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Quality Managementin Israel’s Agricultur e

Fruitsandvegetablesisedto bejudgedby size,color, tasteandfragrancebut thisis no
longerthe case.Marketplacerequirement®earingon the individual grower, the packing-
houseandthe agriculturalmarketing organizationsurrentlyemphasizeeducedpesticide
residuestisk managemerdaccordingo the HACCP(HazardAnalysisandCritical Control
PointsystemYyegulations(7,17)to attainproducefree of foreignbodiesandEUREPGAP-
2000protocol(3,4,5,6,8)formulatedby the Consortiumof Europearretailerchains.

The adoptionof industrial quality standardsy agricultural productionis undervay.
It meansa revolutionary transition from monitoring the end productto monitoring the
grower’'sentireproductionprocessn atransparenmanner Thistransitionwasnotimposed
by governmentregulationsbut ratheris a voluntary accordto follow the market’s and
customersdemands.
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Quality Management reliesonasetof four mainstandards:

¢ Managementind monitoring of the agriculturalproductionprocessas definedby
ISO 9000standardslISO (InternationalOrganizationfor Standardizationjs a non-
governmentalorganization,a worldwide federationof national standardsbodies
with headquarterin Genera, Switzerland(10). In addition, crop productionand
protectionprotocolsarecollatedby extensiongrowersandquality techniciango act
ascroppingguidelinesfor thegrowers;

¢ Managementand monitoring of the agricultural environment, as definedby 1SO
14000standardssignalsthe customersinterestin the productionervironsculture;

¢ Managementand monitoring of labor safety as definedby 1ISO 18000standards,
signalsthe customers concernwith agricultural laborers’ welfare, housing and
wages;

e Managementf goodlaboratorypracticesasdefinedby ISO 17025standards.

ISO 9000wasfirst formulatedasan industrial quality standardn 1987. Today; in all
of the industrializedcountries,the managementf thousandof governmentand private
organizationssuch as hospitals,county and municipal administrations schools,police,
factories, purveyors of inputs and services,subscribeto I1SO standards. Farming is a
businessthat can join this businessmilieu only throughthe adoptionof quality man-
agement.Among the agriculturalorganizationscomplyingwith 1SO standardghat have
beencertifiedin Israelduring the last coupleof yearsare: regional growers’ enterprises,
marketing organizationssuchas Agrexco Ltd., packinghousedR&D units, crop — soil —
waterlaboratorie®f the ExtensionService the VeterinaryService the Poultry Production
andMarketingBoard,andthe Ministry of Agriculture InvestmentCenter(15).

Severalmarketingfirms arelaunchingquality brandnameso distinguishtheir produce
from corventionalproduce Examplesarethe 'Butterfly’ labelfor vegetablegrown in the
Netherlands'Ecofresh’(2,16)fruits andvegetableswurturedby AgrexcolLtd. in Israeland
M.P.S.(12) promotedby the Dutchflower auctions.

Crop Production and Protection Protocols representhe technicalframework of the
wholecroppingprocessandits documentatioior improvedself-managemerandexternal
auditing at the producerlevel. Protocolsrefer to the whole cropping sequencesuchas
nurseriesland preparation,rrigation and fertilization, crop protection, harvesting,and
postharest handling. Participatingin the preparationof protocolsis a team of crop
productionand protectionextensionspecialistsandactive growers. Quality management
specialistsstructurethe framawvork. The preparationprocessof protocolsis described
by participantsas being a difficult but also enriching and challengingexperiencethat
crystallizesthe bestavailableknow-how in theform of personakxperienceandpublished
recommendatiorguides, brochuresand leafletsinto a set of guidelines. Furthermore,
the protocolsincorporatethe requirementof several additionalsetsof rules developed
by groupslike EUREPGAP(4), a consortiumof Europeanretailer chainsthat includes
firms suchas Albert Heijn, ASDA, Coop Norge, Marks & Spencer Sainshiry’s, Tesco
andothers,andHACCR It is the role of the quality specialistso incorporatethesecodes
in the protocol (14). Protocolsdo not generatenew knowledge; rather they corvert the
availableknowledgeinto systematienarket-orientecoroductionproceduresTheprotocols
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establisha new and intensve rapport betweenadvisersand their growers. Extension
develops generic protocols that can be adjustedto the specific needsof the various
marketing organizationsandrespectie growers. For example,protocolsfor the following
commoditieshave beendevelopedin Israel during the last year: aquacultureavocado,
citrus,deciduourchardsgrapesfield crops,sweetpepperandpotato(13). Protocolsfor
othercommoditiesarecurrentlybeingdeveloped.

Adoption of Protocols Theadoptionprocessonsistof severalsteps.

e Training growers in the basicsof quality managementdescribingthe role and
structureof crop productionprotocols,adjustingthe guidelinesto the specificneeds
of growers,andcertifying growers;

e Field visits of extensionspecialistswith packinghouseand marketing organiza-
tion representaties to surwey growers’ plots and the surroundingareas,looking
for indicationsof mismanagemernin pesticidesstoragefacilities; the presenceof
warning signsaroundditchesand holes; scatteredblastic sheetingand loosefarm
equipmentetc. Theextensionspecialistshouldcheckrecord-leepingproceduresf
all farmandcroppingactiities andmake recommendationfor improving planning,
operatiorandmonitoringactiities atfarmlevel.

e Establishingquality managemengroupsat the packinghousdevel, and initiating
their periodicmeetingg14).

The Grower’'s Perspectve The payofs reapedby growersfollowing adoptecdbrotocols
arefirst andforemosta dramaticimprovementin producequality, increasedyrowers’ crop
managementapabilities,and enhancecollaborationwith packinghousesmprovement
of the latter’s efficiency and bettercoordinationamonggrowers. The adoptionprocess
consistsof: growing the crop accordingto the guidelines, reviewing the production
processand documentingit, correctingerrorsvia an extension—graver interactionand
demonstratindhe efficacy of the corrective actions(14,18). In additionto the guidelines,
theprotocolcontainssite-specifidformsto helpthe grower developtransparenprocedures
for documentinghe crop productionand protectionprocess.Theseforms are not meant
to turn the grower into a robot or clerk who simply fills out forms. The guidelinesdo
not dictateto the grower whatto do but ratherclarify andemphasizéis responsibilities.
Quality managemernis not promotedustfor the customerssale, becausét alsoprovides
thegrowerwith amanagemertbol to avoid productionmistalkes,to streamlingoroduction,
reducecostsand improve his end-produce.Without a flow of documentednformation
from growers,the packinghouseandmarketingbodywould not be ableto meetdeadlines
efficiently, properlymatchingdemandandsupply

The Extension—Advisory Perspectve The ervironmentcreatedby the newly evolving

quality requirement®f the westernmarketplacesupportshe promotionof mary sought-
aftertechnicalobjectives.In this context, theimplementatiorof, inter alia, pestmonitoring
andintegratedPestManagementlPM), hasamongits objectivesthereductionof pesticide
use and the subsequenachiezementof Maximal ResidueLimits (MRL) (17). Other
objecties of the protocols are encompasseih a wide array of ervironment-friendly
productionpracticeswith respectto fertilizers, enegy use, and bannedpesticidessuch
asmethylbromide.Theseobjectivesarealwayshigh on extensions agendaut theirlarge-
scaleimplementatioris enhancednainly by the stimulusof themarket's exogenougpower.
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The corventionalpromotionof IPM entailsfirst investmentof much enegy in creating
an ervironmentof awarenessamonggrowers, extensionstaf and all participantsin the

entire food chain process. Second field-level implementationof IPM requiresadoption
of a scientifically basedconceptof pest managementpromotion of pest monitoring
practicesandinvolvemenbf growersandtheirrepresentatiesin its organizationahspects,
e.g. emplgying scouts,managingtrapsand monitoring devices. When the demandfor

environment-friendly crop productionis bottom-upfrom the market and customers,a

totally new dimensionthat enhancesdoptionof IPM is instituted. Growersare obliged
to comply with the demandseven when ervironment-friendlyproduction,IPM-centered
labelsandbrandnamesdo notyield any additionalreturn.IPM-centeredabelsturnrapidly

into industry standard displacingcorventionalproduce. Although IPM labels may not

bestav additionalfinancial returns,they do provide a competitive edgein saturatedor

turbulentmarkets. Protocol-drvencrop productionand protectionpavesthe way to field-

level adoptionof IntegratedCrop Managementywhichis the next andmorecomprehensie

stepof IPM (9). In export-consciougountries,growers mustorganizeinto IPM groups
andassociationsMany of their communalactivities mustof necessitybe IPM-focusedto

acceleratghe adoptionand expansionof IPM schemes.Protocolsthat pull togetherand
documentall existing know-how canfocus appliedresearchon new areasof relevance.
Quality managemengieneratesiev demanddor extensionwork, engagingextensionin

theposthareststage marketingandfarmmanagementt qualifiesextensionto embarkon

anadditionaldomain,openingup new dimensiondor professionaleadership.

The Developing World’s Perspectve Quality managementppliesfirst to growers
involved in the productionof export commodities. In order to survive in the highly
competitive environmentof the export marketplace growershave to befully agreeableo
the changingquality requirementsimproved productionpracticesadoptedby a group of
pioneeringproducersspill over to the entire communityof producers.Most evolutionary
processegaresetin motion whenleadinggrowersand extensionshaw the utility of new
practices.Quality managemeris not only animprovedcroppingpractice,it is foremosta
comprehensie farm managementechnique. Being a transparentind well-documented
tool, its results and proceduresare tangible and easily visible to other growers. In
addition, upgradedquality standardsof export productsenhancethe local markets and
increaseonsumerstastedor quality produce.ln summaryproactive promotionof quality
managemenamongproducerof export commoditieds a mustto keepthemin business.
Furthermorejt canprovide leveragefor upgradingthe whole of the agriculturalproduc-
tion and supportsystem: growersfor the local market, farmers’associationsextension,
researchmarketing, packinghousesetc. Quality managementatalyzeshe adoptionof
ervironment-friendlycrop productionandprotectionpractices.
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