a)	 Organising in-house training and obtaining expert resource in-put 
from o~~er agencies as required 

(b)	 Organising loe.al on-going training on similar lines as in (a) 

(c)	 Arranging for and conducting PMO personnel on visits to o~~er 

PMOs and marketing agencies local~y as training exercise 

(d)	 'Arranging for PMO personnel to go 6n overseas visits to marketing 
agencies as part of training. 

Monitoring performance of all sectors of PMOs to evaluate training and 
its effect on attitudes, detect weaknesses and need to re-inforce, intensify 
or expand training in scbject areas 

Ensuring that adequate accounting system is instituted and maintained 
in PMOs 

Ensuring effective flow of information and communication to P~Os and 
within	 PMOs structure 

Guiding PMOs to find solutions to problems likely to affect PMOs and 
develoaing the necessary strate~ to avoid them 

Ensuring that PMOs receive ,all the required in-puts from the other 
agencies involved. 

RESPONSIBILITY FOR OVERALL CO-ORDINATION: 

The National Union of Co-operative Societies Ltd. (NUCS) as a voluntarj organ~sation 
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representing ova= 400,aOO.per~ons of which a large proportion is PMO type farmers, 
should and will maintain.overall co-ordination of in-puts by the two (2) agencies 
ccncernec as it relates to training. 

In executing this role, NOCS will :-

Plan	 and document a ~o-ordinating policy appro~ch 

Seek	 ana obtain agreement from MACD 

Maintain clear cut lines of conmunication and understanding between 
MACD, PMOs a,nd «OCS. 

Avoid over-lapping of agency and other resources or the creation of 
gaps in· resource in-puts. 

NOCS will maintain harmonious working relationship between MACD, PMOs and other 
agencies that may be involved from time to time • 

CO-QRO!NATING CONTACT PERSONNEL: 

The. ~ontact Personnel through whom co-ordination will flow in the respect~e agencies 
are as follows : ­

1.	 NATIONAL UNION OF CO-oPERA'l'IVE SOCIEITES LTD. (NOCS) : GENERAL MANAGER 

2.	 MINISTRY OF AGRICUL'l't1P.E lofAR..to::TING AND CREDIT 
DIVISIc.r (MACD) PROJECT MANAGER 

.J-/;.·rrA-:7 
I\.,.....j~·~../ . I 

Signed •. ..~ f-.· ~'"-'d... \i······ 
. ~ 

H.•. R. DIETRICH	 GENERAL MANAGER, NUCS 

Sigrlea .......•...........•.....	 PROJECT MANAGER, MACD
 

17l:h	 Novembe'r, 1983 

http:Sigrlea.......�...........�
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cOUlprisil\l} fivQ (5) US:\l!J ·:"nsuLt.:utc.ll ::t:d :~ur (.'.) .jOJ~r:;lU' ~c=bers'~ .:nd Ja::l1:i 

on fidd vis it~ and .:iis~\l:is i::n, tho! :·!in.i.~:t'Y of .i~ricuLturt: ::'equascs cor:s idC:::':lt:icn 

of tbe f?LLowin~ ~djusi::l\tQts to the Project nnan.:iill Illo1n iUtci Loan Aurce:lenc, 

a::eQd=ent nu=ber one (1) ~:lrc~ 3L, 1982, incLuciLag Anne~eci AmpLified ?rojecc 

descl:'ipcian ; 

t. ~ith recara to the develop~ent ~f four (4) Sub-terminill YhoLasale Oi.tri ­

butioQ Markets, it is requested that the following o1djusc~~~ts be :ade: 

l.	 that the ~~C facilicy ou Spanish Town Road be renovated and :I!op~ned 

to le~te th~ Kir.gston areo1. as a ~holesaLe :i1rket and sCil;ing point 

for exports, to ;,,, ~naged by a ?ri'/ate contract to .:eTC, A.:1C or 30::l~ 

~~rket be wi1ived; 

J.	 That the LivestOCK Center in Bushy P3r~, St. Catherine, be c~nsid~red 

as a SWM;
• ... 

4.	 that becausa of the de.i~~ of such a center ~nd lts f~c:ioning, Chat 

the fifty percent (50%) L••se require:lant be waived as not relevant; 

S.	 that cn. propQ:isd abattoir, to be Located next to :he Live.toc~ Canter 

or other site to be deter:ined, be considered as an Sw~~, with the sa~3 

w~iver of the fif~J percent (50%) Lease require:!ent; 

6.	 that funds for one (L) SWD~1 be reserved for ~lntogo Bay. or other lira. 

a.	 and when faasibility studies, t~ carried by ~~CO, so indici1tp.. 

1.	 That savings on the Siw1-lD cudset be released for aPl'lici1cion eLsel~hCJ:'i 

witbin the project. (S.d atto1ched BudR~t Reallocation Table). 

II. With rc;arcl co ch.. AGS deveLol'!Ilent and P:·\O r.ontract:i, it is requesced tll.,1: 
~ 

USAID accQpt tile :IOA and EvalUoltion ream reco2ll11udi1t:'onll to concl!nCro1CepJ 

pilot IdC of six (6) produce ~c3tion:i. Ttli. concp.ncr.acio" ~ill raquir: 

speciaL support as our.lined b~tow. The XOA :.q~astll USAID co f~cilic~tu 

chis focus by 1I11provin; di~llur:iel1lencs b':.l!euia:eiy ~/ ..scd on r'cco\lnicit'll ilL 

th~	 ~1:i1CUli of f'l3ch ~~!O ;\: presoncarl La en!! Listing eu follow. 
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(a) Socio-C:cOnQllll:'c Seud}' 

(b) Rl iistr3tion 

(c) Land A:quisicion 

Cd) PMD/~~ C~ntracc 

(a) Socio-~conomic Study 

(b) Rlaiscration 

(c) Land Acquisition~ 

(d) ~/~U\CD Concract 

CI) Watlr Supply ~ 

(3) BUSitY l'Ail!{ 

(a) Socio-Econo:ic Study 

Cb) Risistntion 

Cc) Land Acquisicion 

Cd) p~w/t~Cn Contract 

(4) GUY'S HILL 

Ca) Socio-Econcnic Study 

Cb) llIgistration 

(c) L.nd Acquisition '*" 

Cd) P~lQl:!.\CD Contract 

(5) DOUCt:.S c.\sn.:: 

(.1) Socio-C:conomic Stud, 

- CO':lp1ated 

- CO'2lp1eted 

to bl addressld by 1'.5. 

- ;0 bl signld 29/1l/83 

-	 CO:lpleted 

-	 Complltld 

- ~inist~l of Finance ha, indicatld 
chat :unds for ilurc!laae of 13."ld 
can be paid out to ~cco~~: zenera1. 
(P.S. needs to expedi~t~) 

-	 Bling rlvilwed by ?~ro. 

-	 Prlslnt llvel suf~icient to operate 
aquip':lIDt. Water Co~ission in the 
the process of increasing supply to 
Cooperacive. (P.S. needs to 
Ixpldiatl). 

- CO:lpletld 

- Compllted 

- Completed 

- aling rlviewld by ?~O. 

- ~CD will lubmit to AID lor 
approval 30/11/B3. 

- Documlnt. bling prepftred ~or sub­
mis.ion to rl;istr~tion. ~~pected 

data of rl;ictration 15/1/34 

- Pe~islion n.eded for ~~C co er~ns­

fer building eo P~:O/:·!O.\. (p.s. nel1'ds 
to clCl'(1di~tl). 

-	 Boling ,e-tiewed by !'~!O, 

- ;·1.\1.:0 ..,ill .uk USAID to accept SC.Il"( 
C"llcr,'~ fuasibilicy 3l:Uuy Jll UOIII:I.IlI 

':,u::.tL,·, 
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Given ehis seOltus. ~lOA yilt eKpod.iec e:,ose .-Md ite:s. Olnd requests 

US.HD ;ive bll::lltac approval co procede i::r.tediataLy yich construction, financin;, 

~d delivery of equip~cnc for the six (6) piloc accivicies, as juscified by ch~ 

schedulin; of condicions preced.enc presencad above. 

In addicion. ehe MeA requescs ehe following .hi~cs in budgec allocacions: 

1.	 That $500,000 US$ of ehe exccss 6eneraeed (exhibic A) ;e' allocated 

eo double the assistance provided e..ch of ehe lix (6) pilot P~O's, 

on the oasis of 100% operating cost a,sist3nce for t~o (2) years and 

50% for tYO (2) years; 

2.	 Thae vehicles be added to ehe equi~anc p:ovided each p~~ as listed 

in ehe cable, co be fiD&Dc~d~ equip~ent under the same ce~s for 

said i.eellls; 

3.	 That the gen.ral guidelines for equi~ent and conscruction be approved 

al ehe revi.ed budget; to be finalized by engin.ering Ipecifications 

al they ~eco~e av,Llable; 

4.	 'that ch~ LOP and EOPS be excenlllld u indicl1tad in the :evi.ed. conltruc­

tion schedule (exhibit B) 

5.	 Thae ehe excesl saved (A) from ehe original budiet be c~ansferred to 

tho special fund for =arket development, broken do~~ a~ fol1o~s: 

$2,500,000	 Credie Guarancee for P~ and far: input and worltini 

capit.l lino of credit through AC3, PAa or other 

bankin; faciliey. 

$1,000,000	 technical ASlistance 

': ;HiS .a:1 he. i.t 0; M. fJLucac_ sad .saLleel Jeoc:uf'cent= a 

... tiet.th. 

Pilot fa~s for l!i1ch ?~O .lnd farmins .yst.::nll rc~c:lt'cil. 

$ 100,000
 

oicciv1tiu.
 

~>
 
I 
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~ 
Ho1rl.:att c:<l:o:lnsion sU;Jpor:.$ L50,OOO 

pOle hartale handling laboracory ~nd qU3Licy ~ssur3nce$ 50,000
 

equiptllanc.
 

$4,000,000 

Up co $2,000,000 addieionaLly will be available !ro~ inlpace concingency and 

inflaeion reservel t~ be furthar alloc~ead as dc.~ad·appropriae~ by :IDA.and USAID. 



ORIGINAL A!JD REVISED BUDGETS FO~ 25 AGS's and 4 S"r'lnt-lS 
(November 1983) (In US Dollars J. 

AGS-Land 
Construction and 
Site Development 
Equipment 
.~ & E 
Velticles 

TOTALS 

S~DN 

La:id 
Constructiop. 
Development 
EqTJipma."1t 
Vehicles 
A & E (UDe Fees) 

TOTAL 

GRAND TOT.U 

Op.Ta.rNAL COL\INITTZD 
Bur,·'ET 6 .~GS 

2 SWDM (LVSr; 
1 $olDf.! (AJ.tC) 

127 30 

2,370 975 
1,058 9.t5 

445 215 
300--- 0 -~ 

4,000 2,471 

202 SO 

6,849 700
 
1,145
 500 

897 250 
105• 9,093 1,635 

4,10613,093 

Total Programmed 
Sudg!!t Surplus 

PROJECTED SURPLUS 
17 AGS (Deficit) 
2 LVSTK 
1 So/DM 

190 (93) 

1,894 (499) 
545 (402) 
303 (109) 

1,170 (1,470) 

4,102 (2,573) 

40 82 

400 5,749 
250 395 
100 547 

60 (16S) 
850 6,608 

4,952 4,035 

Inflation allowance on surplus (.2lx4,035)
 
Continqency on Surplus (.05x 4,035)
 
Contingency on programmed (.05x 9,058)
 
Inflation allowance on equipment already purchased
 
Construction savin~; (Bushy Park & Southfield) 
(potential) 

FX - Forei c;n Exchange (US Dollars) 

9,OS8 
4,035 

847 
202 
453 
180 
300 

6,017
 

LC - Local Currency (Converted to US Dollars at $1.78) 
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--------

7 

:1:.ViVEX __:'2­ _ 

BUIX;ETS FOR 6 PILOT AGS (In U.S. Dollars) 

ol.	 Christiana 

(a) Yam line 

Cb) Bean line 

(c)	 Potato line 

2.	 Guys Hill 

Utilitg Line 

3.	 Bushg Park 

(aJ	 Combination 
line 

(b)	 Cold S:ore 

• 
4.	 southfield 

(,aJ Utili ty Line 

(];)) Cold Store 

(c:) 

5.	 Douglas Castle 

Utility Line 

Auxilary Equip­
ment 

6.	 Ebony Park 

Unas.e;igruid Cold 
Store 

*LC and FX 

TOTAL 

UDC FEES 

EQUIPMENT 

213,~52FX 

29, 760f'X 

Jl3,813FX 

129,977FX 

89,760FX 

25,000FX 

13,09.°r.c 

40,217 

915,069
 

CONSTRUC~.T.m! 

AIm a.r';T-: *
 
DEVEWCNErr".
-


33,708LC 

29.1, all I.C 

341,573 
LC 

14Q,449r.c 

168, 539r.c 

957,280 

14,628 

TRUC~f'X} 

60,000 

60,000 

60,00a 

60,000 

~n,ooo 

300,000
 

LAUD 
ACQt!.rSrrIaU 

(LC) 

10,112 

10,112 

1.0,112 

30,336
 

J
 
F :< -	 Foraign Exchange (US Dolli'lr.c;) 
r. C -	 Loc:Jl currcnc!.l (CouVf~rtac1 to CTS Doll.:lJ.."n .,e $1.78) 



Afmr::x 
----~----

BClCGETS FOR StlMDS' 
(In US Dollars) 

1.	 Renovate MC 
Building 

2.	 JLA Livestock 
Centre 

3.	 Ab1;;..'ttoir 

TOTAL 3 ~wD"1 

Fourt.i sr'!!)!-t 

TOTAL 4 SWDl1s 

UDe	 FEES Ot&El . 
•
 

'" I.e and FX 

IEQUIPNE:lTI (FX) 

CONSTRUCTION 
& SITE 
DEVELOP!-tENT'" T(~UCI<:SFX) 

LAND 

ACCUIffEf°.v 

200,000. 200,000. lOa,OOO ----­

200,.000 200,000. 75,000. 40,000. 

100,00.0. 300,000 75,00.0 40,000. 

500,00.0 700,000. 250,000. 80,000 

250,000 400,00.0 100,000 40,Oao. 

750,000 1',100,000. 350,000 120,000 

165,000 

FX -	 Foreign Exchange (US Dollars) 
U: -	 Local Currency (Con..-ertea to US Dollars at $1.78) 
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J1Nl'lEX 

17 AGSs 

FISH COI.I.ECTION 
STATION 

MI!.K COI.I.ECTION 
STATION 

TOTAL 

UDe FEES 

It FX and II: 

BUDGETS FOR 17 FRUIT A:1D VEGETABLE 
AGS's AND 2 LIVESTOCK COLLECTION STATIONS 

( In US Dollars) 

EQUIPI-lENT* 

435,000 

42,697 

67,416 

545 p 113 

CONSTRUCTION 
& SITE * 
DEVELOPMENT 

1,445,000 

112,360 

337,079 

1,894,435 

284,165 

TRUCK
TFX

) IAND (I.C) 

1,020,000 liO,OOO 

75,000 J.O 

75,000 10 

1,117,000 172,000 

F.Y - Foreign Exchange (US Dollars) 
I.C - Local Currency (,Converted to US Dollars at $1.78) 
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t. AGS	 Schedull 

Six (6) Piloc ACS
 

Chri.tiaaa . Year 2
 

Cuy'. Hill Year 3
 

Bu.hy Park -II
 
Southfietd
 Y.ar 4 

Dou;la. COUCh/' 

:::bony i'ark 

~ineclen (19) Projlc:ld AGS
 

Milk Col lee cion Station
 Year S 

Fi.h Collection Sc~tian 

Four (4) Fruit & Vlgecabll Year 6 

Four (4) Frui: & Veeecable Year 7
• 

Four (4) Fruic i Velecable Year 8 

Five (5) Fruit & Ve;ecable Year 9 

II.	 SWDM Schedul~ 

One (1) SWDM (~~ iacility) Yla~ 4 

Live.cock Auccion Cencar' 1eal: 5 

Abbcoir I 

J 
Fourth ~~M Year 7 

I, I LJ I
I 
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I 

I 
I
I
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I1~att tor di3cussion 

Outline tor a Gtu47 

....\•.1]

Objaotive of the studT:	 To fo~tate strategies for developm~nt of 
an effectiv9 marketing S7stem ~o~ ~iaultu:al 

products (fruit, v~~tables a~d root cro~s) 
aud iuputs tor sca.ll: and medium z:ize £'ar=ers, 
liuking markatiug channels at t~e ~roductiQu, 

wholesale and retail levels. 

To ddin8 the potential involvement of the 
proposec Pr~duc8r ~~ketiug Organi~ations in 
the marketing ~rocess thraugn the Asseob~ 

and Grading Stations. 

1.	 Diassosis ot ~~oduction a~eots 

1.1	 Produots growu, V?~ieti9s, qualit,r, 7ields, production costs
 
according to type of farms, seasoualit7 of produo~ion.
 

1.2	 Reaseroh ~ exteusion servioe availabl. 

1.3	 Produotion oredit availab1e_ 

z.	 Evaluatiou of ~resent ~arketi~g orgau±:ation aud identifioation 
of major oanstrai~ts8 SDeoi~117 fa~ the~egi~s of the ~ro~osad 

marketit1~ ol!lut-re..!:. (Southfield, ~ettord,VIoore Tow, G~s all. 
and Christ1ana.) 

2.1	 E:isti~ marketing ohauuels 

2.1.1 Sales b7 produoers aocordiug to different size farms 
• Smale scale producers ( less than 5 acres ) 
• ~ted.1um scale ,roduoers	 ( between 5 and. 10 aores ) 
•	 Large scale (commerQ1al) producers ( more tha::. 10 acres) 

•	 Sales at ta.-mga.te to' higtlers, ru:r~t merohants, 
indust17 and. t'xporters 

•	 Direct sales b.r far=e~ iu ueara.r markets (indioate Site) 
•	 Direct sales b;y farmen iu other markets (indi,oate s1-:e) 

• Usual	 sales a.rrcm~met1tl!l (sporadio sales, re~ sales, 
coutracts) 

2.1.2	 Harvesting, e:ra.din~, pack:iug at ta:r::r or 'b:r market 
iutermediar1es (quality ditterences, crates a.c.d. other 
packing material used, weigitiug) 

2.1.3 Collection at t~	 level and t~ausport utilized 
•	 Transport to mark~ta : as3~~b17 of indiVidual lots, 

trau3port af products to mP~·ket8 and pasaau~r cervices. 
Hi~19rs and ~~al mere~~nts own v~hioles or tr~po~ 

providad by otners: bus, ~ruok, van, pick-up. 

2.1.~ Teohnical sk11l of	 market intermediariea 

/fV' 
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2.1.5	 Prioing at the farms. Prioe di~fereno~s aocording to 
qua.litj 

.Prio~	 differenoes bo~wo~n produotion zonas and markets 

.Pr1Qe formation at different mnr~ets, rural parish 
m<::.rk~ts (looal and ro:;~ot7.3.l) c:.."1.Q consumer oe-ntres 
(Xln~ston M~tropotitan .~~~:Coranation ma:ket) and 
other institutional trad~. SU~9~ of institutional 
buyers, supermarkets aad graen grooers • 

•Iutlueuce o£ export and ~ort 31tuations 

2;1;6	 4ssessment ot tha aoti7ities of the market i~te~edia.ries 

•	 ~~keting oosts and margins at eaoh level of the ohannel 

3.	 ~ia'7S to ra.ti.onalize thO! ma.r!c:~tinlt t'.."no~ion3 <:l.nd s~rvio~s' th..roum 
Pr"duoer ?!.:':l:~ti"g Ort!anization3 as 'fle 1.l as to or'!'t<:l.t9 alternative 
ohannels for mark~tina 

3.1	 Probl~ms whioh had been icautifi~~ (saasonality of produ~tion, 
defioient quality of p:or.u~ts for :1u.t1o~al and ex~ort market, 
idadequate markEltin.~ outlets, p~sio~l losses at £ar~ 18vel 
and during the marketin~ p:ooess, ~tc.) 

3.2	 .4ssistanoe to tarmers with 'r~s,e~ to production 

3.2.1	 Growing of products of ad~t.s variety and quality 

3.2.2	 Taking into oonsiderati~n affects ot sftasouality in 
production and cou~~a: demand 

3.2.3	 ~ars to increase produ~ivity and decrease production 
ccsts 

3.2.4	 Supp~ of agricultural inputs 

3.3 Def'ining exact functions ot the !,roposed Assembly and Gradine:
 
Staticn, set operational ~ethods and ~stimat~ costs and
 
benefits in compariscn to alte~lative mark,ting methcds
 

3.3.1	 Define d~tereuoes in mark,t ori~tation of the 
various types of tar~9ro 

3.3.2	 Propose purchase ~angem~t~ with farmers and selting 
arrangeQeut~ with pote~tial ~yers 

• Reoeive	 products 'lor r~==ors account, pr~par~ for 
market, proces~ and sell: on firm or commission base) 

•	 Purchase products from rarm~rs, prepare tor market, 
prccess and sell: en firm or commission base) 

• ~~e	 advanoe supp~ ooatracts with farm~rG 

or	 Ma.ke advanoe sales oont::oaots "lith trn.de, ic.duatr.r and 
expor-:ars 

-	 3 ­
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.D~ to da.; selling' for u-!\'~i.,nal rnarl:et: at paol:iug
 
house, at set~cted ~~ketg at wholDs~le level
 
having Olm 3t~11s/depo~s or to iutarmedia:ies
 

•	 Selling for e~port markets: to oxporters at packing 
house or at shipping poin~s or dir9ct exports 

•	 Direot sal~s to iudustry at packing house or delivered 
to prooes3i~g plant 

Add~tional marketing s9rvices require~ 

.Ora.diug. To what 8%teud req:tlirecf and what grades
 
will be applied
 

•Washing. To what extend required 

.Packing.	 For which products required, t,ypes of crates
 
or other material propcs9d, how they will oirculate
 

.Sales ~cordin~ to quality. Ezport m~kets, national
 
markets, industry. \l'hat u.::e Hi 1. t b9 made of re jec'ts
 
and what peroenta~ of different qualities is expeotec•
 

•Transport. From produ~Gr to a.ssf!rnbly and ~ading station.
 
From assembly and ~ading station to markets or other
 
destination (export, in:iust:oy J institutional buyers)
 
Alternatives: Farmers organization owns vehicles,
 
negotiated arrangements with transporters, or~nizatiou
 

faoilitates credit to eutrepreneur or make contracts
 
with transporters
 

•	 Storage. Organization o~ms storag9 facilities in the 
production :one or ma:-k8'ts. Participa.tes in stor~ 

or leases faciliti9~. If ne~ASSarj orgauization rents 
available stor~e facilities. 

•	 ~o-industrial prooecsi~g. Contract sale to prooessors, 
sale of part of the markatud products. Installing own 
prooessing faoilities • 

•~~ket and price iufor~ation service. Requi~ement for 
short, medium and l('ng'term ic.1'ormation. ProvisJ.ons 
available. Continuou~ study of present and poteutial market~. 

•	 Credit for marketing. Requiremeuts and 30uroes for 
institutional oredit f~r op~ration. Conditions 

W~rs ot aohieving fa~~ers cooperation. Views of farmers 

Creation of vertioal ocordination between farmers and 
trad~rs. Power i~ n9goti~ti~ns and leadership. 

-4­
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4. Or~anization~l! ~dministrative and ouerational asue~ts 

4.1 Or~~nization 

•	 Ri~hts and obtig~tions of ~~mbers 

•	 Executive fu~ctions of ~ta£f. Decision making and 
probbm so tving 

4.2 .~minis~ration 

•	 Or~ization of the marketing ent~rprice and physical 
facilities oovaring production, markating, processin~ 
and finanoe 

•	 ~erms of R~ter.uoe for each ecploye~ 

4.3 Operation 
• Development of & pilot project 
• Support	 to producers: plannin~ of ~rocuotion, technical 

assistance for production and mark9tin~·,::'input~supplY'. 

•	 Operation of~he centre~ b~in~, sel1j~~ and providin~ 

services: assombly, transport, grading, packing, storage, 
processin~. 

•	 Provision of ored"it for 'ca:-keting at l'roducer and organiza.tion 
level 

•	 ~echuical assistanoe for the operation of the centre. 
~raining in marketing and .operation. of the centre. 

4.4 Financial aspeots 

•• What are the estimated minimu..n· costs of the:: servicE's 
provided ~ the cent~e. Ccrnpetetive situation with the 
traditional trade. Reduotion of waste, costs and margins 

5. Performance an~lycis 

A t,ystematic perform~ce analysis of alI Producer ~~ketiug 

Orgaaizations is neoess&rJ, oompari~ the operation with the 
development tar~ets, plans and orientations. _~ up-to-date 
assessment permits to define 
_	 ~argets aohieved 
-	 Outstanding tasks not yet fulfilled: 
-	 Indica.tions of shortcomings and bottleuecks 
-	 Positi-"o and negative experiElnces' 
-	 Opinions and su~gestiOl1s of produoers, traders and sta.£f' 

Among others the follOWing questions should be answered: 

Are oonstr~otions and equipment suitable and fully utilized ? 

Are marketing services adequa.te and utilize~ ? 

Is administration adequate? Finanoial situation sound? 

Is op9ration sat;"~faotorJ ? Could the Produoer :'!a.rkElt:ing Organization 
oontribute to improvement ~n the mar':ceting process? 



Reaional ~mrk~ts: 

Local ~,!a.rkets: 

Coronation. 

~~ntago Bay (Ch.Gordon) 
S'anta. Cruz 
Newmarket 
Sa.vanne.-la-i,tar 
Ha.y Peu 
Christiana. 
lCellits 
Frankfield 
Browns Toiot'U 

Old Harbour
 
Por-; Antonio
 
Grange Hill:
 
Falmou~h 

Linstead 
Lucea 
ChL~pe 1ton', 
B8,laolava. 
l.Jaggot-ty 
Montege Bay, satellite 
Claremont 
Little London 
Petersfield 
TtTbitehouse 
KSAC Papine 

Rer:tarks 
Wholesale/Retail 
Improv~m~nt un.der consideratio 
throu~~ IDB or~dit 

Limited wholesale/retail
 
IBRD oredit
 
Supply local products
 
IBRD oredit
 
IDB' credit
 
IDB credit
 
IDB credit
 
IDB oredit
 
Decreasing impoi:-tance as
 
re{tional markElt
 

!DB' credit
 
ID:S oredit
 
IBHD oredit
 
IERD crC'd it
 
Refurbished locally
 
!BRD crE.dit
 
IDB credit
 
IDB credit (scall size)
 
IDB credit (small size)
 
IERD credit (Small size)
 
IDB credit (small size)
 
IBRD credit (small size)
 
IBRD credit (small si:e)
 
~JJ IJradit (srn~ll size)
 
Needa local funds for
 
refurbishing
 


