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An Integrated Approach to
Small Farmers’ Development in the OECS Countries—
The CARDATS Experience

Hardath Singh and Gilbert McSween
Caribbean Agriculrural and Rural Development
Advisory and Training Service (CARDATS)
St. George's, Grenada, W.1.

CARDATS is an agricultural development project which of-
fers a multi-disciplinary package of services to limited groups
of small farmers in cach of the GECS Member Stares within
the Caribbean Communiry. The package of services in-
cludesassistance in farm planning, provision of inputs, pro-
duction technology, and markering. The modus operandi is
based on the concept that sensible and effective coordination
of all the links in the productiviry chain—from planning,
through producrion, to markering —is essenrial for successful
farming.

Over rhe more than six years of its existence, the project’s
most persisient concern has been to improve the economic
teturas to the farmers wirh whom it has been associated. Since

these farmers have, for the most part, been food crop growers,
the producrion of vegetables and other root crops has received
greatest accention in CARDATS’ farm programming.
CARDATS’ programs, as described above, must obviously
have an impact on associated rural commuaities. Similarly,
tural situations influence, in some measure, the development
processes  undertaken in  these programs. Wirhin rhe
CARDATS experience are many instances where farmer ar-
titudes and responses to project initiatives are apparently con-
dirioned by social and culrural influences. It is evidenc thar
these must be clearly understood and appreciated if mean-
ingful and lasting small farmer development is to be achieved.

One envisages economic agricultural development as an in-
tegral component in the development of the rural community.
Since agricuirure is commonly the only significant economic ac-
tivity in the rural environment, there is urgency in many com-
munities ro upgrade ir to the level of an efficient business capable
of supporting and sustaining much of the costs involved in
developing other aspects of rural life.

The basic concepts at rhe centre of CARDATS' approach to
small farmer development in the OECS Stares are first, rhat the
materials and services essential for efficient, businesslike produc-
tion must be available to the farmers at adequare levels; second,
that the delivery of these materials and services must be timely.
These requitemnents for effective farming are not unusual. In fact,
they are considered normal in rhe production of sugar, bananas.
and other exporr crops. However, programs for timely provision
and delivery of essential goods and services to the small food crop
producers in the projecr area are unusual and in many places have
nevet been attemnpted.

In the case of the exporr commodities it is not unusual for a
single institution, usually a commodity association, to oversee
and coordinate rhe supply of materials and services (including
planning, supply of inputs, technological advice, and marketing)
to the growers. On the other hand, food crop farmers are serviced
by a numbet of independent, autonomous bodics, usually
Government departments or statutory boards, which—however
well-intentioned —experience considerable difficulty in achieving
the kind of coordinarion and integration of services rhac the
farmers need. Thus, exrension services, inpur supply houses,
ctedit institucions, and marketing boards frequently work at cross
purposes and rhe farmets experience shortages, failutes and loss.
Pethaps the time has come to service local food production by
small farmers more adequately and to restructure the supporting
instirurions in 2 manner mote conducive to increased produccivity
and profitability for rhe said farmers.
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Objectives of the CARDATS Project

The CARDATS project’s long range objectives are to assisr the
OECS Govetnmenrs in theit efforts to promote small farmer
development, leading to increased domestic food and export crop
production and marketing on a sustained basis, contributing w
solving the problems of rural unemployment, as well as
sumulating betcet rural conditions.

CARDATS’ immediare objectives are as follows:

1. to improve farmers’ skills in agriculeural production and

marketing;

2. o implement efficient and effecrive small farm production
systems;

3. to assist, through the promotion of coordinarion and train-
ing, the insrirurions supporting small farmer production
and thereby rendering rhem capable in due course of
undertaking che essential support funcrions now being
performed by CARDATS;

4. to promote the organization of farmer groups capable of
ensuring the supply of essential services and inputs to small
producets;
to provide services and inputs to small farmers; and
6. to develop and demonsrrate improved management

systems through which the requited services and inputs to

small farmers can be dclivered on a cost effective basis.

(¥4

Description of Project Area

The seven small island states which together constitute the
Organisation of Eastern Caribbean States (OECS) are Antigua
and Barbuda, Commonwealth of Dominica, Grenada, Montset-
tat, St. Kirts-Nevis, St. Lucia, St. Vincent and the Grenadines.
These territoties share the same currency and have combined area
of 1,170 square miles and a population of 520,000.

In 1966, all the countries joined the Caribbean Free Trade
Association (CARIFTA). Since 1974 they have been membets of
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the Caribbean Community and Common Market.

Dominica, Grenada, St. Lucia and St. Vincenr and the
Geenadines collectively called the Windward Islands, have rug-
ged land relief, abundant precipitarion (approximarely 60”-80"
pet annum), and lush, tropical vegetarion. In the Leeward Islands
(Antgua and Barbuda, Monrserrat and St. Kiers-Nevis) the
topography is less rugged and the precipitation lower (apptox-
imately 40”-60" per annum).

The natural resoutces of the areas are very limited —except for
an abundance of lovely beaches and pleasant climatic conditions.
All of the islands, Antigua to a lesser extent, have volcanic soils
suitable for 2 number of ¢rops. However, water shortages in the
Leewards, and rugged and hilly regions of the Windwards limit
extensive agricultural production and rescrict the areas of arable
land.

Until recent times the economies of the countries have been
dominated by plantarion agriculture with sugar cane as the major
crop. In some islands, sugar gave way to other crops but the plan-
tation system remained. Since 1946, this system has been radical-
ly modified and most governments have been rrying to establish
new patterns of land holding and development.

At the present time, banana production constitutes the major
agricultural economic activity in the Windward Islands. Sugar
continues to dominate the economy of Sr. Kirts-Nevis, while in
Antigua efforrs are still being made to generate and stabilize new
agricultural activity following the virtual breakdown of the plan-
tation sysrem.

Other significant agricultural expotts from the area include
tropical fruits, cocoa, nutmeg and other spices from Grenada; ar-
rowroot and some roor crops from St. Vincent and the
Grenadines; copra from St. Lucia and citrus from Dominica.

In the early 1950’s rourism emerged as a new important
economic opportunity in the region and now dominates the An-
tiguan economy. Agriculture, however, continues to be the
mainstay of the economies of the other countries,

The Small Farmer in the Project Area

The primary long-range objecrive of the project is to assist par-
ticipating countries in the implementation of agricultural diversi-
fication progtams designed 1o increase domestic food producrion
by small farmets who, tn the sub-region, are the principal domesric
food producets. This identification of the small farmers as the
primary targer group of the CARDATS Project was given further
emphasis in the parriculatization of the “immediate” objectives.

Small farmers in the projecr area traditionally have been parr-
time producers. Their main farming activities (usually for export)
were etther as estate labour or on small self-run units. The grow-
ing of food was usually supplemenrary and at least partially for
subsistence. Wirh the decline of plantarion systems, non-farming
jobs have replaced estare work in tnany insrances causing further
alienation from the land and making it more difficulr ro mainrain
traiditonal levels of local food production.

The concepr of a “cash” crop which teturns cash to the pro-
ducer within some acceprable and well-defined time frame, is
absolure in the mind of the West Indian small farmer. Moreover,
he has traditionally seen this cash earned principally through
overseas sales and therefore conceives of significant agriculcural
production only in relation to obviously readily accessible exporr
markets.

The crops grown for local consumprion by small farmers have
mainly been the so-called ground provisions. These are primarily
“root” crops like yams, cassava, sweer potaroes and aroids, but
sometimes the term is extended o include non-toots like plan-
tains and orher cookable bananas. These provisions have long
been regarded as low value commodities, prone ro seasonal glurs
and having lirtle export potential. By themselves, they are not
thought to bring returns to the farmets commensurate with his
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expectations. This view is changing somewhat in the light of in-
creasing demands for this kind of commodity in some regional
markets like Trinidad, Barbados, and extra-regional outlets in the
Unired States and rhe United Kingdom. Srill, access to many of
these markets continues to be difficulr because of inadequate
transportation facilities, and fatmers generally have remained
reluctanr to expand their acreages under these crops.

Seme vegetable have always been grown in the countries which
consrirure the CARDATS project area. But for the most patt this
kind of production has been handled by a relatively small
number of specialisc vegetable growers and/or by backyard
gatdeners. Generally, local vegetable produccion has remained
small and inadequate even in terms of local demand. Wichin re-
cenr times, the large-scale production of single vegetable com-
modities has been attempred in some countries (notably in St.
Vincent) with variable success. Also, there has been obvious
growth in the number of specialisc vegetable growers throughout
the sub-region.

From the beginning it was recognised that development of rhe
small farmer himself was critical ro the success of the entite pro-
gram. It was necessary therefore to bring into direct focus all of
the farmer’s existing activities, his attitudes, and his expectations.
One needed to approach the farming business from the vantage
point of the small farmer himself and to devise systemns of pro-
duction which could, with appropriate efforr, be rewarding in 44
terms.

The strategy adopted emphasized the timely provision and
overall coordination of an unbroken chain of services, skills,
materials and markets as required for special production. And so,
farmers must be trazined, production inputs supplied, and
markets found. Some one or other of the elements essential for
successful production ts to be found, of course, in each of the
countties parficipating in the projecr. What is vital, however, is
the timely delivery to the producers of ## of the services and
materials involved in the process.

The CARDATS Program —Phase I & 2

In its program for upgrading the production skills and
capabilities of small farmers, CARDATS worked in the fitst in-
stance wirh relatively small groups of farmers located in target
areas selected in the main by the govetnments of the respective
countries.

The numbers of farmers in target ateas teceiving services direct-
ly from CARDATS ate shown in Tables 1 and 2, These are
categotized as follows:

L. Primary—farmers receiving direct assistance from
CARDATS beginning with the preparation of farm plans
through production to marketing; and

2. Secoadary —farmers receiving direct assistance from
CARDATS rhrough production 1o marketing, but nor in
the preparation of farm plans.

The numbers of farmets coming direcely under the influence of
the CARDATS program were smaller than was envisaged when
the project was planned. Furthermote, although the majority of
the farmers were consistently associated with the projece
rhroughour its first phase, there were some whose involvement
was of shorter duration. Some of these new farmers came as a
replacement for dropouts (norably in Grenada), while others
were recruired as parr of expansion processes in cerrain rarget
areas.

The CARDATS project was designed to demonstrare rhat smalil
farmers can be efficient food ptoducers if the inpurs, techniques
and services normally afforded other growers are available ro
them. In order ro do this it was necessary to work with relarively
small, manageable groups of farmers. By opting for this ap-
proach, ir was possible ro give each farmer the actention required
for the successful adoption of new skills in farm planning, pro-



duction and matketing. Access to loans for viable projects could
be artanged along with proper supervision. Adequate recotds of
all the farming activities could be kepe, theteby monitoring, not
only the effectiveness (ot otherwise) of the technical and other
ditections given by the project, but also the farmers’ responses to
them.

The obvious, and not surprising, resulr of all these efforts is
that small groups of farmers in each country of the production
ateas have developed new (or renewed) interest in farming. These
people have imptoved their skills, and their awareness of farming
as a business is growing. In the rarget areas, and gradually
extending beyond, new confidence is being generated in the rela-
tionship between farmer and extension agent. The fitness of
small scale farming as a means of providing reasonable rates of
return from investments in food production ventures is generally
being tecognised. Of some significance also, is the growing in-

terest with which some government ministers and other senior of-
ficials are regarding the CARDATS operations in theit countries
and the requests they make for the expansion of these operations.

It is agreed thar the CARDATS programs should be expanded
to achieve greater and more noticeable impact on rhe agriculrural
econonies of the countties involved. They must reach larger groups
of farmers. The first phase of the project, with its modest rarger
ateas and confidence building processes, has now been succeeded
by a second phase which is presently exploiting all the accumulated
experiences, skills, and setvices to be found in the region so thac
there will be meaningful small farmer development.

To be cffective, projects executed by external agencies which are
designed ro service a large number of small farmers in the OECS
member states, must be inregrared as closely as possible into the
general work programs of local Ministries of Agricultures. The syn-
chronism of CARDATS productive activities with planned patrerns
of national and regional producrion, will undoubtedly favour the

TABLE 1. Primary Fammers. fuller wtilization of production resources held at all levels and
facilitare the contained development of desirable programs.
PRIMARY #ARMER:A
Farmer Training
Lliage 1 CunsL LI In a significant way the relatively small numbers of farmers deale
Country Numboer '1‘(.:t-nl Farm Aumbey Tatasl Tarm Acreage Wll'h by CARDATS in each ]'sland was in Q-CCOrd WI[h the nature Of
— - = Lo — ” the projecr itself. It facilitared the farmer training processes.
l.)omi:1::a - o i L The small food crop growers with whom CARDATS came into
irenids " o i o conract in Phase I and II can be classified into the following major
Mootserrat 32 1841 13 eh groups: . ) ]
St, Kiths/Newis 20 n W w1 1. Group I—commercially oriented growers with secure land
st Lucta 0 23 1 . tenancies and interest in the production of food crops
SL. Vineent LY Uy 3. 175 (mainly vcgctables) for salc;
2. Group H—subsistence farmers with more or less secure
Tolats MR 07 1y Lele . . . .
land tenancies inrerested in growing some cash crops and
riomarks other crops for domestic consumption; and
Gronada {Phase 113 3. Group [II—rural persons, many pf _thcm agricultu_ral
[ dditinn Leo [/) leqiarered Coupeedlive bociclios with workers, interested in farming bur with litcle or no farming
Ltotal memboradin of Lwenty two (0 °) ael Lolat Larm Worea s Cxpcricncc al’ld frcqucn [ly Wl[h li([]e aCCess to farm land
of 18 acres. and agriculrural credic.
Some farmers in each category were found in all project coun-
TABLE 2. Secondary Farmers.
SECONDARY FARMERS
PHASE I PHASE II
Country Number Total Farm Number Total Farm Acreage
Acreage -
Antigua 36 125 113 438
Dominica 9 22 26 77
Grenada 120 - 7 12
Montserrat 33 80 200 -
St.Kitts/Nevis 32 42 8 2
St. Lucia - - 6 -
St. Vincent 62 260 100 -
Totals 292 - 460 -
284 PROCEEDINGS of the CARIBBEAN FOOD CROPS SOCIETY—VOL. XX



TABLE 3. Project Farmers (1984).
Farmer Farmers Farming Total Cultivable Family
Age %%23%} Years Acreage Under Participation
Irrigation
1 60 6 35 1.45 None
2 53 o 40 3.35 Children
3 60 0 45 2,10 Children
4 37 5 17 1.90 Wife & Children
5 56 8 33 1.80 Wife & Children
6 53 8 25 1.90 Wife & Children
7 76 O 60 2.90 Children
8 © 65 2 40 2.70 Children
9 26 8 6 2.60 None
10 77 12 30 2.90 Children
11 27 8 7 2.30 None
12 83 0 60 3.00 None
13 42 6 20 1.00 Children

tries, but many of them encountered in Anngua, Montserrat and
St. Vincenr belonged to Group I; those in St. Lucia and Sr. Kirts
to Group Il and those in Grenada ro Groups II and II1.

Different methods of approach were obviously required in
dealing with the developmenr needs of the various groups. The
people in Group HI needed daily instrucrions in the simplest
gardening techniques, on-the-job guidance and encoutagement
in the fundamentals of farming. They also needed assistance in
stabilising land tepancy siruations and developing new
mechanisms for marketing new farm produce.

The farmerts in Group Il were generally older folks, well roored
in the tradirional methods of producing ground provisions. Since
most of these subsistence farmers were located on sloping land
susceptible ro erosion, a major requiremenr was to improve the
production of these traditional crops while, at the same time,
upgrading the level of soil conservation merhods. It was also evi-
dent that new, more profitable crops could be introduced on
farms with suirable soil and water conditions. This was particular-
ly apparent in Sr. Lucia’s targer area, where a nearby stream and
available ifrigarion equipmenr made inrensive vegerable produc-
tion feasible. Here again, patient and persistenr on-the-job in-
structions in improved producrion techniques had to be provided
on a daily basis, and new marketing channels developed.

Perhaps the most readily approachable farmers were those in
Group 1. Here were growers already familiar with the cash
economy and in possession of some skills and techniques in
vegetable as well as ground provision production. What was re-
quired for this group was an upgrading of rhose skills, rhe
strengthening of mechanisms for the supply of production in-
puts, and the development of suirable markering arrangements.

Due to rhe variations in skill and experience among the three
groups, the CARDATS program involved farmer training ac-
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tvides ranging from the most eclementary farming practices
through to some of the most sophisticared rechniques used in
commercial vegerable production. Most of this work was artemp-
red rhrough direct on-farm demonstration and group training,
and some work was feasible only with the limited membets of
farms. Obviously, one hoped for spin-off and spread effects from
these efforts. There is evidence that such effecrs did in fact occur,
leading ro some imptovements in farming methods among non-
project farmets. Undoubredly, however, more comptehensive
training programs are being adopred in Phase I and larger
numbers of farmers are being addressed.

Credit

The role of credit in small farmer production has been a marter
of major imporrance throughout the life of the projecr. Indeed,
the inclusion of a revolving credir fund in the ptoject’s structure
has always been considered to be an essential feature of CAR-
DATS and testifies to a belief in the fundamenral nature of credit
in small farmer development.

Credir is tequited, of course, for the business of farming. It
should be noted here that the granting of loans for agticultural
purposes to small farmers in the sub-region is nor a new
phenomenon. Governments throughout the area have had
schemes from rime ro rime for lending small sums to farmers,
especially those involved in land setriement programs. Resules of
these schemes have somerimes seemed to fall shorr of expectations.
Poor appraisals of projects along with untimely disbursements and
the lack of supervision contribure ro poor repayments. Recogniz-
ing that many of these schemes have been counter-productive,
CARDATS Credit Program aimed ar proper appraisals of pro-
jects, recrifying rhe timeliness of loan disbursements and pro-
viding rhe required shorr term funds. In addition, clese supervi-
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sion of the entite ctedit systems was attempred.

The differential berween countties is remarkable and reflects
some measute of diffetences in farming condirions and farmer at-
titudes encountered in the various countries. Two distinct at-
titudes towards the use of credir were discernible in project
farmers. Thete were those fatmers whose approach to credit was
almost ultta-conservative. Their borrowing was mostly for the
putchase of inputs, and their tepayments were prompt. The
faemers in St. Lucia, St. Kiees-Nevis and Anrigua belong to this
group. On the other hand, thete were farmers who seemingly had
previously been exposed to unsuccessful and poorly organized
credit schemes. They adopred a “cavalier’ approach to borrowing,
sought as much money as possible for the payment of labour, and
were exttemely sluggish in tepayment. These farmers were mostly
found in Montsetrat.

In the course of its first phase, the project area experienced a
number of narural calamities and disasters which affecred the
CARDATS farmers and their ability to service their loans. These
wete particulatly sevete in Dominica, St. Vincent, St. Lucia and,
o a lesser extent, Montserrat, where hurricanes, frequent
floodings, and in the case of St. Vincent, volcanic eruptions,
destroyed crops and fatming marerial, resulting in subsrancial
financial losses.

Despite these difficulties, the use of credit in the fitst and se-
cond phase of the CARDATS project contributed in no small way
to the tejuvenation of foodcrop farming in some countries and
the modest inttoduction of new vegetable production in others.
The expectation and confidence which accessibility o credit
engendered was tesponsible for a new wave of intetest in, and en-
thusiasm fot, farming.

Some notice should be taken of the fact that CARDATS was
able to ensure access to funds from national credir institutions for
many of its farmers. Most of these farmers did nor normally
qualify for finance since they lacked the necessary collateral.
Loans wete finally granted on the assurance of rhe project
management thar they would be comprehensively supervised. It
is cleat thar the future development of small farmers in the sub-
tegion will depend, in large measute, on the more extensive use
of supetvised credit.

Marketing and Farm Planning

Reliable information regatding the markerability of his/her
product is an essential element in the forward planning done by
successful commetcial farmers. For the food crop farmer in the
OECS member countties, this element is frequently missing.

In assisting project fatmers with theit farm planning and crop
scheduling CARDATS narurally focussed on all the relative
technical and economic factots involved in production, bur it was
evident that the pumary concern for most of the farmers
throughour the area was with the potential saleability of their
produce and the prices they were likely to receive.

The dependence of Caribbean agriculrure on export markets is
well known. It is also axiomatic that the bulk of any significant
increase in food production in the OECS member states must be
expoted. Whatever may be the ultimate results from programs
aimed at including grearer consumption of locally produced
food, it is clear chat in the foreseeable future much of any
substantial output in these islands will have ro be sold on regional
or extta-regional expotr matkets.

CARDATS in its fitst phase was concerned primarily with
assisting participating countries in upgrading their “perishable
produce” matkering capabilities. Assistance was given in develop-
ing marketing structutes and strategies for national marketing
boards and in identifying (mostly regional) marketing outlers for
the said type of goods ptoduced. In Phase II, the project’s plan-
ning and marketing activities ate broadened to include pilot pro-
grams which ate geated towards imporr replacement to meet na-
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tional markets and to demonstrate post-harvest handling and
marketing/distribution of small farmers’ produce. CARDATS
also is assisting in the development of markering intelligence
systems linking project area countries with the major regional and
extra-regional markets interested in buying their produce.

Production

In its bid to demonstrare the proficability of small farming,
CARDATS encouraged the cultivation of mixed vegerables
wherever conditions were suitable. These products ateract high
prices in the region, provided they can be marketed in places of
high demand. Many of the project’s vegetable growers are farm-
ing successfully and ic is evidenc that this kind of production can
be profitably expanded ro fill regional markers.

It is also equally clear that not all small farmers successfully
grow vegetables; the farming conditions simply are not always
suitable. On hillsides and under dry, rainfed conditions the crops
grown were mainly aroids and other roots, plantains, pigeon peas
and corn. In its related programs CARDATS sought to upgrade
yields, advising on improved varieties, berter feruilizer practices,
and more effective cultural and post-harvest handling rech-
niques. CARDATS also assisted in supplying inputs when these
were nceded. The demand for these provisions has been growing
and it is believed thar CARDATS, by assisring in the develop-
ment of reasonable access to new markets as well as in the crearion
of a more business-like approach to this kind of extensive crop-
ping, could conrribute significantly to increased food production
in the sub-region.

CARDATS has also been concerned with the need for greater
crop diversification in all of the participating countries. Already,
grearer arention is being given ro the cultivation by small farmers
of some of rhe more specialised cash crops like peanuts and
pineapples, and also to the establishment of fruit trees on sloping
farm land. mainly as protective measure against soil erosion bur
also to contribute towards satisfying che growing demand for
tropical fruies.

Livesrock rearing by small farmers in the CARDATS project
area is often a random undertaking. The farmers who own them
keep the animals for security and to achieve other definite goals,
but the methods of rearing livestock is casual. In the sub-region,
the farmers’ animal rearing activities appear as separate and
distinct from those concerned with crop production. Most of the
project farmers own livestock. Cattle are the preferred species,
but sheep and goats are commonly found in all carger areas. Fre-
quently, rhe animals are mainrained some distance from the far-
ming area on non-occupied or abandoned farm land, and receive
minimal care and artention. However, the poor husbandry can be
improved and integrated into profirable and progressive farming
systems.

CARDATS efforts in the ficld of livestock improvement to date
have not been very effective. The development of mixed farming
sysrems involving the sensible integration of crop and animal
husbandry production activities was conceived as a means of max-
imising the use of the farmer's total resources and enhancing his
overall performances.

Farm Egquipment and Machinery Services

Next to satisfactory marketing arrangemenrs, access to tracror
services, especially for land preparation, is regarded by many
small farmers as an essential requirement for successful produc-
tion. In mosr countries however, these services are either inade-
quate or non-existent. Quite aparr from the severe and chronic
shortage of farm machinery, is the almost total inadequacy of the
skills and local supplies of spare parrs needed to mainrain even
such equipment that may already be available.

The unavailability of satisfactory faciliries for servicing farra
machinery in many of the countries is, at least parrially, 2 func-
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tion of the low viability of such activity. This, in rurn, teflects the
low acteage in arable cropping in the Windward and Leeward
Islands. Governmenr-run farm machinety pools and workshops
have been established in all of the countties to encourage the ex-
pansion of this kind of farming through mechanization, but
resutts so far have been disappointing. In some countties the
highly subsidized govetnment services offered ro farmets have
been slow, unreliable and frequently non-functional. Indeed
they may well be counrerproductive since, because they are subsi-
dized, they serve as disincentives to private entrepteneufs in-
terested in investing in this impotrant aspect of the fatming
business.

Efforts are being made by CARDATS to assist in upgrading the
skills and services provided by support petsonnel such as tractor
mechanics and operatots, especially those located in tural
districts. Training is being accomplished by means of on-the-job
inscructions, field demonstrarions, atrachments, workshops,
group discussions and formal lectute coutses. Encouragemenc will
also be given to suitable individuals and/or groups who may be
interested in investing in rhe farm machinery business with a view
to offeting custom service to farmers.

Concetn abour the apptoptiateness of the technology available
to small food crop growets in the project area has been growing in
recent years. This has been especially so in fatm mechanisation,
whete capiral and variable costs have escalated to the point whete
only highly efficient farming opetations can economically justify
the use of gasoline poweted tractots and other machinery. Con-
siderations are now being given to the use of less expensive and
more apptopriate methods of plowing small plots on rocky
hillsides, and distriburing scatce volumes of irrigation waret.

Other Production Inputs

The confidence and intetest which the developing farmer must
have in ordet ro produce successfully can be badiy shaken when
his best efforts to secure essential inputs like seeds and
agricultural chemicals are patially ot cotally fruscrated.

In Phase 1, CARDATS moved ptoduction inputs into its rarget
areas as these were needed, thcreby ensuring timeliness of
availability and usage. On a number of occasions, inputs wete
purchased in bulk to teduce costs and to predetermine the
regulatity of supply to farmers. All these efforrs were ad-hoc
responses fo bteakdown in the local supply systems. In its second
phase, the project is upgrading the level of supply intelligence
available to supply instirutions and is promoting the establish-
ment of improved supply systems.

However, notwithstanding any role ir mighe play in the
upgrading of tradirional agriculeural service institutions, CAR-
DATS tecognizes the fact thar the resolution, tesoutcefulness
and self-teliance of the farmets themselves could be the mosr
meaningful determinants of the quality of the services they
receive. It is believed that by organizing rhemselves into groups
{associations and cooperatives), fatrmets can develop these at-
tributes and enhance their self-reliance in farming operations.
CARDATS is assisting in this ptocess of organization to develop
and establish common setvices in land preparation, acquisition of
farming inputs, matketing of farm produce and the general pur-
suit of berter farming conditions.

Black Bay Project — St. Lucia
Comments on Farming System

Location

The Black Bay Project, comprising some 40 actes, is located
between 61°W Longitude and 13°5¢° N Latitude on the
southeastern section of the island of St. Lucia. It lies in proximity
tol Ladborie and Vieux Fort, two major towns in rhe south of the
island.
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History

The ptoject was originally conceived in the early seventies by
the British Development Division (BDD) and the Depattment of
Agticulcure in St. Lucia.

The objective was to initiate an irrigated vegerable production
scheme for small farmets in which inputs and services were pro-
vided to the participants while their produce was sold and
receipts handed ovet after deductions were made for the inputs
and sefvices provided on credit.

The govetnment provided a project manager, but it was ex-
pected thar after receiving cooperative education, the farmers
would form a cooperative society and assume responsibility for
the management of the project.

According to the original Project Document (1974)4a grant was
made available by BDD for the purchase and/or construction of a
building with faciliries, rractors/tillage and irrigation equipment
along with working capiral from the Agricultural Association.

The scheme finally started in 1974, and although there was
some measure of success, it completely collapsed in 1977.

The majot reasons for the project’s failure were:

1. a misunderstanding between management and farmers
about the objective of the scheme and responsibilities of all
parties concerned;

2. selection of a project area which flooded easily during che
rainy season, causing considerable damage to crops; and

3. lack of proper planning, coordination/delivery of services,
inputs and the marketing of farmers’ produce.

CARDATS Support

When CARDATS assumed responsibility for the project in
1978, no cooperative society was formed, no cropping activities
were 1aking place, and some equipment and machinery were
missing or in need of repairs. The working capiral also expired
while the project manager was still being provided by the govern-
ment. In fact, rhe whole area had reverted to grassland and was
being urilized for livesrock grazing.

CARDATS support/approach included:

1. Farm planning was implemented. Production was pro-
grammed so that only peanuts and sweet potatoes would
be grown between July-December on the land, this coin-
ciding with the period of flooding which normally would
last for 1-3 days. On the other hand, in the January - June
period, farmers pur emphasis on those vegetables which
could be sold in reasonable quantities, and which ar the
same time gave a good return, e.g., cabbages, onions,
tomatoes, catrots, and cucumbers.

2. Farmers were guided, advised, and trained in the technical
aspects of production.

3. Assistance was given in the vimely provision and overall
coordination of services (¢.g., irtigation, ttactot, etc.) and
material inputs needed by the project.

4. Supervised agricultural credit was promoted and utilized
along with proper recotd keeping.

5. Marketing outlers for farm produce wete identified in rela-
tion to determined farm plans.

With this unbroken chain of sefvices, skills and materials,
along with the markets, the farmers were being trained to be able
to operate on a sclf-susraining basis. CARDATS also assisted in
the coordination and training of personnel within the institutions
supporting small farmer production and development.

CARDATS' support to the project over the last six years has
achieved:

1. Changes n cropping activities— With the planning of a
cropping pattetn, (taking into consideratton matket, gross
margin, flood hazard, irigation, soil type and rotational
constraints), farmers were willing o grow mixed
vegerables, sweet poratoes, peanuts, erc., as compared to
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the other traditional crops, e.g. cassava,

Proper implementation of efficient small farm production
systems — CARDATS was also able to meaningfully im-
prove farmers skills in both livestock and crop producrion
along with marketing.

Effective usage of supervised agricultural credit (short
term) —This was supplemented by improved technical and
supply services and geared towards increased producrivity
of small farmers.

Proper preparation of project farmers to organize
themselves into a formal group— Among the activities
that have been executed by the group are the selecrion of
new or replacement farmers for the project and the opera-
tion of the irrigation equipmear.

Increased production and productivity of farming units
and incomes of the small farmers within the Black Bay Pro-
sect—This would go a long way towards the achievement
of higher levels of rural welfare, improved nutritional stan-
dards and increased opporrunities in rural communities.
During 1984, two farmers, aged 27 and 26 years respective-
ly, joined the projecr. The lacter has already purchased a

water pump for use on his farm. Other farmers, having
provided themselves with working capital for their farms,
have been building/renovaring dwelling houses and in-
vesting in livesrock. Also the trend over the years has been
towards full time participation on the farm of children over
cighteen years of age. In some cases the children are
managing the farms.

6. Improved manasgement of hvestock—1In 1974 rhe rearing
of livestock was a random undertaking. Now, with the in-
creased numbers, farmers are practising good husbandry
and there has been pasture improvement. The number of
animals has increased significanrly between 1978 and
1984: cattle from 40 to 115 head, sheep 10 to 33 and pigs 2
to 8.

This type of investment, along with the other acriviries within
the projecr over the recent years, clearly indicated that apart from
increased farm incomes, the type of farming sysrem evolving is
one that would integrate crop and livestock producrion. With
such a system supported by CARDATS approach, project farmers
would continue to realize increasing farm incomes concomitant
with improved standards of living.
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