TERMS OF REFERENCE

CONSULTANCY SERVICES FOR 
STRENGTHENING AGRIMSE’S BUSINESS AND PRODUCTION OPERATIONAL EFFICIENCIES


BACKGROUND

Micro and small enterprises (MSEs) are widely regarded as the backbone of the private sector in both developed and developing countries. In the Caribbean, a significant percentage of these MSEs operate within the agriculture sector as AgriMSEs, playing a critical role in job creation, cost reduction, enhanced purchasing power, and convenience. Their contributions to poverty reduction and financial inclusion, particularly among women and youth, are vital for advancing the Sustainable Development Goals (SDGs).

In CARICOM, MSEs comprise over 60-75% of firms, contribute approximately 50% of GDP, and provide 45% of regional employment, with an expanding presence in agri-food value chains. Despite their importance, these enterprises face persistent challenges, including weak policy frameworks, limited access to financing, inadequate infrastructure, and management capacity gaps, which disproportionately affect youth and women.

The 2019 CDB and FAO report “The State of Agriculture in the Caribbean” highlights the critical need for targeted support to strengthen financing mechanisms, product development, and service delivery for AgriMSEs, enabling them to scale and integrate into domestic and regional markets. Addressing these challenges requires strengthening policies, regulations, and business services, alongside interventions such as improved access to financing, ICT-driven operational efficiencies, and enhanced buyer engagement.

While development partners actively support MSME growth through strategic initiatives, significant opportunities remain to uplift AgriMSEs with high potential for scaling. This project will focus on AgriMSEs from marginalised groups in five BMCs, namely Antigua & Barbuda, Dominica, Grenada, Saint Lucia, Trinidad and Tobago. The Project will employ specialised and target-specific tools and approaches, with a focus on: (1) business-specific training, coaching and networking; (2) literacy building to enhance resource accessibility and operational efficiencies; and (3) advocacy and facilitation for more structured and coordinated business ecosystems.

The Project aligns with key priorities outlined in CDB’s Agriculture Sector Policy and Strategy (ASPS) 2020 and the Bank’s Private Sector Policy and Strategy, CARICOM’s “25 by 2030” initiative, and the Regional Food and Nutrition Security Policy. These frameworks collectively aim to boost agri-food production, reduce imports, and promote inclusive growth, poverty reduction, and gender equality in the agriculture sector across the region.

OBJECTIVE

The main objective of the consultancy is to strengthen AgriMSE’s business and production operational efficiencies as envisaged in Component 2 of the project document.

SCOPE OF SERVICE

The Consultant’s task will focus on strengthening market-ready/compliant products, addressing safety, quality and fundamental scale-up challenges and strengthening administrative and management capacities of AgriMSE operations in preparation for export readiness. The consultancy will be implemented in five (5) BMCs, namely Antigua & Barbuda, Dominica, Grenada, Saint Lucia and Trinidad and Tobago.

The sequencing of activities under this consultancy will be informed by the data collection and needs assessment, which represents an important initial deliverable to inform the entire project, as well as subsequent activities under this ToR and related focus areas within the overall project as defined in the other two consultancies.

	The Key Intervention Areas are:
Data Collection and Needs Assessment 
Product Scale-up Formulation, Safety and Quality
Enterprise Resource Planning System

The Consultant should undertake the following:

KIA2.1: Data Collection and Needs Assessment

Development Needs Assessment: Prepare check list (survey instrument) that takes into consideration the key technical project focus areas, building on previous/recent AgriMSE needs assessments in the region,[footnoteRef:1] and use to conduct rapid assessments of responding AgriMSEs as the basis to: [1:  This should include issues relating to product formulation and scale-up potential, PPMs for safety/quality compliance, raw material access/acquisition, storage and utilization, and capacity constraints impacting scale-up, and build on the March 2022 Survey Assessment of Small and Medium Sized Enterprises Along Targeted Value Chains undertaken under the 11th EDF EU-IICA SPS project Survey Report, available from the IICA Barbados office re “Technical assistance to build food safety capacity of private sector entities along targeted value chains’.] 

confirm specificity and prioritize development needs that directly align to the current project.
define/refine selection criteria for AgriMSEs for participation in project activities.
screen, pre-select and profile potential candidates to participate in this current project, working in collaboration with relevant stakeholders, Inter-American Institute for Cooperation on Agriculture (IICA) Delegations in BMCs, Development Partners, National Entities) to validate the pre-screened AgriMSEs eligible for participation in the project.

KIA2.2: Product Scale-up Formulation, Safety and Quality, Packaging and Branding

0. Customised Scale-up Solutions for Process/Product Innovation/Expansion, 
introduce/demonstrate innovative, practical, cost-effective strategies/techniques/technologies aligned with industry standards and responsible production principles, to improve operational efficiencies and retain product quality during scale-up. 
provide guidance on procurement management practices and distribution systems to identify challenges for individual small batch procurement and feasibility and opportunities for consolidated procurement and distribution for specific inputs and raw materials.
provide guidance on possible capacity scale-up options, such as, private labelling agreements[footnoteRef:2], production outsourcing[footnoteRef:3], co-manufacturing partnerships[footnoteRef:4] etc. [2:  Allow AgriMSEs to produce goods under the branding of larger, more established companies, enabling them to access broader markets and leverage existing distribution networks.]  [3:  Facilitates partnerships with third-party manufacturers to increase production capacity without requiring significant capital investment in infrastructure.]  [4:  Allows enterprises to share production facilities, equipment, and operational costs, to reduce the financial burden of expansion.] 

provide guidance compliance with relevant safety and quality regulations for domestic and export markets to enhance domestic market and export readiness.

Participation in activity (a) is open to all AgriMSEs who qualify in the pre-selection, facilitated through product-based cluster sessions virtual and/or in-person/country sessions. The results of activity (a) will further inform the selection of the final candidates deemed most ready for support for actual product formulation and production scale-up based on the strategy deemed most appropriate per target AgriMSE. 

Activities (b) through to (d) will target a limited selection of enterprises, six (6) AgriMSEs in each BMC[footnoteRef:5],  to be provided with direct, target-specific support, in collaboration with designated authorities.  [5:  NB: If the country quota of 6 cannot be met, then the quota of another participating country with the capacity can be increased.] 


The consultant is required to:

0. Design and deliver specialised product cluster-based AgriMSE Boot Camps (ABC) to enhance AgriMSEs' skills in scaling production and optimising processes. Cluster-based training to be organised by product type for specialised training in product formulation and scale-up techniques, process flow planning tailored to enterprise size, orientation, and production type and safety and quality compliance requirements. This will be facilitated through either (i) one Boot Camp in each country or (ii) Boot Camp in one/two countries, based cost-effectiveness and on product cluster and availability of suitable and compliance-based host agro-processing facilities for training[footnoteRef:6].  [6:  It is to note that the Boot Camp experiences will be documented to allow for expansion of benefits to AgriMSEs in the non-participating countries.] 


[bookmark: _bookmark5]Prepare AgriMSEs to meet compliance with relevant safety and quality regulations for domestic and export markets and support documentation and preparation for process and product certifications, where necessary, as a central part of the AgriMSE Boot Camp and post-training support. 

Compile all findings, interventions, and customised recommendations into a structured Enterprise Development Resilience Strategy (EDRS) for each selected AgriMSE. This must be an important output per AgriMSE of the AgriMSE Boot Camp and should include the following products: 
digital platform (robust metrics and tools) for tracking, monitoring and evaluating progress in production efficiency, product quality, and safety improvements; and 
framework for actionable recommendations for ongoing enhancements and future scaling efforts.

The experiences and outputs of activities (b) to (d) will be pivotal to refine the AgriMSE development strategy and training materials and tools, for replication.

KIA2.3: Enterprise Resource Planning (ERP) System Development & Customization 

For the six (6) AgriMSEs per participating countries, selected to benefit from KIA 2-(b) to (d) above, customise an Enterprise Resource Planning (ERP) System tailored to their specific operational and administrative needs and consistent with industry-specific SOPs (Standard Operating Procedures) and standards, to include the:

0. Design and deploy a cloud-based AgriMSE-focused ERP System compatible with mobile and desktop platforms, ensuring inclusion of core modules of: 
document library for record-keeping and compliance tracking as well as storing and accessing Standard Operating Procedures (SOPs) and industry standards.
inventory management with complementary elements such as Point-of-Sale (POS) functionality and invoicing features.
workflow management for compliance with specific business processes.
financial and administrative tracking tools including payment and email system integration, time tracking, and attendance features integrated with payroll calculation

Develop an intuitive user interface to facilitate ease of adoption by the beneficiary AgriMSEs (as non-technical users) and Integrate and test System to:
configure/integrate the ERP system with existing tools/processes used by participating AgriMSEs.
conduct rigorous testing to ensure system reliability, security, and functionality.
provide recommendations for hardware or infrastructure upgrades, if required, for optimal system performance.

Develop ERP system training materials and user manuals and conduct hands-on training sessions for AgriMSEs to build their capacity to effectively utilise the system.

Oversee rollout of the ERP system across participating AgriMSEs including:
monitoring, trouble-shooting and resolving capacity and issues.
providing remote technical support during the implementation phase.
establishing monitoring tools to evaluate the impact of the ERP system on administrative and operational efficiency.

The Consultant will undertake all the activities necessary to accomplish the Project's stated objectives under the general guidance/direction of IICA. Key tasks include but are not limited to the following:

Information Review: Conduct a comprehensive review of relevant national and regional data and documentation related to the assignment, along with an analysis of global best practices, to inform the design of effective interventions.

Methodology Development: Develop and finalise an appropriate methodology for executing the assignment in consultation with IICA relevant collaborators/stakeholders.

Stakeholder Engagement: Facilitate national consultations with potential collaborators and maintain ongoing engagement with AgriMSE beneficiaries to sustain their interest and active participation in the project.

Regulatory and Policy Review: Examine intellectual property agreements and branding/crediting regulations to ensure that interventions are in compliance with applicable standards (applicable for AgriMSEs and collaborators).

Confidentiality and Data Protection: Establish and adhere to confidentiality and data protection protocols to ensure that all information shared by AgriMSEs and collaborators is securely managed and used strictly within the scope of the assignment, in compliance with applicable legal and ethical standards.

Support for Communication and Information Sharing: Collaborate with IICA to develop targeted information and communication products tailored for AgriMSEs and other stakeholders.

Project Management Support: Facilitate project cohesiveness by participating in cross-consultancy meetings within this project and other complementary projects, as required for enhanced impact, by engaging partners and collaborators, assisting in planning and implementation, and supporting reporting and communication. These meetings will be convened and manged by the Project Executing Agency.

The Consultant will work with the Project Coordinator (IICA) to ensure that all data collected through the AgriMSEs needs assessment survey and generated from these actions as well as activities of the other TORs, are compiled and curated to update/create contact database on the AgriFindr web platform.[footnoteRef:7]  [7:  This should cater for gathering of samples of AgriMSE products (even if packaging for physical display of products) acquisition of professional product images (photography) ] 


REPORTING REQUIREMENTS AND DELIVERABLES

The Consultant will be required to submit the following reports:

Inception Report: Work plan including the methodology and the approach to be adopted; detailed timeline for project activities, a report format, a preliminary list of secondary data sources and drafts of: (a) needs assessment instrument, (b) outline/template of an AgriMSE Enterprise Development and Resilience Strategy (EDRS), and (c) check-in/feedback mechanism to track beneficiary assimilation of capacity-building towards achievement of self-defined targets. The Report should be submitted within one (1) month of the commencement of the assignment.

Progress Report 1: Update on assignment including the activities commenced, progress to date and any challenges with project implementation. The report should also include proposed solutions to challenges articulated and related timeframes. Progress Report 1 will be submitted four (4) months after receipt and acceptance of the Inception report and should include the following deliverables:

Needs Assessment Report, including preliminary database of responding AgriMSEs (listing, profile, initial clustering and readiness ranking for indicative selection for investment in Boot Camp training, ERP system and export trials): KIA2.1.

Draft Product Cluster-based Customised Scale-up Solutions/Plan for process-product innovation & expansion: KIA2.2(a).

Training plan for Cluster-based Customised Scale-up Solutions/Plan: KIA2.2(a)

Draft AgriMSE Boot Camp training plan & materials (formulation scale-up, safety & quality compliance, etc), including indicative host agroprocesing facilities in project countries or other BMCs countries where they exist and best enable this activity: KIA2.2(b & c).

Specification requirements and recommendations for at least three (3) AgriMSE applicable ERP systems: KIA2.3

Progress Report 2: Update on the assignment will be submitted six (6) months after receipt and acceptance of the Progress Report 1, and should include the following deliverables

Report on all training and capacity building undertaken, including:

final template for AgriMSE Enterprise Development and Resilience Strategy (EDRS): KIA2.2(d). 
updated recommendations of AgriMSE selection for investment in Boot Camp training: KIA2.2(b&c). 
ERP system: KIA2.3.

Progress Report 3: Update on the assignment, to be submitted three (3) months after receipt and acceptance of the Progress Report 2, and should include the following deliverables:

Verification from AgriMSEs of their acceptance of their individual Enterprise Development and Resilience Strategy (EDRS), that should confirm scale-up capacity, and achievement of product compliance for export and strategic marketing approach.

Report on installation, training and monitoring of the ERP system for the beneficiary AgriMSEs: KIA2.3

Draft Final Report - Document including all major outputs. The Report should also contain lessons learned, feedback from beneficiary AgriMSEs and recommendations for follow-up actions. The draft Final Report will be submitted four (4) months after receipt and acceptance of the Progress Report 3. Comments by IICA and relevant partners will be provided within one (1) month of receipt of the report.

Final Report - A final report incorporating comments by IICA, and relevant partners will be submitted within one (1) month of receipt of comments.

All reports and supporting documents should be produced in Microsoft Word and submitted electronically to the Project Coordinator IICA.

IMPLEMENTATION ARRANGEMENTS

The Consultant will work under the guidance of the Project Coordinator – IICA, as it pertains to the execution and logistics of the assignment. This will include remote work and planned travel to BMCs, and the required participation in project meetings to coordinate the approaches, exchange relevant documentation and interim results, and undertake activities jointly, as necessary, across the three TORs.

DURATION, QUALIFICATIONS AND EXPERIENCE

The assignment will be executed over 20 months. The Consultancy Firm should have:

Key experts
Agri-value chain Development Specialist, with at least a master’s degree in Agricultural Economics, Agribusiness Management, Value Chain Management or related field and ten (10) years’ relevant professional experience.
Product Formulation, Agro-processing, Food Safety & Quality Specialist with at least a master’s degree in Agro-Processing, Food Technology or related field and ten (10) years’ relevant professional experience.
Information and Communication Technology (ICT) Specialist with at least a master’s degree in ICT/related field and five (5) years relevant professional experience, OR at least five (5) years field experience and evidence of development/installation of ERP systems

The Team Leader should have at least five (5) years' experience leading multidisciplinary teams involved in similar types of interventions and at least five (5) years’ consulting experience, particularly relevant to trade and agriculture policy, and private sector engagement and business integration in BMCs, including for AgriMSEs.

More specific details as it relates to qualifications and experience are as follows:
Expertise in development and capacity-building, with a focus on agriculture and agribusiness policy and trade strategy.
Experience working with AgriMSEs and a strong understanding of their operational challenges.
Evidence of past work with AgriMSEs/MSMEs in the region.
Proficiency in data collection, analysis, and management for enterprise development projects.
Knowledge of ethical standards related to marginalised groups and gender equity.
Demonstrated expertise in developing digital solutions tailored for AgriMSEs.
Proven ability to deliver ICT-based capacity-building services.

Other technical competencies include:
Track record in private sector engagement
Proficiency in report writing.
Excellent analytical skills.
Excellent oral and written skills.

Key Experts Required:
Agri-Value Chain Development Specialist.
Product Formulation, Food Safety and Quality Agro-processing Specialist.
Information and Communication Technology Specialist.
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