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Component 2:  Development of a Coffee Internet Map Server system in Guatemala.

INTRODUCTION & BACKGROUND

Coffee has been grown in Guatemala for more than 150 years.  It has shaped the agricultural landscape, and to a considerable extent the national economy as well.   Coffee provides employment to approximately 15% of the population, it represents a large share of the GDP - up to 15% in some periods - and generates as much as 30% of foreign income.  The recent coffee crisis and its sequel of depressed coffee prices has negatively affected the Guatemala economy, and coffee grown below the 3,500 feet level has shouldered the greatest impact as prices plummeted to historically low levels.

These facts notwithstanding, Guatemalan “hard” coffees, cultivated above 3,500 feet - and known worldwide - have found a niche and thus far have been able to avoid the worst brunt of the crisis.  These high altitude and potentially good quality coffees now lead the Guatemalan effort to position the country as a trusted producer of consistent high quality coffees in the world market.  A coffee information system with a strong spatial and analytical component in an IMS can help the marketing of high quality coffees and assist the national coffee agency (ANACAFE) and partner agencies in the precise delimitation of the national coffee regions, improved administration of its coffee production and services, and strengthened marketing.
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ANACAFE participated in early discussions about the value of Internet map servers (IMS) for management and marketing and has attempted to develop geospatial data sets and ICT applications for Antigua, one of the better known coffee producing areas in the country.  Although efforts to integrate their understanding, data, and imagery into a geographic information system (GIS) and (IMS) have been undertaken, lack of know-how, inadequate software resources, and inadequately trained personnel have limited their progress.  However, this activity has shown the interest of this agency in initiating a geospatial system that improves its capacity to view, analyze and distribute spatially-enabled coffee information.  Due to efforts such as this and the imperative need to put in place an information system that integrates in a meaningful way the various aspects of coffee sourcing, quality, production, processing, transportation and marketing, ANACAFE has welcomed the support USAID and the USGS/EROS Data Center (EDC) are offering to develop and implement Coffee Internet Map Services at the national level.

This workplan, developed during a brief design phase, sets the stage for this development.  The plan is produced as a cooperative effort by EDC and ANACAFE and reflects a line of action that supports ANACAFE’s mission, as well as the various efforts the coffee sector in Guatemala is currently undertaking to consolidate their marketing strategy in order to obtain better prices for their high quality coffees.

OBJECTIVES

The project objectives are:

1. To facilitate access to trustworthy information on the Internet on production, processing, and marketing of coffee, with emphasis on specialty coffee.

2. To place geospatial information at the disposal of the public through map servers that offer the capacity to identify coffee production at various levels, combined with maps of diverse nature, i.e., making possible the visualization and analysis of production, certification, trends, problems, impacts, pests, and many other potential uses.

3. To train local personnel in the use of new technologies for the generation and management of spatial information, with emphasis in the dissemination of this information through the Internet.

4. To train coffee sector representatives in the use of the Internet as a market information source and communication channel to reach buyers and the market. 

5. To make available geospatial data and applications that facilitate the coffee certification process and offer greater transparency to coffee transactions. 

6. To monitor the environmental impact of coffee production, assessing its potential impact in forests and areas adjacent to coffee farms.

7. To geographically delimit specialty coffee production regions, with the intent of establishing proof of origin.

8. To identify and map certified coffee farms.

PROPOSED ACTIVITIES  

The project undertakes activities for two years to implement Internet map services in support of specialty coffee marketing and certification. The project builds on preliminary mapping work undertaken by ANACAFE in the Antigua region, and on a network of coffee extensionists active in all the national coffee producing areas.  The project scope and plan of action have been presented and approved by ANACAFE’s Board of Directors, and reflects the interests and the marketing strategy of this organization.

The activities the project will undertake include:  

1. Work plan development (undertaken as part of Phase 1 for this component).

1. Organization of a first visit to Guatemala by EDC representatives to present the project and to jointly elaborate a work plan with ANACAFE.

2. Identification of participating institutions and their role in the project.

3. Selection of the ANACAFE national project coordinator.

4. Setting up of an advisory technical committee. Selection of committee members will be done jointly with ANACAFE.

5. Signature of a letter of intent between EDC and ANACAFE. The letter clearly states the commitments acquired by each institution for elaboration of the project and the resources to be assigned to it.

2. Compilation and generation of information.

1. Assessment of ANACAFE’s technical capabilities and of general requirements to undertake the project. 

2. Development of a geospatial information inventory for the coffee regions, identification of spatial information gaps, and analysis of the need to develop new data.

3. Acquisition of data to be incorporated into IMS and GIS project applications.

4. Elaboration of land use/cover pilot maps for selected coffee areas.

5. Digitization of printed maps (depending on available resources and needs).

6. Generation of spatial datasets derived from existing spatial data. This might include but is not limited to: basins, slope and aspect, forest cover, coffee production indicators, climate, pests.

7. Delimitation, with aerial photography (or high resolution satellite images), of at least three coffee producing regions. 

8. Mapping and surveying of certified farms - and farms in the process of obtaining certification.

3. Coffee IMS Design.

1. Definition of project scope: identification of pilot areas, number and type of entities to survey (e.g., farms, cooperatives), spatial data sets to produce and incorporate, and marketing approach. This last item is defined by ANACAFE and national partner agencies, based on the work now being developed to define source origin using a variety of factors, i.e., climatic conditions, milling, cup quality, organoleptic conditions.

2. Identification of potential users and their information requirements. Certifying agencies, roasters, and importers will be invited to participate and evaluate the applications and data sets developed, insofar as it is possible. 

3. Design of a database of coffee growers, coffee mills, cooperatives, and roasters. Necessary forms to compile this information are produced and validated by ANACAFE.

4. IMS design validation by advisory committee and coffee sector representatives.

5. Acquisition and installation of software and hardware.

6. Evaluation of source identification and tracking mechanisms to assure product security.

4. Technical Training.

1. Training of coffee extensionists in GPS use.

2. Training of ANACAFE personnel in geographic information systems (GIS) and IMS technologies.

3. Training of producers, roasters, exporters and other coffee sector representatives in the use of the Internet as a marketing and communication tool. This activity is part of a Coffee Cyber cafe Program put forward by ANACAFE in rural areas.

5. IMS Implementation.

1. Compilation of basic information in the priority pilot area (Antigua) by means of farm surveys.

2. Adaptation of spatial data to be incorporated into the IMS application.

3. Description of the spatial data sets (i.e., metadata) created and/or adapted for the IMS and GIS applications.

4. Programming and testing of the IMS with pilot area data. 

5. IMS content validation – by the advisory committee and representatives from the coffee sector.

6. Incorporation of spatial and tabular data from other pilot regions, and final IMS programming.

7. Implementation of IMS at EDC and transfer to operational capacity, maintenance, and sustainability at ANACAFE

6. Promotion and Sustainability. 

1. IMS promotion. ANACAFE will assess how to promote the IMS system, integrating it into its marketing strategy.  EDC will assist with the promotion of the new sections of the ANACAFE web site on the Internet. 

2. Periodic technical meetings will be organized to present project progress and assess its performance.

3. Organization of at least two promotional events –one at the beginning and another close to the end-- to publicize the project and its benefits.

4. Definition of an action plan for system maintenance and for incorporation of new data.

ORGANIZATION AND APPROACH

EDC will work in support of the programmatic objectives of national agencies such as ANACAFE and other actors in the Guatemalan coffee industry. A clear definition of roles and responsibilities will facilitate execution of the project both in a timely manner and in compliance with the stated objectives.  EDC and ANACAFE responsibilities are:

EDC
EDC leads and coordinates the project; supports ANACAFE and other national actors in definition of its scope and objectives; maintains periodic communication with USAID and other regional participating entities; develops and monitors the project budget and contractual obligations; jointly organizes with ANACAFE periodic follow up and promotion meetings; programs the IMS together with ANACAFE specialists; offers temporary IMS storage, if required; and offers continuous technical assistance and capacity building.

EDC’s contribution of personnel to the project includes a project director, a lead scientist and project coordinator, GIS and IMS specialists; a web developer; a journalist with expertise in the narrative and creative designs of web pages emphasizing specialty coffee and tree crops; specialists in remote sensing, integrated databases, and on-line data delivery.

The EDC project coordinator will provide direct technical assistance to Guatemalan counterparts, meet with ANACAFE and other partners periodically to support ongoing activities, maintain adherence to an established schedule, help organize technical and/or project promotion meetings. 

An ANACAFE technician will receive basic training in the use of geographical information systems (ArcGIS), Internet map servers (ArcIMS), and new technologies to generate and manage spatial information. This training will be initiated in November 2004, during a course organized by EDC in Panama as part of the USAID-funded Mesoamerican and Caribbean Geospatial Alliance (MACGA) and continued through the life of the project.  The scientific lead will see that an integrated core of IMS experts is established during the life of the project, thereby achieving integration across countries, peer stimulation, and greater efficiency.  The EDC believes an integrating web site for all coffee project activities and including all national activities should be developed.  However, that is beyond the scope of responsibilities at this time

ANACAFE
ANACAFE is Guatemala’s coffee industry governing entity. The project is undertaken by ANACAFE, under EDC’s technical direction and assistance. ANACAFE defines project scope (together with other national actors); sets up a technical advisory group for the project; defines the use to be given to the IMS application as a tool for coffee marketing and environmental monitoring; inventories certified farms, cooperatives, coffee mills and roasters; assembles databases; inventories and acquires the spatial data sets needed by the project; and designs and programs the IMS – together with EDC IMS specialists.

ANACAFE will require the following support personnel: 

· A project coordinator. The coordinator must be available for the project at least one day per week.

· ArcIMS expert.

· GIS expert.

· Coffee extensionists. 

· Programmers.

The EDC project coordinator will provide continuous technical assistance and evaluate progress at quarterly meetings.  These will be coordinated with other project activities in the region to provide technical support and training in a cost effective and integrated manner. At least two promotional meetings will be held during the life of the project with national institutions to present project achievements and to analyze project results.

The project will be presented to international institutions and to key agencies in the specialty coffee market such as the Specialty Coffee Association of America (SCAA) and Starbucks.  These two institutions maintain close ties with Guatemala’s coffee sector, and could potentially offer advice and guidance on how to implement a meaningful application that responds to and satisfies real market needs. Similarly, an effort will be made to incorporate certifying institutions in the project, probably as members of the technical advisory committee.  

ANACAFE and EDC will link the project to national and regional initiatives in the area of Information and Communication Technologies (ICT), geospatial applications, and food security.  In particular, as suggested at the MACGA C.A. Workshop, integration will be developed with the National System of Geographic Information (Sistema Nacional de Información Geográfica - SNIG), the National Environmental Information System (Sistema Nacional de Información Ambiental), and the Mesoamerican Environmental Information System (Sistema de Información Ambiental Mesoamericano - SIAM), and the new USAID/NASA regional project in Climate Change.  These initiatives aim to integrate spatial and environmental information at the national and regional levels, and stand to benefit from the Internet map services to be developed in this project.  Coordination with the USAID-NASA project for monitoring land cover change in Central America will be established to integrate the annual land cover work in their plan with the need to provide conservation information to the coffee sector.  

Work will be greatly facilitated due to excellent working relationships maintained by ANACAFE and EDC with several institutions in Guatemala and the rest of the Central American region.  EDC project personnel worked closely, during the Mitch Clearinghouse project executed in 1999 – 2001, with several institutions in the country, in particular the Planning and Programming Secretariat (Segeplan); the National Geographic Institute (IGN); the National Institute of Seismology, Volcanology, Meteorology and Hydrology (INSIVUMEH); the Universidad del Valle; and the National Coordinator for Disasters Reduction (CONRED).  These institutions can offer support to the project, either by supplying geospatial information and services, or by becoming users of the applications to be developed - or potential project associates.

It should also be noted that CATIE’s experience in mapping coffee-producing regions using aerial photography in Costa Rica could be useful to the project in Guatemala.  Contacts have been established with CATIE to assess the possibility for interchange of experiences and to offer technical assistance to ANACAFE in this and other matters.

DELIVERABLES
The products to be developed during the project - and the project results, are related to the activities previously detailed.  Deliverables will be similar to those for the Dominican Republic, similar in format and style, and will include:

1. Surveys and databases prepared to take a census of farms, cooperatives and coffee mills. 

2. National geospatial inventory for coffee regions.

3. General map delineating the primary coffee regions of Guatemala with associated ancillary spatial and coffee-related information to ultimately provide product source definition.

4. Evaluation of the options for product identification and tracking options in light of marketing needs.  

5. Databases for and georeferenced maps depicting precise geographic delimitations for three coffee growing regions, including Antigua.

6. Digital map and databases of certified farms.

7. Digital map of cooperatives and coffee mills.

8. Map of land use/cover in the pilot areas.

9. Geospatial information derived from available basic maps (example: basin map, slope map) and integration for multi-layer access in the IMS.

10. IMS applications for specialty coffees including detailed querying capabilities as driven by needs of ANACAFE and related marketing and publicity needs.  

11. Web site featuring the coffee industry and the IMS applications. 

12. Course in ArcGIS, ArcIMS and geospatial technologies.

13. Course in “Introduction to Internet” for coffee growers and cooperatives.

14. Geospatial information catalogue (metadata) for the products developed in the project.

BUDGET for Component 2

	TOTAL ACTIVITY COSTS
	
	
	
	
	

	Description
	 
	 
	 
	 
	 
	 
	Total

	Staffing (Table 1)
	 
	 
	 
	 
	 
	 
	 $      95,746 

	Travel Costs (Table 2)
	 
	 
	 
	 
	 
	 
	 $      42,974 

	Data Services/Products (Table 3)
	 
	 
	 
	 
	 
	 
	 $        4,744 

	Other Costs (Table 4)
	 
	 
	 
	 
	 
	 
	 $      55,885 

	 
	 
	 
	 
	 
	 
	 
	 

	Subtotal
	 
	 
	 
	 
	 
	 
	 $     199,349 

	Overhead (30.425%)
	 
	 
	 
	 
	 
	 
	 $      60,652 

	 
	 
	 
	 
	 
	 
	 
	 

	GRAND TOTAL
	 
	 
	 
	 
	 
	 
	 $     260,001 


This budget includes the $20,000 specified in Component 2 of the PASA between USAID and the USGS/EROS Data Center entitled “Specialty Coffee Internet Map Servers for Central America” and needed to complete activity design.  The complete budget with full detail is found in the attached (Budget Coffee CA DR 12-02-03.xls).  

The detailed budget submitted (Budget Coffee CA DR 12-02-03.xls) with this work plan includes additional support of $50,000 to be provided directly by USAID to ANACAFE in support of activities that relate to and strengthen this project.
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