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I. EXECUTIVE SUMMARY 

The goal of the Restructuring Agriculture and Agribusiness: Private Sector Program for 
Poland (RAAPS) project is to assist private and privatizing small- and medium-sized 
agribusinesses to become more efficient, productive, financially viable, and competitive 
in the free market economy. Land O'Lakes focuses geographically in the northeastern 
and southeastern regions of Poland, where the rural economy is having more difficulty 
with transition. The program assists agribusiness firms in four sectors: grain milling 
and processing, fruit and vegetable processing, meat processing, and agricultural inputs 
and distribution. The RAAPS program includes advanced specialized business training 
in marketing and financial management provided by Polish and U.S. trainers, but the 
cornerstone of the program is business plan development for individual agribusinesses. 
The RAAPS business plans are used as an important long-term planning tool by the 

owners and managers of the assisted companies. Polish professors from the Krakow 
and Olsztyn agricultural universities work in cooperation with U.S. experts in 
formulation of business plans. The involvement of the Polish professors in 
implementation ensures that there will be a group of capable consultants to continue 
advising agribusinesses after the project ends. 

Examples of how the business plans have been used: 
" Radom Seed Center received permission from the Ministry of Privatization to 

privatize its operation. Since March 1994, it has been successfully operating as a 
private company. 

" HBC Ostrowiec and Agroma Irawa, two other agricultural input companies, are 
using their business plans for privatization and are quickly moving through the 
process. Other companies like Owintar, PZZ Kozlow, Srem, Ciechanow, and 
Mtawa Seed Centers are in the early stages of privatization. 

" Eight companies have used the business plans to support their bank loan 
applications. This provides critical working and investment capital financing. 

The project was originally scheduled to end March 30, 1995. It is anticipated that a 
one-year no-cost extension amendment will be issued by USAID before that date. 
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Activity 

Land O'Lakes conducted one customized workshop on sales and distribution for Agros 
company, one in-country management workshop in intermediate marketing, and two in 
agribusiness management. Ten representatives of the Polish fertilizer industry 
participated in training in Alabama. The objective was to expose the participants to 
U.S. practices in fertilizer processing and in the formation of dealer networks that act 
as a private advisory service. Two University of Minnesota professors traveled to the 
University of Agricultural and Technology at Olsztyn to work with professors there on 
curriculum development in agribusiness and agricultural economics. 

The core of the RAAPS project is long-term technical assistance to about fifty 
agribusinesses in the four targeted agricultural sectors of grain processing, meat 
processing, fruit and vegetable processing, and agricultural input enterprises. For each 
candidate, a business plan is formulated and specific business concerns addressed. 
Over the life of the project to date, thirty-three beneficiaries have received business 
plans. Technical assistance and follow-up monitoring continues with these thirty. 
Eleven new beneficiaries were selected in the past quarter to receive business plans and 
technical assistance. Another seven clients are in the pre-business plan phase. 

Program Coordination 

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

The financial report is Attachment A. 
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H. PAST QUARTER'S ACTIVITIES
 

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

A. Management Seminars 

In-Country Workshops 

Land O'Lakes presented one sales and distribution workshop, one marketing 
workshop, and two agribusiness management workshops this past quarter, for a 
total of 102 participants. Cheryl Bann taught a customized course on sales and 
distribution to 14 female and I I male employees of Agros November 7-10. She 
also taught an intermediate marketing workshop in Krakow November 14-17 to 15 
women and 10 men. Jay Hawkins, Tom Scott, and Polish co-trainer Szczepan 
Figiel taught two 4-day agribusiness management courses in Krakow: November 
30 - December 3 to 13 women and 7 men, and December 5-8 for 9 women and 13 
men. Case studies based on Polish conditions have been designed for the 
workshops. The workshop instruction is structured to go hand in hand with 
technical assistance interventions. 

Training in U.S. 

To strengthen the Polish fertilizer industry, ten directors of Polish fertilizer 
companies participated in U.S. training October 8-25. The objective was to 
provide training in fertilizer processing and in marketing and financing with a 
dealer network perspective. The fertilizer processors are improving their 
operations in order to compete in the ever-competitive agricultural input 
marketplace. Participants learned marketing and financing while with Land 
O'Lakes in Minnesota the first week, then the more technical aspects of fertilizer 
processing while in the southern states for the remainder of the time. The U.S. 
training partner in this effort was the International Fertilizer Development Center 
based in Muscle Shoals, Alabama. 
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B. Faculty Training 

Two professors from the University of Minnesota, Claudia Parliament and William 
Easter, led teacher workshops October 14-30 on topics in agribusiness and 
agricultural economics at the agricultural universities in Olsztyn and Krakow. 

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

C. Technical Assistance 

The strategy of the long-term technical assistance is to develop, implement, and 
monitor business plans for approximately fifty agribusinesses and thereby 
strengthen their ability to operate as pr:vate, competitive enterprises. To ensure 
that these long-term interventions are successful, the consortium has adopted a 
consistent and systematic methodology under which each individual intervention has 
a workplan, with benchmarks and clear and quantifiable objectives to be monitored 
throughout the life of the project. The four targeted agricultural sectors are grain, 
meat, and fruit and vegetable processing, and agricultural input enterprises. 
Selection criteria for technical assistance candidates include size, ownership (must 
be private or in process of privatizing), financial condition, management, 
resources, and the potential for long-term impact on the organization. The six 
phases of the long-term technical assistance program are described in the annual 
report for October 1993-September 1994. The implementation of the assistance 
phases is staggered, rather than concurrent, for the selected companies. Some are 
in Phase III while others are in Phases IV, V, and VI. 

In the past quarter, eleven new beneficiaries were selected for technical assistance. 
Data gathering will continue in the next few months for these: 

Grain:
 
- Olsztyn Bakery
 
- Ameryka Rapeseed Processor
 
- PZZ Stargard Szczeciiski
 
- Chlebek Bakery in Kiwity
 
- Boguchwala Bakery
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Fruits and Vegetables:
 
- Ko~cierzyna fruits and vegetables plant
 
- Vinipol
 
- Unifreeze
 

Agricultural Inputs and Distribution: 
- Ubocz fertilizer plant 
- Wroclaw fertilizer plant 

Meat - none 
Other - dairy plant in Nowy Targ 

Along with the above eleven, seven (7) more firms are in pre-business plan phases.
Another three (3) recently received business plans. Thirty (30) clients have 

already received business plans and are in the follow-up technical assistance and 
monitoring phases. Refer to the Implementation Graph on the next page for a list 
of the fifty-one (51) technical assistance clients. The page after that shows the 
percentage breakdown of firms by agricultural sector. 
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Legend:
Phase 1 - Data Collection Questionnaire Completed 
Phase 2 - Recommendation Report Submitted 
Phase 3 - Skeleton Business Plan Developed 
Phase 4 - Visit of U.S. Experts and Development of Final BP 
Phase 5 - Business Plan with Financial Projections Presented 
Phase 6 - Follow-up, Monitoring 
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RAAPB
 
TECHNICAL ASSSTANCE
 

SECTORS
 

20%J 101 

Sectors Number of Firms % of Total 

Grain Milling and Processing 12 23.5% 

Fruit and Vegetable Processing 10 19.6% 

Meat Processing I1 21.6% 

Agricultural Inputs Distribution 15 29.4% 

Other 3 5.9% 

Total 51 100% 
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IMl. IMPACT / SUCCESS STORIES 

A. In-Country Management Workshops 

As a part of a monitoring and evaluation system, workshop participants are interviewed 
after completion to determine how they value the training and how they have applied 
what they learned. The purposes of the follow-up interviews are to determine the 
training's impact, to incorporate participants' feedback into improving the workshops, 
and to train employees of technical assistance beneficiaries. Some of these participants 
have credited their attendance at the marketing and agribusiness management 
workshops with contributing to their success. Following are some examples. 

Client/City: PROMYK Agricultural and Marketing Cooperative, Sutanowa 
Position of person reporting benefit: general manager 
Training: Marketing 
Dates: June 1994 
Benefit: In Wielmoza kolonia Dluga, their store pushed two private stores out of 

the marketplace. They enriched the assortment in the store. Stable and 
rather low prices and product quality increased sales by 132% as 
compared with 1993. 

Client/City: DKRP DOLPASZ Feed Mill, Skokowa 
Position of person reporting benefit: marketing specialist 
Training: Marketing 
Dates: June 1994 
Benefit: Development of a marketing mix: They developed a specific feed blend 

for a limited group of buyers that meets specifications but is also 
competitively priced. Top quality of the feeds and introduction of 
veterinarian service helped increase the sales by about 20% recently. 

Client/City: SPOLEM Cooperative, Katowice 
Position of person reporting benefit: division manager, bakery and pastry division 
Training: Agribusiness Management 
Dates: July 1994 
Benefit: Pricing: Price calculations are based on different product costs and 

competition behaviors. Since the bread market is rather stable, they have 
not increased the output, but they increased profits by about 5 % by 
lowering costs. 
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Client/City: SPOLEM cooperative
 
Positions of persons reporting benefit: deputy manager at Katowice and general
 

director in Krakow 
Training: Agribusiness Management 
Dates: August 1994 
Benefit: Pricing: Prices are now determined based on the forecasts of basic costs, 

rather than changing the prices after each movement of raw material (for 
fats, meat, flour) or energy prices. The prices set by SPOLEM have 
become a price indicator in the market of Katowice and the number of 
customers is growing. Through careful use of price forecasting and the 
resultant lower prices on the products sold, the general director in 
Krakow reports an estimated 10% to 15 % increase of products sold. 

B. Technical Assistance Interventions 

To measure the output of the technical assistance, in place is a systematic methodology 
under which each individual intervention has a workplan with benchmarks and clear 
and quantifiable objectives. As the technical assistance intervention candidates move 
through the six phases of the intervention, the RAAPS consortium closely documents
 
their progresG and, thereby, the success of the RAAPS program in delivering its
 
outputs. The technical assistance interventions aim to strengthen the candidates'
 
profitability and market share. Specifically, the outputs are a rationalized production
 
and marketing operation for the flour mills, a broader range of products and ;narkets 
for the food and meat processors, and a stronger distribution and marketing networks 
for the agricultural input firms. Refer to the annual report issued in November 1994 
for examples of impact stories. 

IV. NEXT QUARTER'S ACTIVITIES 

For the quarter January-March 1995, two agribusiness management workshops are 
planned. Some of the RAAPS beneficiaries will attend a financial analysir software 
course in February to learn how to create financial reports on computer themselves. A 
one-week seminar in February will focus on teaching the RAAPS consultants how to 
improve their consulting skills. The aim is to improve the quality and amount of work 
the Polish consultants are responsible for and at the same time increase the 
sustsainability of their roles as consultants beyond the RAAPS program. The 
cooperating groups in Krakow, Olsztyn, and FDPA will continue to select firms and 
create business plans for them. Sparks Companies will provide follow-up technical 
assistance. 
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ATTACHMENT A 

Financial Report 
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RESTRUCTURING AG IN POLAND 
# EUR-0024-A-2042-00 

FINANCIAL SUMMARY 

Expenditures 
Actual Actual Projec.ad 
Grant 10/01/94 01/01/95 

to Date to 12/31/94 to 03/31/95 

1. Direct Labor $167,948 $19,419 $31,296 

2. Fringe Benefits 49,429 3,493 0 

3. Consultants 217,731 31,749 63,300 

4. Travel/Per Diem 154,005 25,732 23,130 

5. Expend. Supplies/Materials 23,866 1,305 7,000 

6. Nonexpendable Equipment 20,427 0 0 

7. Subcontracts/Subagreements 1,091,980 190,557 197,000 

8. Other Direct Costs 238,629 37,104 32,000 

9. Evaluations 0 0 0 

10. Indirect Cost 4 3 59,481 130,879 

Total Federal Funds $2,395,088 $368,840 $484,605 

This report represents a summary of actual and accrued expenses 
for the referenced agreement or grant. If accrual expense 
amounts were not available for activities occurring in the 
reported quarter, those expenses will be included in the next 
financial summary. 
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01/18/95 RESTRUCTURING AGRICULTURE IN POLAND 
SUMMARY OF EXPENSES SUBMITED TO AID/WASHINGTON 

OCTOBER THROUGH DECEMBER 1994 
SF 269 

CATEGORY OCTOBER NOVEMBER DECEMBER TOTAL 

FULL OVERHEAD 

P Management 
Evaluation 

35,509.39 
0.00 

60,301.89 
0.00 

22,870.42 
0.Q0 

$118,681.70 
0.00 

Indir Costs 13,138.47 22,311.70 8,462.06 43,912.23 
OH Adjust 3.99 0.00 0.00 3.99 
Subtotal 48,651.85 82,613.59 31,332.48 162,597.92 

G &A ONLY 

P Management 56,745.07 65,470.40 68,341.64 $190,557.11 
Evaluation 0.00 0.00 0.00 0.00 
Indir Costs 4,636.07 5,348.93 5,583.51 15,568.52 
Subtotal 61,381.14 70,819.33 73,925.15 206,125.63 

MATCH 

LOL Match 125.42 72.27 40.72 238.41 
Other Match 0.00 191.69 438.64 630.33 
Indirect 46.41 26.74 15.07 88.21 
-Subtotal 171.83 290.70 494.43 956.95 

GRAND TOTAL 110,204.82 153,723.62 105,752.05 $369,680.50 


