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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 the Ofifice of the Prime Minister, and Alex
McLean from the Data Bank of the M7A.

The team made several interviews with all of the staff during
the course of the 3-week period allocated for the evaluation.
Several field trips were taken, to a livestock market in Santa
Cruz, a smallstock market in 0ld Harbour, 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 (NUCS), AMC,
private exporters, FAO experts, and the Coronation l.arket.

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 Project Goals and Purpose

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 them to he 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 appraaches can be taken.
One is to increase acreage at given income levels. The second
is to increase productivity rates per hectare. Third is tc 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 thirdé. Food costs can be reduced by
lowering the price consumers must pay or 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 increased 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.

Phase 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 vear had
passed. A new consulting team from RONCO was contracted in
April of 1983, and haf worked quite 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 SWDMs, a critique
is in order. For an island the size of Jamaica with a populaticn
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 25 stations is excessive. However, if the AGSs were
to be modified in size and "in the volume of .through-out 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, twc
produce and two livestock SWDMs have hbeen suggested at a scaled
down level.

Achievements to Date

Phase I of the project can be considered to be successful.
The MACD has been established and an awareness of marketing



issues is felt throughout the Ministry. From a technical
viewpoint, the following achievements can be observed.

Market news seems to be the most advanced activity, with prices

being collected three times a week on over 20 commodities from
Coronation market and other satellites in Kingston, plus four
regional markets spread throughout the island. Prices are recorded,
published, broadcast, and distributed, daily and weekly. Situation
and Outlook reports are also being developed for several com-.-
modities. The program is the most advanced that the evaluation

team has seen operating anywhere in the third world.

The market research unit is saddled with a heavy workload.
Initially, 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 new arrangements
with NUCs, it is hoped that the effectiveness of the training
program will be enhanced.

Marketing extension started slowly but has come on strongly

in recent months. A highly motivated staff has been organizing
PMO groups ia several areas, and six groups are presently

being registered. The field staff we met were well gqualified

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 £f£law 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 PMO organization 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 Boards of Directors, and for organizing
future PMOs.

Quality assurance has been establishing grades and standards

for root crops, commcdities which traditionally are not graded
except by the traders themselves. Significant progress has been
achieved to date. However, grades and standards on domestic



produce may not add value to the crops in terms of the value
product after grading. Only some test marketing trials can

answer this guestion. ©Nevertheless, as more produce is prepared
for export, the role of this section will increase proportionately.

In Phase II, achievements have been more mcdest. It has not

been easy to register PMOs, sign up farmers and write contracts
with MACD for expensive eguipment. At present, 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 Grading Stations (AGSs), Producer Marksting

Qrganizations (PMOs] &nd the Sup—larmipal Wholassala Distxihuziop Mazkarg

(ShDMs?

IV.l Faasibility/Options Concerning PMD/AGS/SWDM Markating Systam

A.

B.

The original project paper specifias that twenty-five
Agricultural Grading Stations (AGSs) and four Sub-wholasala
Distribution Markats (SWDMs) for frash produce and meat will be
constructad during Phase II of the project.

Despita all the "faasibility" studiss of positiva PMOs/AGs, it
is not possibla to suggest that the systam as a whole, ot aven
its individual parts will be successful (econcmically or
financially sound) in Jamaica. There ares simply 0o many
untastad and unmeasurable factors affacting total faasibility of
the project. Failurs in other Caribbean countrias of similar
systems (U. of West Indias Report), many failurss in other
countries (Mittandorf FAO, let:tar to Mr. Zanny) and many
failures in southern U.S. suggest that at best the whole projact
is a speculative venturs. The options then avra 1) cancal the
project, or 2) despite limitations, assume that scme
PMO/AGS/SWDM systam is feasible in Jamaica. If Option 2 is
chosan, then change and/or medify the originally proposad systam
to a movre practical and workable systam. The following
suggestions for changes or modifications in project design are
based on Assumption 2.

IV.2 Assembly and Grading Staticns (AGSs)

A.

Number - It is racommendad that the immediate construction :
schedule for AGSs be vaduced from 25 to about 6. The r=ason for
this will become clearer as the veport proceeds, and the six
will be specifiad in more detail.

Sizes of AGS's Buildings and Equipment - As the project was
initiatad two or threse years ago, the original buildings for the
first two or three PMO/AGSs ware tco large and over—designed and
the original equipment tca expensive for the proposad use or .
needs. The original building vaquirements have been scalad down
(vadesigned by Urban Develcpment Corperation [UDC]) based on
specifications furnished by MACD/RONCO.

Some of the original equipment was deemed urmecessary or
over—-designed and too expensive for Jamaica's initial use. As
there has been so much discussion of the originally purchasad
equipment and its "'axcessive'' cost, the originally-purchasad
equipment and the "'axtra' cost involved will be discussad in
some datail.
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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 Potato Growers Cooperative (CPGA) (see
Exhibit A). One red pea line and the potato grading line amounting
to US$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 cancélled. About

- US$80,000 for the hydro-cooler, US$81,00Q for a utility line and
USS$133,000 for the yam lines was recovered from the supplier. These
cancellations result in a total encumbered funds of around US$520,000
estimate around $1,200,000 equipment needs for 25 AGSs.

The original Packing Line Number 1, which combines a peppver, tomato,
cucumber and mango packing line (initially scheduled for Bushy Park),
was over-designed. The estimate for more appropriate equipment suggests
around US$130,000 could have been saved on this line (US$80,000 of that
figure was saved by cancelling the hydro-cooler). Similarly, for the
original Packing Line Number 2, utility packing line for various

fruits and vegetables. One was cancelled for 2 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 - acceptable as is (red pea line).

Packing Line Number 5 - Potato grading, washing and packaging line
acceptable as is (for Christiana).

Cold Storage System - the equipment: 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-equipment are:

l. Do nothing - use as is

2. Sell Line 1 and buy 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 $.110,000 US.

Currently, building design and equipment design are deemed to
be appropriate for the locations, crops and volumes expected
on the proposed AGSSY,

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 analysis has improved through
time and the Guy's EHill system and method of analysis will be
used as a "model" for future studies.



A recently completed re-evaluation of the Dias AGS has suggested
that this AGS is unfeasible.™ Other analyses are in progress
incluéing Moore Town, Waita-Bit, Trinityville and South Manchester.
A feasibility study of Rhymesbury (Ebony Park) is expected to be
undertaken soorn.

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 S 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 until opera-
tions actually start.

D. Problems of the AGS concept

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

- Production

Assembly

- Grading and packing

- Distribution of the packed product and sale or disposal
of off grade products.

N
'

As such, a svstem 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 the AGS was not incorporated
into the project design. Assembly can be a very costly and

time consuming process. Perhaps a series of assembly locations
needs to surround each AGS (Christiana for example, has 26 assembly
paints, and CPGA sends trucks to the different assembly voints

on a certain schedule). Small pick-up trucks, or in scme 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 both assembly and for transport of gracded
products to market. A recommendation is for at least one 3-to
S-ton truck to be owned by each AGS.

Finally, from a comparative international as well as regional
point of view, = = 77 " costs 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 nake comparisons among areas, and comparisons across
countries, i.e. tomato procduction 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. and Canada, for example).

11f the proposed road is built to connect Dias to the market
road, this area will become feasible.
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A systamatized approach needs to be taken both in project design
concepts as well as in direct operations of tha AGSs, as a
grading and packing plant canmot exist in isolation but only as
a part of a complete systam.

E. Problems of Volume and Scale Economias ~ The success of an AGS
will largely depend on the services offered. Volume, physical
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
concapt of assembly and distribution being integral parts of a
system.

F. Capital Costs of Operations - A grading and packaging operation
has a need for considerable gperating capital. Managers and
laborers have to be paid, as well as container costs, and some
advance payment (before final sales) must be made to members of
the PMD/cooperative. This may call for considerable gperating
capital. Where, how, and when this operating capital will be
sgpplied to the AGS'have not been specified in project design to

te.

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 iniltiation and instigated approximately eighteen
months ago. The establishment of A PMO and a contractual
agreement between the PMO and the Ministry of Agriculture
(MOA) 1s a Condition precedent (CP) before agreement on the
establishment and funding of an AGS and 1lnstigated about eight

months ago.

Several misconceptions in the establishment of PMDs existad .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 system of AGS. These misconceptions were a

general misunderstanding and underestimate of the time and effort

required to:

1. establish an operational PMD

2. to train PM) members and overcome the organizational
problems that would be encounterad

3. select and develop leadership

4. in getting enough growers and volume for a PMO

5. 1in establishing (legal) methods of incorporation when a
cooperative was not an acceptable organizational structure.



6. 1in training and/or selection of appropriate managers
the AUS would need.

Currently, the MACD/RONCC teams are being gquite realistic.
Effective PMO development is regarded as the major stumbling
block for the instigation of AGSs. The.National Union of Ccopera-
tives (NUCS) is being retained to assist in training of PMOs

and assist in the selection and training of AGS managers. The
MACD/RONCO unit involved in organization and training must be
beefed up and resources of other MACD/RONC() units must assist
directly in developing information specifically needed in PMO/AGS
development. Specific recommendations concerning this will be
presented later. Concerning the legal aspects of incorporation
(see 5 above) the MACD is exploring the use of the "Indudstrial
and Providence Societies Act", which mav 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: \

——

A clear titIe"to the site must be obtained.

A feasibility study must be conducted.

The PMO must be a legal organization.

A contractual arrangement between a PMO and thne
MOA must be agreed upon and signed.

- FUN S N
« .

Inherent in the process is that a manager of the AGS must
be trained or obtalned. This may partially be through NUCS,
but the NUCS/MACD relationship is unclear. 1In 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. And, therefore, no managers have yet been appointed.

IV.5 Numbers and Locations of Immediatelv Possible AGSa

A. Potential numbeyrs and locations of AGSS

MACD has been working with 1l potential PMO/AGSs to date, 12 if
Chrlstlana is included. Of the 11, feasibility studies of the AGSs
fave been completed for five: Southfield, Thetford (Bushy Park),
Douglas Castle, Dias, and Guy's Hill:; other potential lccations

of AGS are Wait-a-Bit, Trinityville, South Manchester, and

Ebony Park (Rhymesbury). A revised feasibility analysis of

Dias (Nov 1983) has shown this potential AGS to be non-feasible.
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dpparently, the greatest opportunity for establishing
operational PMO/AGSs are (not necessarily in order):

l) Christiana

2) Southfield

3) Guy's Hill

4) Douglas Castle
S) Ebony Park

6): BushyPark

A longer run potential exists 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 tremendous training and educational 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/2AGS
previously listed. 1If objectives of the total project are to

be accomplished, .2 few operational AGSs are an absolute must.
Further, for the time being, no effort would be expendéed on
expanding the list of nine, until one or more AGS are operational.

B. MACD Organizational Problems

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 oreration which might
possibly evolve over a 5 to 10 year period in Jamaica.

If and when successful PMO/AGS are estaplished and paving
reimbursement for the invested capital, these returns could
then be put into a revolving fund to develop possible potential
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 establislied 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-officico member of the board
and as Secretary of the PMO/AGS. In that capacity he could
take care of many communicational, ecucational, 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 votato
operation. Apparently there are three small scale frozen french
fry ~rocessors in Jamaica (at least 2 in Kingston and 1 in Montego
Bay). As frozen french fry production is a wéight reducing .
technology (only 50% of the weight of the raw product is shipped),
the optimum locations are in productive areas rather than
consuming 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 Precedent. (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 acdequate. for an AGS and
that the development of the AGS not be held up because of the
misinformation in the earlier reports.

4. BushyPark ~ 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 dcesn't accept the idea
of an AGS for 8 to 10 larger farmers. Possible solutians are
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
sole activity. — = .

S. 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 proposed
AGS was probably the best feasibility study. The results are
gquite 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 Qrganjization and Operation of MACD/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 ané seriously
understaffed. Phase II, the development of operational AGSs and
SWDMs is considerably behind schedule.

The establishment of legal PMOs was not started until RONCO
appeareé on the scene in March or April 1983. Since then, the

work load of the unit andindividuals given this assignment (to
establish PMOS) has been tremendous While the unit and individuals
are highly competent and dedicated, the pressure to develop
operational PMO/AGSs has 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 relatad to

the establishment of PMO's/AGSs.

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 EZbony Park, no new feasibility
studies be conducted at the present time. Those substantially
in progress might be completed but no new ones initiated. And,
that the Market Research Unit reallocate its efforts, along
with other MACD units to (but not restricted to) the following
concepts and/or approaches:

1. Detailed market analysis for PMOsS/AGSS.
(a) In depth studies of Hotel, Restaurant and Institutional
(HRI) markets in Jamaica
(b) More definitive work on sales through retail stores
(c) the potential export market

2. Experimental research - Does it pay to grade? 3Actual
experimental sales tests at retail, wholesale, higgler
and HRI 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 operatic
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 HRI

(b) To Higgler
(¢) 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 counsel 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 example, item 2 above, "Does

it pay to grade?" 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 must.

IV. 7° ZThe Establishment of Subterminal Wholesale Distribution Markets

{SWDMs )

The suggestion in the original Project Paper that 4 SWDMs be
established in Jamaica to handle produce and meat, as redistri-
bution centers is considered to be impractical. This is the
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consensus of the review team. This review team consansus
is backed by discussion with many MACD officials and unit
heads. However, we wish to modify the original concept of
the 4 SWDMs to undertake wholesaling functions more needed
and more functional in Jamaica. The concept of additional
wiplesale marketing facilities is sound. We recommend that
funds be allocated from the original SWDM budget for the
following:

1l - 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
(AMC) building in Kingston).

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

Summary and Conclusjion

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 £it operational conditions in Jamaica.

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

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

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

Finally, the original 4 SWDMs concept is considerably changed,
The recommendation is for wholesale markets specified
by commodity and locations 'as indicated below:
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1. a wholasale/retail livestock auction markat with an abattoir. (This
would count as two SWDMs, one for asach component)*

2. convert the Kingston AMC maerket facility to a sub-tarminal wholasale
market for produce.

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

The costs for these markats would be raduced significantly as well, as is
shown in the new or revised budget, page 6 of Annex 2.

*The abattoir would be included if the MACD/USAID livestock taam agraes it
is necessary.



EXHIBIT A

COPY OF BID
BID SCHEDULE }

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

, PRICE OF PRICE OF

LTEM NO. QUANTITY POUSBMENT B ALLNTION TOTAL PRICE

1 PACKING LINE NO. 1 - COMBINATION PEPPER,
TOMATO, CUCUMBER, AND MANGO PACKING 1 243, 816.00 11,990.00 255.806.00
LINE WITH HYDROCOOLER

2 PACKING LINE NO. 2 - UTILITY PACKING
LINE FOR VARIOUS FRUITS AND VEGETABLES 3 223, 602.00° 18,570.00 242,172.00

3 PACKING LINE NO. 3 - YAM AND ROOT
CROP WASHING AND PACKING LINE 3 127, 128.00 6,225.00 133, 353.00

4 PACKING LINE NO. 4 - KIDNEY BEAN 5
CLEANING, ELEVATING, DRYING AND * 2 58, 276.00 N.A. 58,276.00
PACKING LINE

5 PACKING LINE NO. S5 - POTATO WASHING, *
SIZING AND PACKING LINE 1 119,512.00 6,045.00 125,557.00

6 COLD STORAGE SYSTEM 3 99, 906. 00 15, 000.00 114, 906.00

* ONE KIDNEY BEAN LINE AND POTATO LINE
ORDERED AND FUNDED BY INTEGRATED RURAL TOTAL PRICE OF ALL ITEMS 930,070.900
DEVELOPMENT PROJECT INSURANCE 7. 835.00
FREIGHT 41,431.00
GRAND TOTAL 979, 336.00

1. THIS BID IS VALID FOR 60 DAYS FROM DATE OF OPENING OF BID.

2. N.A. THIS EQUIPMENT FORMS AN INTEGRAL PART OF 'WiFE STORAGE AND FUMIGATING FACILITY
AND WILL BE INSTALLED BY BUYER AT SITE AS BINS ARE CONSTRUCTED.

7’
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Social Soundness Revisited

Introduction

The purpose of this report is to summarize the findings of

the evaluation of the progress of PMO development and the
effectiveness of MACD strategy for promotion and establishment
of PMOs. To date, 6 PMOs are being 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 organizatiocnal
problems have arisen which indicated a need for more intensive
inputs with regard to the social and educaticnal components

of the project. The proposed NUCs project will provide support
for this aspect of PMO development. MACD has meanwhile assigned staf
o work with each PMO and is proceeding with a reasonable strategy
of organization. This report will summarize some of the
problems ané 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 pacrticimate in cooperative
organizations because of fear of elite control and inequity
in benefit distribution and past experiences with
other cooperative ventures

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

S. Farmers low level of education

6. Farmers individualism and conseguent uwnwillingness to
become finangially involved with other farmers

7. Political partisanship and clientelism which result in
inequity

8. Community decisions along district lines

Whilg these constraints are evident in most of the organizations
examined, MACD has attempted to address them and in most cases,
has controlled the negative effects.

During our evaluation visits, we met with the Steering
Committee of Douglas Castle, Bushy Park, Ebcny 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 development of
the organizations. )
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Douglas 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

- Need 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
strateqy for its own development. Early involvement of
NUCS in this PMO is recommended.

. Marketing and Production Information

This PMO requires technical assistance regarding production
costs for the crows 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 PMO 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 it 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 reguired 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 the crops they now grow. Data can be gathered
from the farmer wio is now growing for an export market.

Ebony Park

This pre-cooperative has had three years of technical
assistance 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 MACD 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 gquite feasible.

Recommendations

. Production costs

Standardized production costs for existing and proposed
crops is regquired.

. 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 MACD 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 feasibility
and the organization is ready for registration and training.

Recommendations

. NUCS

We recommend early involwvement cf 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, bncause of its overt skill deficits

and also because organizational development does take time.
Since the extension staff has not had experience in crganiza-
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 rate 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. “The 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, disseminate
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 organizations 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 along 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 1lack skills in planning, decision-making
and analysis of information. This has restricted their
ability to progress orn. 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 support 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 strateqgy 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 cfficers and a marketing extension officer
will be in place, additional manpower could hardly have adverse
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Short term training, and diploma courses and in-service
training are also useful strategies for immecdiate 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 activity, should conduct a needs assessment
and develop a training plan to meet these needs. We strongly
recommend that a management development course be conducted
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



v.2

- 25 =

PMOs

With the difficulties being encountered by MACD 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 management

have been identified and the ACDI-NUCS proposal is an attempt
to reduce these problems.

This proposal provides an adequate methodology for training
and management development for FMOs. It removes the respon-
sibility for mobilizing PMO members from the MACD which does
not now have the skills, manpower or experience 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 visual aids, demonstraticn kits, manuals
and other methods 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
preposed role of NUCS, 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 cutlines a good training program which requires only
development of a more skill-oriented curriculum.

Recommendaticns

. A memorandum of understanding regarding the joint and
separate responsibilities of NUCS and MACD 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 MACDs 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 PMQO managers should be
developed jointly by MACD and NUCS and a system of appraisal
should accompany the employment of these managers.
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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 propcsal 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 MACD. 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.



vI.

Vi.1

MACD Structural Problems
Purpose of Project

The overall purpose of the project still has validity - that of
improving the incomes of producers, intermediaries 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 vclume of sales. If demand is elastic, reduced
prices can cause an increase in sales as well as in total 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 MACD 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 gquantities 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 carriad out to determine
marketing margins for the same range of products.

Ability of MACD to recruit and retain staff

MACD, 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. MACD was
able, during the first phase of the project to reduce the apparent
disparities by starting many of its employees at“pi her than
normal levels and accelerating their levels of rem ration
through merit increases which permitted salary advances of 10-15%
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 other opportunities are giving them
serious consideration. The MACD, if it is to attract and retain

the calibre of staff capable of achieving the challenging objectives
of the project will need to muximize 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 policies and strategies
for employing opportunities for long-and short-term training
in its recruitment and retention system for staff.

. That MACD develops a plan to accommodate a significant number
of staff in opportunities for long-and short-term training.
These could include both Masters and Bachelors 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 pmgram, 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.

Impact of Phase I on Intended Beneficiaries
({Assessment of Marketing Services Infra-Structure 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 various units in the division have achieved
differing levels of operation and performance.

Marketing Economics Information and Research Branch

Market News and Information

The market news information component of the MACD system is well
along in the development 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, Christiana 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 reports 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 time is more detailed analysis

of the underlying 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
hiead 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
agronamic and other technical staff.

The Situation and Outlook Report should also report £fo.b. prices
for exports and wholesale and retail prices in the key export
markets in the U.X. 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 decision-
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-exportaers, 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 gquantity 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 gquantity. 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 given 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 thorouch review of the organizational
structure and staffing patterns of the Marketing Economics and
Information and Research Branc¢nh of the MACD. There may be oppor-
tunities to consolidate activicies to achieve greater levels of
utilization of professional 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 foed products. This includes both commodity and market
structure research, some of which are conducted on an "as 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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Guy's #Hill and Dias are quite sophisticated and are fairly
standard for development and investment anralyses. They are,
however, very time consuming. If the project focuses on a
limited number 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.

Demand studies are very important to point out opportunities

as well as limits in the marketing of the many kinds of produce
that are 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 kind of research, they should be consulted with and resources
coordinated 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, producers and intermediaries in developing
appropriate strategies for production and marketing.

The Research Unit needs to carefully define its sphere of qperation
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.



11. LACK OF INFORMATICN AND BROADER PROJECT PERSPECTIVE.
Lack o0f information on the characteristics o< production

and Aa:keting and the factors that affect these has bheen an

important c2nstraint on project inmplemantaticn. These

information deficiencies include:

a) Market structure, channels; charactearistics gnd roles
of different participantas.

b) Velure 95 cusrent ﬁroducticn. amounts merketed and
lossgq.

c) Prices at different levels in the narketing systaa
structure:.

d) Quality and Qualﬁﬁy (price) differential at .different
levels; quality standards or grades in use.

e) Exports as a aub set of the ahove. volumas, channels,
quality, prices of products exp‘orged . £ron Jamaica.

£) Relamni data on prices, qualities ete. in foreign
markets.

g) Supply, distribution channelsa, and uaers of different
product&dn inputas,.

h) Public policies affecting pricing, exports and impor<s,

production incentives and related factors.

37



Efforts are currently being made to davelop facilities
end institutions to perform various functions uith.'little
information on how and where these functions are now being
pe:formed.and what value may bhe placed on such sevices. E.g.,
what is the market strﬁcture within which PMQ’s will operate
marksting facilities and provide services. Théere appears to
bé little felt need by producers <for helpn to improve the
marketing of their produce, nor understanding of how an AGS
will operate. Nor is MACD able, with confidence, to tall the
PMO hov the opératlon ef an AGS will improve Ehe income of
individual members. What will be the differences in prkces

they receive, in volurmes they can sell?

RECOHMENDATIONS:

A sys;z;agf; progran of study should be initiataed ¢to
providé infornation on a-h listed above. It should answer
questions such as:

a) Who is currently providiag producar to retail food
stores, .r:esta.‘urancs hotéls, etc?What services are being
previded by the supplier? What pricing structure does
the supplier usae?la the ratail outlet saatisfied with
the current source of supply? If not, what would the
recail cutlet like to have as additional servicea?
Whether or not the retailer is satisfied, c=n the 5MO.
either directly or through a wholesale market provida

the services. quantity and quality of produce that the



b)

<)
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retail outlets want and particularly important, can
they be supplied at a price competitive with ‘the
current systam? How large is the retail <£ood astore,
restaurant and hotel nmarket? Whare s this market
located? How is this marzrket néu supplied in terms of
produée transportation frem the field to the ocutlet?
I$ this transportation satisfectory? What will it take
to develop & transportaticn unit to service these
needs? What will the impact on these* currently
providing transport, or <can the current system be
utilized and whet will be the cost?

Who are the current wholesalers in Jamaica? What size
operatians do they hava? Do they have their own
facilities? If so, will they be willing %o transfer
their iggrq§4ons to a wholasale terminal? What kind of
services would wholesalers want in a wholesale
terainal that uo&id-assist wholegalers to better serve
their customers? Where should uholegale terminalas be
located and how many should there be to adequately
serve existing and projected needa? What costs.uill be
1ncurfed to provide servicea to wholesslers and/ocr
retail buyers and are they willing ‘to pay these costs?

What is the specific role of higglérs? What services
do they provide to producers? How do higglers
eatablish price? What are their coata? Will they

utilize the services <¢f an AGS?
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d) Who are the current exporters in Jamaica? What
products are they handling? What volumes do they
handle? Where do they gat their produce for export?
Are they satisfied with this source? Are they
considering handling.additional volume? What are their

ﬁjgre

i arae the markets

quality and quantity requirements?
for axport? What export requirements mnust be net?
What are current impcrts? What is inmported and at what

. " could they be
price? Under what conditions / produced locally? What
<=

would this require in the way of incentivq{ inputs,

.- narketing structure, prices, quality standerds etc.

Tha above array of quasticonas are illustrative of the
typea cf questiona that need to be anawered to provide the
type of.. information required to adegquately daaign
inprovenents and enzabla MACD to assure farmers wmnarketing
their produce through the PMO/AGS oFf greate? profits. Once
producers are convinced of this, it should not ba difficult
to correct the prirmary prqblem faced at the prasent time --
that there generally dces not exist an adegquate nembership

base to provide the volume of products required to make the

AGS’s an economically viable enterprise.’



Staffing
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 performance of the various units including
the Market Research Unit.

VI.4 Marketing Economics and Credit Unit

This unit appears, for all intents and purposes, to be non-existent.
And the rationale for this unit is tenuocus 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 merged 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.5 Quality Assurance Branch

The Quality Assurance Unit of the project is in the process of
developing a comprehensive system of guality 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 procduct grading - at least at the market level.

If Jamaican products are to compete with procducts 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

0of produce.



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 bukttress 2 priorji notions and help in the design
and/or redesign of grades and quality standards as well as
provide scme indications as to demand elasticity for the various
grades.

If the variocus 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 place them in constant contact
with products and those responsible for the movement of products.
Ensuring the appropriate staffing and management of the unit should,
therefore, be of high priority. In addition, equipment for

testing and monitoring product quality mast be acguired before

the quality assurance system can go forward. Needed 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 develcopmental phases. However,
its contribution may be enhanced with greater attention to
outreach, communication 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, very
complete in their scope-covering research, development of standards
and training. If achieved, these activities would have served

to institutionalize apd demonstrate the potential role of QA in

the marketing of non-tiiditional crops.



V1.6 Marketing Develogment Branch

VI.7

The overall objectives for this unit are outlined in their Half-

Yearly Report, covering the April-September 1983 periocd. Those

objectives include the following:

l. 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 and is being dealt with perhaps to

the detriment of the first two objectives. Farmers are using
marketing extension officers to solve immediate problems related

to the 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 liaisonwith a number of agencies
and organizations through which timely information can be exchanged
to facilitate decisions related to competitive imports.

Develooment of PMOs/AGSs and JAS Collecting Stations

The objectives of the unit are as follow:

l. 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 re. 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 S-year pericd.

Given 2all these limitations, the Marketing 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 gquickened,
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
socic-economic, ecological and other variables important to
the spatial and socio-economic definition of PMOs.

. That MACD Marketing Development Unit work closely with NUCs
in developing an educational program for farmers and managers
of PMOs - the MACDs input to include technical and economic
information related to the marketing aspect of the PMOs.

. That MACD staff involved 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.



VI.8

VI.9
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Management and Decision-~-Making

The recent appointment of a Project Coordinator could improve
the management and decision-making system of the MACD. We nust
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 resocurces 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. FPriority
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 lacked 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.

Quality of Technical Assistance

The quality of technical assistance supplied to the MACD has improved
Admittedly, the first team of consultants were not able toc 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

MACD staff have met criteria for overseas long-term training, and
management policies have not supported long-term training abroad.



-42 -

Thirty-six person months of short-term external training was
budgeted. Nineteen have s0 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 MACD 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. Training
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 MACD 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 cqntributions 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..ator to help coordinate the TA

team as well as serve as a counterpart to the MACD 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 cocoperation and coordination
among RONCO TA team.
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That consultants become more involved in the developmental
work related to the PMO-AGSs.

VI.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 grcup 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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Team Recommendations

Given the discussions in the preceding sections, the evaluation
team recommends jointly with the MACD, 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, Bushyv 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 USAID 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 transitionary
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 why a stragegy of a limited set of pilot activities

seems viable

1. Evidence exists from several studies and conversations with
farmers, that the higglers market less than 100% of a fa:—erk
crop. An AGS should be in the position ‘o guarantee a market
(not a price) for a larger percentage of -2ach 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. 1Initially, risks will be high and

not all contracts will be honored. Until the participants

learn how to deal with these risks, protection 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 $13 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 relinguished.

3. The impact of the August 3 CBI 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 right, 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
certain that this trade will expand.

5. 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 marketing 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



-46~-

decrease, and in turn, drive prices upwards. Until a degree
of coordination or certainty is reintroduced into the market,
supply will remain at a lower level with obvious conseguences
on price.

7. Reducing spoilage and transportation costs will Teduce the
margin between final and derived demand. This will lead toa increase
in farm gate demand and will lead to greater supply. See diagram 3.

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 S.

. ——
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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 have occurred in various conditioning parameters over the
last two years.

Case 1. Increase % of production marketed.
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quality. (See diagram on following page.)
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Case 3.
Q
Q
o}
H
)
A B i Quantizy
Moving from A to B, due to reduced marketlng
costs (CBI leglslatlon) will create producers
surplus in Jamaica and consumer's surplus in U.S.
’_/l
Case 4.
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An increase in demand in U.S. will lead to a
Qamaican supply response, i.e., price and quantity
increases.



Z Case 5.

Price, Cost

A B Quantity

If labor as a percentage of total cash production costs

is greater than 50%, which it generally is for annual

high valued vegetables, then the effect of the parallel
markat would be to lower costs of production vis a vis
the U.S. market. With given demand, supply would increase
as shown in the diagram above. The total industry-wide
affect would be a shift in the supply curve as shown
below. '

Price
.

A B Quantity



Case 6.

Price
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In a normal year, supply is A, farmers price is Pj, and

AMC takes 1l%. In an abundant year, price stays at P

supply expands to B, and AMC is supposed to take 1% plus
B-A. Without AMC, price would fall to Py, and supply

would be Bl, with a sufficient margin to cover marketing
costs. At B and P;, demand price is not sufficient to

cover marketing costs. In a short year, AMC would not
purchase and price would be at P3, absorbed 100% by the
higglers and traders. Because of the floor vrice 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.



VIII. MO\ 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
i3 not necessary but rather a shifting of budget amounts froa one line
item to another 1s all that is necessary through letters of
implementation. The principal objectives of 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 SWDMs all at one time. Moreover, there was a
con;ern about overlapping between MACD and other divisions of the Ministry
and to some extent with regard to outside agencies such as JAMCO, 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 SWDMs 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 aquipment, 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 i{s the key to evaluation, that the folks respousible for
implementation feel that they own the recommendatiom, 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 PMQ's to operate
asgsembly and grading stations complete with buildings, equipment and
some vehicles. Sub=termiual wholesale markets are also to be
constructed to handie 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, i1f 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
i3 not provided. Although it is recognized that a properly functioning
PMO must finance its own working capital, by marketing members crops on
consigmment 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. Nevertheless, 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 cheir portfolio of
agricultural credit to the PCB or other commercial banks for working
capital to PMO's or other traders/higglers who would market PMO produce’
on a cash or partial pay basis. It is suggested that the primary
banking source manage the credit om strictly commercial terms as if it
were not guarantead at the secondary level and insist that no loans a2t
the primary level be forgiven outright but that all means of
refinancing, collection postponement, or lien on buildings, equipment,
vehicles, stock or produce be applied until exhausted. Since this
activity would be rum on a trial basis, with a limited amount of
guarantee capital, it would be evaluated in two years to see how
effective it 1is.

One other use of this fund'could be for the financing of secondary
activities to the assembly and packaging function. Pre=-cooling or cold
s:oragé s already teing considered at some sites. Consultant ceam
member Sawith Greiz 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.
Cousultants 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 will

probably make the PMOs viable. There is a tendency for any
farmer-managed marketing operation to force higher prices for the

producers. Consumers (retaillers) will always try to get cheaper produce
and expanded supply will drive prices down. Only by expanding and
totally integrating the PMOs operations will profitability be insured.

Specific Recommendations

1.

Concentrate all efforts on the pilot set of six PMO/2GSs for the

next year.

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

a. Double coverage of operating costs to 1002 for two years and 502
for two years, )

b. Add vehicles to equipment schedule and finance the same way,

c. Discount excessive equipment costs.

Extend life of project by 3 to 5 years.

Change approach to SWDM development as indicated in MOA draft

request.

Accept MOA Request for Disbursement Waivers,‘as per attached draft.
Consider revised budget attached to MOA drafc.

Develop the Special Fund as requested.

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

10. Upgrade staff and improve lacentives by promoting more long— and
short-term training as suggested in Section V.l.

11l. 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. Coansider reducing total number of AGSs to 15.

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

Follow-Up

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, Geneva, 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 sector. The SFMA Project could

arrange this.



6.

7.
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That Dr. Smith Greig return early 1984 with an engineer, on the
request of Christiana, to do a feasibility study for frozen fried

potato processing.

That in collaboration with RONCO, coasultants be invited to study
the feasibility of expanding the Jamaican Agricultural Societies

input stores program.

That a consultant on farming systems be invited to advise the GOJ

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

PMO program.

Redirect 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.

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.

Contract de Balogh to carry out market channel study as per
attached proposal, Annex 3.



aAnnex 1.

PRODUCER MARKETING ORGANISATION PROJECT

MEMORANDUM OF UNDERSTANDING OF
RESPECTIVE RESPCONSIBILITIES
BETWEEN MACD & NUCS

The successful establishment and operation of the Producer Marketing Organisations
(PMOs) require clarity and agreement on the precise functions of each 'agency which
will be involved and perfact co-crdination of the in-puts of these agencies. Thera
must be understanding and agraement in raspect of the agency which will perform

‘the lead role and be rasponsible for co-ordination. '

Tha two (2) agencies involved'are :-
1. The Ministry of Agriculture Marketing and Credit Division (MACD)
2, Naticnal Unien of Co-operative Societies Ltd. (NUCS)

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

AGENCY FUNCTIONS:
l. MARKETING AND CREDIT DIVISION (MACD) :

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

. Identification of areas with the need for and the.potentiai to
develop viable PMOs

. Responsibility for the infrastructure required by PMOs to start and
cantinue operations - acquisition of land, supervision of buildings,
procurement of suitable equipment

. Conducting the necessary feasdibility studies

. Providing marketing extension services - marketing research and marketing
information

. Providing quality control guidance - grading standards etc.

» Co=ordinating with NUCS' Co-operative College in decidiné on the marketing
component of the PMO Eraining and curriculum

. Conducting training 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 recommending solutions
. Assisting in the evaluation ¢f marketing performance of PMOs

. C-ordinatiné with NUCS' Co-cperative College in developinqg the technical
farming component of the PMO curriculum in keeping with specific needs

. Ccnducting . | technical agricultural training at various levels in PMOs as
dictated by the training programme developed by NUCS' Co-operative College

M. BA
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. Analysing technical farming problems experienced by PMO farmers'-and
racommending solutions

. Assisting in the evaluation of PMO farmers prcduction performance

2. NATIONAL. UNION OF COQ=-QPERATIVE SOCIETIES LTD. (NUCS):
The role of NUCS in Producer Marketing Organisations will be as follows :-

. To identify.farm._leaders in prospective PMOs in which there is no existing
organisation through which to work

. Recruiting staff for new PMOs - Manager and Assistant Manager in co-ordinatic
with MACD and Farm Leaders

. Develoément of comprahensive training programma for all sectors of PMOs to

meat all areas of training needs - leaders (¢committee) staff and rank and
fila members

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

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

(b) Organising loeal on-going training on similar lines as in (a)

(c) Arranging for and conducting PMO personnel on vigits to otherx
- PMOs and marketing agencies locally as training exercise

(a) ‘Arranging for PMO personnel to go én 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 suhject areas

. Ensuring that adequate accounting system is instituted and maintained
in PMOs

. Ensuring affective flow of information and communication to PMOs and
within PMOs structure

. . Guiding PMOs to find solutions to problems likely to affect PMOs and
developning the necessary strategy to avoid them

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

RESPONSIBILITY FOR OVERALL CO-ORDINATION:

The Naticnal Union of Co-cperative Societies Ltd. (NUCS) as a voluntary organisation

- (0
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represanting over 400,000 persons of which a large proportion is PMO type farmers,

should and . will maintain overall co-ordination of in-puts by the two (2) agencies

concerned as it relates to training.

In executing this role, NUCS will :-
. Plan and document a ‘co-ordinating policy approach
. Seek and obtain agraement from MACD

. Maintain clear cut lines of communication and understanding between
MACD, PMOs and NUCS.

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

NUCS will maintain harmeonious working relationship between MACD, PMOs and other
agencies that may be involved from time to time .

CO~ORDINATING CONTACT PERSONNEL:

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

1. NATIONAL UNION OF CO-OPERATIVE SCCIEITES LTD. (NUCS) : GENERAL MANAGER

2. MINISTRY OF AGRICULTURE MARKETING AND CREDIT
DIVISIC.” (MACD) PROJECT MANAGER

/A e
Signed.. ’g‘Z/"(ﬂ{/ﬁf e

“~ . R. DIETRICH GENERAL MANAGER, NUCS

Signed.-...--.oo.--...éoo.o.... PROJECT MA-NAGER' MACD

17th November, 1983

!
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On thae ovceasicn of che visic of cha YSALD uid-cerm Evaluazion zeam

comprising five (5) USALD Consultants 2nd four (4) 507 staff wezbess® and Saced

on flald visity and discussizn, the Miniszvy of igriculture cequasts cornsiderarica

of the follcwing adjuscmeats co the Project Financial Plan and Loan Agrcenent,

axuendment nuzber one (1) March 31, 1982, including Annexed Amplified projecc

description;

L.

II.

With regard to the development of four (4) Sub-cerminal Wholasale Discri-

bution Markets, it is requested that the following adjuscu.ats be made:

—

. That the AMC facilicy ou Spanish Town 20ad be renovated and zaeopened
to secve the RKingston arsa, as a whoiesale market and scaging poing
for axports, to us managed by a private contract to JCTC, AMC or 3ome

other entity designace;

2. That the C? for fifty perceat (502) leasc committzent for the AMC

Market he waived;

3. That the Livcs:oék Center in Bushy Park, St. Catherine, be cousidered

as a FUDM;
-
4. That because of che dasiza of such a cencer and iss functioning, chat

the fifty percanc (50%) leass requircment be waived as not relevan:s;

S. Thac tha propused abactoir, to be located next ta the Livascock Ceztar
or other site to ba decersinad, be considered as an SWDM, with the sana

waiver of the fifcy percent (502) lease requirement;

6. That fuads for one (1) SWDM be reserved for Mountogo 3ay, or ocher sirce,

as and vhen faasibility studies, to carried by MACD, so indicace.

7. That savings on. the SWiD budget be released for application alsevliers

within the project. (Sae actached 3udgec Reallocatioa Table).

With regard to the AGS davelopment and PMO contracts, it is requescted thot
USAID accapt che MOA and Evaluation Team recammeudacions to ccncen:r:ceﬁ
pilot sec of six (6) produce stacions. This concentrazion will require
special support as ourlined balow. The ¥CA requests USAID to fecilicate
chis focus by approving disbursameats izmediaceiy hased on rccognizien of

the stacus of nach MO as presenced in the [iscing cu Eollow.
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STACLS O PHO LLTIVITINS

)

(2)

(3

(4)

(5)

CuRISTIANG

(a) Socio=Economic Study
(b) Registcation
(c) Land Azquisition

(d) PMD/MACD Concract

SCUTHFIELD

(a) Socio=Zconomic Study
(b) Regiscracion

(¢) Land Acquisition™®

(d) PMO/MACD Comtract

(e) Water Supply ¥

BUSAY PARK

(a) Socio=Econozmic Study
(b) Registration
(e¢) Land Acquisition

(d) PMO/MACD Contract

GUY's HILL

(a) Socio~Economic Study

(b) Regiscration

(¢) Land Acquisition

(d) PMO/MACD Coantract

DOUGL:AS CASTLE

(a) Socio=fconomic Study

P

- YRR e - ¢ ¢

Complated
Complecad
to be addressed Ly P.S.

to be signed 29/11/83

Complated

Complatad

Miniscry of Finance has indicataed
thac Zunds for purchase of laad

¢an be paid out to account zeneral.
(P.S. nesds to expediata)

Being teviewed by 2M0.

Present level sufficient to operate
aquipment. Watar Commission in the
che procass of increasing supply €o

Cooperative. (P,S. neads to
expediate).

Coapleted
Completed
Coumpleted

Being ravicwed by 2M0.

MACD will submit to AID Zor
approval 30/11/83.

Docuzents being prepared for sub-
mission to registration. Cxpected
date of registration 15/1/84
Permission needed for AMC to trans-
far building to PMO/MOA. (P.5. neaeds
to expediace).

Baing ceviewed by °MO.

HACD will ask USAID to accept Stall
Collcge feasibilicy svudy an Dowplas

castle,
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. Storvad
Given this stacus, MOA will expaedite those sewned iteas, and cequescs

USALD zive blzakat approval to procede iomediataly with construction, fiaancing,
and delivery of equipment for the six (6) piloc activities, as justified by the

scheduling of conditions pracedent presentad above.
In addition, the MOA requests the following shifts in budget allocations:

1. That $500,000 US$ of cthe excess zenerated (exhibit A) be allocatad
to double the assistance provided each of che six (6) piloc ?40's,
on the basis of 100% operating cost assistance for two (2) years and

50% for two (2) years;

2. That vehicles be added to the equipment provided each PMO as liscad
£
in the table, to be financnd.gf equipment uader the same tarms for

said items;

3. That the genural guidelines for equipment and construction be approved
a# the revised budget; to be finalized by engineering specifications

as they bHecome aviilable;

4, That chs LOP and EOPS be extendad a3 indicated in che revised construc-

tion schedule (exhibit B)

S. That the excess saved (A) from the original budget be zransferred to

the special fund for market development, broken down as follows:

$2,500,000 Creadit Guarantee for PMO and farm inpuc and working
capital line of credit chrough AC3, PA3 or other

banking faeility.

$1,000,000 Tachnical Assiscance
iR S p—— ey bt nite t t i nd e dprrodeTTrm T ritet~vewa lopent
e ag o I
S 209,000 Pilot farms for cach PMC and farming systoms rescarch.
$ 100,000 Testc markecing of graded ;rodué; and market developmeac
detivicies.
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$ 150,000 Markat| extansion suppors.
$ 50,000 Pest harvest handling laboracory and qualicy assuracce
equipmeat.

———————————

$4,000,000

Up to $2,000,000 additicnally will be available from inspect contingency and

inflation resarves to be furcher allocactad as dcemed appropriate by 40A. and USAID.
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AUNES

AGS

Land
Construction and
Site Development
Zquipment

4 & FE
Vehicles

TOTALS

SWDH

Land

Constructionr

Development

Egquipment

vehicles

A &§ £ (UDC Fees)
TOTAL

GRAND TOTAL

D\t\cuﬁ*

ORIGINAL AND REVISED BUDGETS FOR 25 AGS's and 4 SwDiS
(November 1983) (In US Dollars)

a3

ORIGTNAL COMMTITTED PRCJECTED SURPLUS
BUTr"ET 6 aAGS 17 AGS (Ceficit)
2 SWDM (LVST: 2 LVSTK
l swDM (AMC) 1l SwDM

127 30 190 (93)
2,370 975 1,894 (499)
1,058 815 545 (402)
445 215 303 109)

——— ) - 300 1,170 (1,470)
4,000 2,471 4,102 (2,573)
202 §0 40 82
6,849 700 400 5,749
1,145 500 250 395
897 250 100 547

. ' 105 60 (165)
9,093 1,635 850 6,608
13,093 4,106 4,952 4,035
Total Programmed 9,058
Budget Surplus 4,035
Inflation allowance on surplus (.21x4,035) 847
Contingency on Surplus (.05x 4,035) 202
Contingency on programmed (.05x 9,058) 453
Inflation allowance on equipment already purchased 180
Construction saving: (Bushy Park & Southfield) 300

{potential) . N

: TOTAL 6,017

FX - Foreign Exchange (US Dollars)

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



ANNEX

2.

BULGETS FOR 6 PILOT AGS

Christiana
(a) Yam line
(b) Bean line

(c) Potato line

Guys Hill
Utility Line

Bushy Park

(a) Combination
line

(b) Cold Store

[ ]
Southfield

(a) Utility Line
(b) Cold Store
(c)

Douglas Castle

veility Line

Auxilary Egquip-~
ment

Ebony Park

Unasc.igned Cold
Store

*IC and FX

TOTAL
UDC FEES

(In U.S. Dollaers)

EOUIPMENT CONSTRUCTION LAND
ALD SITE & . ACOUTSITION
cVELOPMENT  TRUCKSry) (LC)
213,452,

29,760, 33,708, 60,000 ————
313,813, 291,011 . 60,000 10,112
129,977, 341,573 60,000 10,112

Lc
89,760
FX 140,449 4 60,000 | 10,112

25,000, 168,539, 60,000 o

13,090,

40,217
915,069 957,280 300,000 30,336

14,628

F X - Foreign EZxchange (US Dollars)
L C - Local Currencu (Converted to US Dollars at §1.73)



ANNEX D
BUDGETS FOR SWMDS
(In US Dollars)
EQUIBMENT CONSTRUCTION LAND
(FX) & SITE " ACQUISITION
DEVELOPMENT* | Yekj > e
l. Renovate AMC
Building 200,000 200,000 10a,000 ————
2. JLA Livestock
Centre 200,000 200,00Q 75,000 40,000
3. Abbatoir 10a,000 300,000 75,000 40,000
TOTAL 3 SWDM 500,000 700,000 250,000 80,000
Fourth SWOM 250,000 400,000 10Q,000 40,000
TOTAL 4 SWDMs | 750,000 1,100,000 350,000 | 120,000
UDC FEES (A&E) 165,000
[}
* IC and FX

FX - Foreign Exchange (US Dollars)
L2 - Local Currency (Converted to UsS Dollars at §1.78)



ANNEX d—

BUDGETS FOR 17 FRUIT AND VEGETABLE
AGS's AND 2 LIVESTOCK COLLZCTION STATIONS

( In US Dollars)

EQUIPMENT* CONSTRUCTION mucxfm) LAND -
& SITE »
DEVELOPMENT
17 &GSs 435,000 1,445,000 1,020,000 | 170,000
FISH COLLECTION 42,657 112,360 75,000 10
STATION .
MILK COLLZCTION
STATION 67,416 337,079 75,000 10
TOTAL 545,113 1,894,435 1,117,000 | 172,000
UDC FEZES 284,165
* FX and ILC

FX = Foreign Exchange (US Dollars)

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

L. AGS Schedule

Six (6) Piloc AGS

Chrisciana - Year 2
Guy's Hill Year 3

Bushy Park ,
Southfield I

YTaar 4

Douglas Cascle

Zbony Park

Nineceen (19) Projected AGS

Milk Collection Statioen

Fish Collection Station

Four (4) Pruit & Vegetable Year 6§

Four (4) Frui: & Vegetabla Yaar 7
’

Four (4) Fruit & Vegetable Year 8

Five (3) Fruit & Vegetable Year 9

I1. SWDM Schedula

Oce (1) SWDM (AMC Facility) Year &

Livestock Auction Ceater

Abbtoir

Fourth SWDM VYear 7
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D*aft for discussion UTF/JAM/OO?
Outline for a study 17.11.1983

MARKETING OHCANIZATION 17 RURAL IMARKZETILIG PRCJTC

Objective of the study: To formulate sirategies for developmeut of
an effective marketiungz system Jor agricultural
products (fruii, vegetables aad root crops)
and iapuis for small and medium gize farmers,
linking marksting chanuels at the production,
wholesale and retail levels,

To define the potential involvement of the
proposed Producer lfarketing Organizatiouns in
the marketing drocess through the Assembly
and Grading Stations.

1. Diagmosis of orcéuction asvects
l.1 Products grown, verieties, quality, yields, producticn costs
accordiang to typs of farms, seasonality of productiou.

l.2 Reaserch and extensiou service available
l.3 Production oredit available.

2. Bvaluaticn of present marketing orzauization awd identification
of major congtraints, specially for therregions of the vrovesed

marksting ceuntres. (Southfield, Thetford,licors Towa, Guys Hill
and Christiana

2.1 ZExistiag marketing chaunnels

2.1.1 Sales by producers according to differeant size farms
. Smale saale producers ( less than 5 acres )
. Yedium scale producers ( between 5 and 10 acres )
. Large scale (commercial) producers ( more thaz 10 acres)

o Sales at farmgate to higzlers, rural merchants,

industry and exporters
. Direct sales by Zarmers ia nearty markets (indicate site)
» Direot sales by farmers in other marksts (indicate site)

. Usual sales arrangsmeuts (sporadio sales, Tegular sales,
coniraocts)

2.1.2 Harvesting, gradiang, packing at farm or by market
intermediaries (quality differences, crates ard other
packing material used, weighing)

2.1.3 Colleotion at farm lsvel and trausport utilized
» Transport to marketa : asseambly of individual lots,
4rangport of products to markets and passonger cervices.
Higzlers and rural merchanis owu vehicles or iranspors
provided by others: bus, <ruok, var, pick-up.

2.1.4 Technical silll of markat intermediaries

AV
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2,1.5 Pricing at the farms. Price differences according to
quality
«Price differences betwoeu production zones and marketis

.Price formation at different markets, rural parish
markets (local and ragicral) and congumer centres
(Kingston Motropolitan Area:Corcnation market) and
other institutional trade. Supovly of institutional
buyers, supermarkets aiud green grocers.

«Iufluence of export aand import situatious

2.1.6 issessment of the aciivities of the market iantermediaries
« Hariceting costs and marging at each level of the chanuel

ong and services: throuzh

3. Hars to ratiomalize the markating funct
Producer Horlkoeting Crzanizations ss wel

1l as to create alternative

ghannels for marketing

3.1 Problems which had been ideuitified (seasonality of productioun,

3.2

3.3

deficient quality of producis for natiomnal and export market,
idadequate marketing outleis, physical losses at faram level
and duriog the marketing pzccess, etc.)

dssistance to farmers with Tegpact to production
3.2.1 Crowing of products of adequats variety aand quality

3.2.2 Taking into cousideration effects of semsounality in
production and cousumar demand

3.2.3 Hays to increase productiviiy aad decrease producticn
costs '

3.2.4 Supply of agricultural iaputs

Defining exact funotions of the nroposed Assembly and Grading
Station, set operational methods and estimate cosis and
benefits in comparison to altermative marketing metkods

3.3.1 Define dafferences in markst oriemtation of the
various types of farmsra

3.3.2 Propose purchase arrangemects with farmers aad selling
arrangeneats with poteutial buyers

. Receive products for farmors account, prepare for
market, processz and sell: om firm or commissiou base)

. Purchase productis from farmers, prepare for aarket,
process and sell: cn firm or commissioc base)

. Make advance gupply coatracts with farmers

v Hake advance saleas contracts with trade, iandusiry and
expor:ers

-3
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. oDay to day selling for unational market: at packing
house, at selected markets at wholeszle level
having own stadls/depots or io intermediaries

. Selling for export markets: to cxporters at packing
house or at shipping poinis or direct exports

. Direct salas to iandusiry at paclking house or delivered
to processing plaat

3.3.3 Additional marketiang services required

.Grading. To what extend raquired and what grades
will be applied

.Washing. To what extend required

.Packing. Ior which products required, types of crates
or other material propcsed, how thay will circulate

.Sales xcording to quality. IZxpcr+ markets, national
marxets, industry. What use will bDe made of rejects
and what perceantage of different qualities is expected.

« Transport, From producsr to assembly and grading station.
From asgsembly a2nd grading station to markets or other
destination (export, iandustry) imstitutional buyers)
Alternatives: Farmers organization owns vehicles,
negotiated arrangements with transgorters, organizatioan
facilitates credit to eutrepreunsur or make coutracts
with transporters

« Storags. Organization owms storage facilities in the
production zone or markets. Participates in storage
or leases facilities. If gecessary organization reunts
available storage facilities.

o Agro-industrial processing; Contrzct sale to processors,
sale of part of the markstad products. Installing own
processiag facilities.

. Market and price information service. Requiremeunt Ior
gshort, medium and longterm information. Provisiouns
available. Continuous: study of present and potential markets.

» Credit for marketing. Requirements aud sources for
institutional oredit for operation. Conditions

3;3.4 Ways of achieving farmers cooperatiou. Views of farmers

J.3.5 Creation of vertical ccordination between farmers and
traders. Power ig negotiations and leadership.
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Orgavicational, administrative and overational aspects

4.1 Organization
. Rights and obligations of members
« zxecutive functions of ctaff, Decision making and
provlem solving

4.2 Administration

o Orzanization of tkhe marksting euterprise and physical
facilities covariung production, marketing, processing
and finance

o Terms of Referencs for each employee

4.3 Operation

. Development of a pilot project

o Support to producers: plaaning of procduction, techunical

. assistance for production and marketing,limput‘supply.

. Operation of ‘the cenire: buying, selling and providing
services: assembly, irausport, grading, packiag, storags,
processing.

. Provision of credii for marketing at producer and organization
level

. Techunical asgsistance for the operation of the ceuntre,
Training in marketing and ‘operatioun. of the ceatre,

4.4 PFinancial aspects

.sWhat are the estimated minimum costis of thex services
provided by the centre. Competetive situatiom with the
traditional trade. Reduction of waste, costs aand margius

Performance analysis

——

A systematic performauce analysis of all Producer Marketing
Orgaaizatious is unecessary, comparing the operation with the
development targets, plans and oriemtations. in up=-to-date
asaessmaunt permits to define

- Targets achieved

- OQutstanding tasks not yet fulfilled

- Indications of shortcomings and bottlemecks

= Positive and negative experieunces

« Opinions aud suzgestioms of producers, traders and staff

Among others the following questious should be angwered:

4re cougiructions and equipment suitable and fully utilized ?
Are markating services adequate and utilized ?

Is administration adequate 7 Financial situation gourd ?

Is operation satisfactory ? Could the Producer lMarketing Organizatica
contribute to improvement in tae marketing process ?



Anvendix
MARKET

National Harket @

Rezional larkats:

Local Markets:

IMPROVEIENT PROGRAME IV
K5 4AC Coronation

loatego Bay (Ca.Gordon)
Santa Cruz

Newmarket
Savanna-la-ilar

Hay Pem

Christiana

Kellits

Frankfield

Browns Town

01d Harbour
Port 4ntounio
Grange Hill
Falmouth
Linstead
Lucea
Chapelton
Balaclava
Haggotty
Nontego Bay, satellite
Claremont
Little London
Petersfield
Whitehouse
KSAC Papine

JANAICA

Ramarks
Wholesale/Retail
Improvement under cousideratioc
through IDB credit

Limited wholesale/retail
IBRD credit
Supply local products

IBRD credit
IDB credit
DB oredit
IDB credit
IDB ceredit

Dacreasing impottance as
regional market

IDT coredit

ID3 credit

IBRD credit

IBRD cradit

Refurbished locally

IBRD credit

IDB credit

IDB credit Esmall size)
IDB credit (small size)
ISRD credit (8mall size)
IDB credit (small size)
IBRD oredit gsmall size)
IBRD credit (small size)
IBRD uredit (small size)

Veeds local
refurbishiag

funds for



