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Foreword

The process of developing the Agricultural Transformation Strategy (ATS) was marked by a
commitment to stakeholder engagement in which various means, tools and techniques were
employed to garner the perspectives of stakeholders relating priorities that should be
implemented under the umbrella of the ATS.

The ATS was developed against the backdrop of a renewed focus on agriculture by the
government with its commitment being demonstrated by a substantial increase in the financial
allocation to the Department of Agriculture.

The ATS was based on previous strategies but was constructed through a fulsome process of
information and data gathering, consultations, brainstorming, analysis and iterative reflection.
The methodology for Strategic Planning proffered and accepted has been in use in our region for
more than twenty years by CARICAD. Their experts were excellent Facilitators and Resource
Persons.

Successful implementation of the ATS will contribute significantly to the overall management,
visibility and impact of the Department of Agriculture. It will also contribute to sustainable
livelihoods for a wide range of producers, including farmers, fishers, and agro- processors and
vendors. The desired impact has been stated by the Ministry as: “ A society in which sustainable,
profitable agricultural production contributes to the well-being of our people through the
consumption of fresh local food, resulting in a reduction in the level of non-communicable
diseases”.

This Synopsis is designed to capture the core of the Strategy. It emphasizes the Goals, Objectives,
and strategic approaches that will be used to achieve desired results. The headings and
subheadings have been retained as they exist in the complete ATS. This was done deliberately
so that those who might wish to refer to the original text in greater detail, can easily find the
relevant portions of text. The Synopsis was also created to facilitate consistent consultation and
dialogue with stakeholders in and outside of Montserrat.
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iii. Director’s Remarks

Over the past six years, with epidemics and wars, the world consistently
showed us how vulnerable our food supply chain is to interruptions. Our
weaknesses were exposed and to some this was a scare, to others it was a
lesson. The power remains in the hands of those that can feed themselves,
“Agriculture” and the term “Food Security” shot to the top of every
Governments focus and possibly became the most widely used term.

Dr. Selvyn Maloney

Agriculture remains the backbone of our economy, a source of livelihoods,
employment and a critical driver in our aim for food sovereignty. However, the sector
faces persistent challenges including, but not limited to, low productivity and high pre
and post-harvest losses.

It is firmly in Montserrat’s national interest to produce more of the foods our
consumers demand, to increase consumption of those foods and to produce them in
efficient systems so that they can be competitively and profitably marketed locally. We
must ensure that locally produced foods are available consistently and over extended
periods of the year.

The ATS will not be viewed as merely another policy document— as it is a practical
roadmap for the structural change desperately needed within the agricultural sector. It
must be acknowledged and accepted by all stakeholders as a collaborative effort and
not the sole responsibility of the Department of Agriculture.

As the Director of Agriculture, it is my firm belief that in order to achieve the intended
impact of the ATS, our actions must be intentional. Our monitoring and evaluation
methods must be stringent and our implementation strategy must not waiver.
Agriculture on Montserrat is at a pivotal point and we must make sure this strategy
pivots us in the intended direction of success.

| reaffirm the Ministry’s commitment to leading this transformation with transparency,
inclusiveness, and determination. Success will depend on collaboration amongst
farmers, fishers, processors, private sector partners, policymakers, and the wider
community.

Agriculture belongs to all of us, and its transformation must be a shared national
endeavor.

Dr. Selvyn Maloney
Director of Agricultural Services



iv.  Permanent Secretary’s Remarks

achievement, built on effective planning and disciplined execution. The
Agricultural Transformation Strategy (ATS) continues that tradition — but
itis more than a plan. It is our blueprint for action over the next three years
and beyond.

’1 ‘ “ : V \‘ Our Department of Agriculture has a proud history of innovation and

Mrs. Daphne S Cassell

This Strategy directly advances the national outcome of food security, improved
nutrition, and sustainable agriculture. It targets the three sub-outcomes and:
(i) increased production and supply of select and targeted crops;

(ii) improved sustainable agricultural and fisheries management practices, and;

(iii) improved access to, and affordability of, healthier foods.

Our focus now is implementation. Results matter. We will integrate the ATS into our
strategic planning, budgeting, and performance management systems. We will monitor
progress closely, adjust where necessary, and hold ourselves accountable — individually
and as a team.

It has been a privilege to lead this dedicated team. Together, we have developed a
Strategy we can be proud of. Now we move from planning to action.

| commend the ATS to all stakeholders. Let us work together to deliver lasting benefits
to producers, consumers, and all the people of Montserrat — at home and in our
diaspora.

We will remain accessible, engaged, and accountable.

Daphne S Cassell
Permanent Secretary of Agriculture, Lands, Housing

Environment, Youth Affairs and Sports



V. Minister’s Remarks

In my capacity as Minister of Agriculture | regard the creation of the ATS
as a major planning effort. However, planning alone is not enough to
produce desired results. Results arise from systematic, consistent and
Hon John P. Osborne diligent implementation. | recognize that as Minister | do not lead
implementation in technical terms. However, | am required to lead in
strategic terms. | am fully committed to that mission.

| made it a point to participate actively in all phases of the planning process not
merely to lead by example but to demonstrate the importance of the Strategy. It
therefore means that the staff of the Department and | will be singing from the same
proverbial hymn sheet. | intend not only to use the authority of my office but to rely
on my influence as a leader to promote high levels of accomplishment under the ATS.
| commend the strategy to all stakeholders and invite you to use the same level of
energy to work with us to implement the priorities as we did together when we were
establishing them.

Hon John P. Osborne
Minister of Agriculture, Trade, Lands, Housing

Environment, Youth Affairs and Sports



1.0 INTRODUCTION

1.1 Purpose and Scope of the Agriculture Transformation Strategy (ATS)

The primary purpose of this Agriculture Transformation Strategy (ATS) is to present a new
cohesive framework for a policy of food import substitution. It is based on the declared
regional need to produce more food not only to save foreign exchange but to promote
national security and support related wellness initiatives.

The ATS was set in the context established by the 2026-2029 Policy Agenda. The agenda
identifies several sustainable national outcomes in which those relating to food security,
healthy lives and wellbeing for all and sustainable economic growth and employment for all
have been embraced as the strategic bedrock of the ATS.

The ATS has been created with an implementation horizon of three (3) Financial Years from
April 2026 to March 2029. The aim is to set the continued re-development of Agriculture in a
broad national context in which the consumption of greater quantities of fresh local food
contributes to the well-being and wellness of the people of Montserrat through better
nutrition. It is expected that such an approach will also provide sustained opportunities for
producers to earn income from agriculture and related pursuits in the form of decent work
and livelihoods.

The desired impact remains: A society in which sustainable, profitable agricultural production
contributes to the well-being of our people through the consumption of fresh local food,
resulting in a reduction in the level of non-communicable diseases.

It has been articulated previously that it is in Montserrat’s interest to:

e Produce more foods that are desired by consumers

e Increase the consumption of foods that can be profitably produced in Montserrat

e Provide a rational basis for the allocation of financial and other resources to support
the intention of making more locally produced food available for extended periods of
the year

e Produce foods that can contribute to health in general and the reduction of non-
communicable diseases in particular.

e Encourage a new generation of food producers to take up the mantle from their
predecessors

The ATS places consistent emphasis on the following Strategic priority areas:

1) Horticulture

2) Livestock and Poultry

3) Fisheries and Ocean Governance

4) Stakeholder Engagement and Strategic Partnerships
5) Organizational Development



1.2 Socio-economic Context of Agriculture

The Department of Agriculture conducted a Producer Survey between July and September
2025. The survey provided factual information that describes the current socio-economic
context of agriculture. Some of the graphical representations derived from the survey are
used here to illustrate Agriculture’s place in the socio-economic setting in Montserrat.

25-44 years
25%

W Below 25 years
25-44 years
45-64 years

65 years and older

1.3 Strategic Foundation

The ATS is built on a foundation with three conceptual pillars, Food Sovereignty, the CARICOM
thrust for increased food production and Organizational Transformation in the Department
of Agriculture.

1.3.1 Food Sovereignty

“Food Sovereignty is the right of individuals, peoples, communities, and countries to
define their own agricultural, labor, fishing, food and land policies which are
ecologically, socially, economically and culturally appropriate to their unique
circumstances”. — Source: Seed Change

The concept and principles of Food Sovereignty represent the most relevant globally
recognized framework for the core intentions that the Department of Agriculture has in
relation to creating and implementing the ATS.

1.3.2 Blue Growth and Ocean Governance

Montserrat’s food sovereignty agenda must be supported by sustainable use of
marine resources. This Strategy aligns fisheries and ocean priorities with the OECS
Eastern Caribbean Regional Ocean Policy (ECROP), using the UK Blue Belt Programme
and other partnerships to strengthen governance, evidence and data, fisher safety,
marine spatial planning and ecosystem stewardship while enabling responsible
economic opportunity.



2.0 STRATEGIC ANALYSIS

2.1 Policy Context

The ATS was developed by a Working Group with technical assistance from CARICAD under a
planning methodology which included priorities promulgated by the Government:

e National priorities articulated in the 2025 Budget Presentation for Montserrat

e A stated, desire for Food Security, Improved nutrition and sustainable Agriculture,
Healthy lives and wellbeing for all, sustainable economic growth and productive
employment for all been among the highest National Outcomes as stated in the
2026/27-29 Policy Agenda.

e The Strategic Plan for the Ministry of Agriculture, Lands, Housing, Environment, Youth
Affairs and Sports spanning the three-year fiscal period 2026/27 to 2028/29

e A commitment to the principles of Food Sovereignty.

In addition, the Strategy recognizes Montserrat’s emerging ocean governance agenda, including the
need to strengthen fisheries regulation, marine environmental stewardship and integrated planning
in line with the OECS ECROP, regional blue economy frameworks and fisheries cooperation
mechanisms.

2.2 Production Environment

The volcanic crisis dramatically changed the production and producer environment in
Montserrat. Those changes especially the substantial loss of arable land and infrastructure
have impacted on the perspectives used not only on the current scale, scope and intensity of
Agriculture production but on the scale and scope of this ATS also.

2.3 Consumption and Demand

The demand for agricultural produce in Montserrat is relatively stable. The major challenge is
to ensure a constant year-round supply of fresh vegetables, root crops, plant-starches and
fresh citrus, pork, sheep and goat meat, eggs and poultry meat.

There has always been a strong demand for fresh fish. That demand remains largely
unsatisfied except for occasions of excessively plentiful catches of coastal pelagic species such
as Jacks. This pattern reflects the variability of small-scale fisheries and the current
limitations in enabling infrastructure and market systems. Improving the reliability of ice
supply, chilled storage and sanitary handling arrangements will help stabilize the availability
of local fish, reduce spoilage, and increase the proportion of local seafood that can be sold
through supermarkets, restaurants and institutions—thereby strengthening import
substitution and the wellness agenda.
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It has been observed that the consumption of fresh pork has been increasing. Demand for beef
remains strong but there has been a dramatic fall-off in the availability of beef due to the loss of
grazing lands. The demand for the national dish “Goat Water” ensures a relative steady throughput
of goat and sheep meat.

There is a marked deficit between poultry production and consumption. Local broiler
production is estimated at less than 30% of the demand for whole chickens. There has been
consistent strong performance in egg production with demand being satisfied except for short
peak consumption periods such as Christmas.

The very small size of the population often results in over-supply on a commodity by
commodity basis. Preventing such gluts in an environment in which each producer is free to
make his/her own production decisions continues to be a challenge.

2.4 Marketing and Distribution

Marketing of agricultural and agro-based products in Montserrat generally follows a direct
path to consumers. In the majority of cases there is a single intermediary, usually a
supermarket, restaurant, institution or vendor. Fresh vegetables, root crops and fruits are
sold either directly to consumers or to supermarkets, with sales to institutions such as the
hospital, prison and homes for the elderly being significant outlets. Seafood distribution is
similarly direct, with most landings sold quickly through informal networks and direct sales,
alongside smaller but important sales to supermarkets, restaurants and institutions.

One important development is the increasing tendency for local restaurants to base their
menu offerings on local foods. This has created opportunities for more consistent sales of a
variety of target commodities especially the “salad vegetables and fresh fish”. This trend
strengthens the case for improving the reliability of seafood supply through better cold-chain
infrastructure (ice and storage) and clearer sanitary handling practices at landing and sale
points, improving confidence for buyers and consumers.

The operation of the abattoir has enhanced the marketing of some meat products, especially
pork, sheep and goat meat.

Across both land-based agriculture and fisheries, gradual introduction of simple standards
and practical guidance for handling and presentation will support market confidence, fair
pricing and improved competitiveness of local products against imports.

2.5 Food and Culture

Food in general and local food in particular has always been an important part of the cultural
life of Montserrat. The changing ethnography of the island continues to emphasize the
relationship between food and major life events such as celebrations and rituals. In recent
times the popularity of some Caribbean dishes has increased with the presence of nationals
of other Caribbean countries as residents. This appears to be offering opportunities to expand
the range of targeted horticultural crops, meat, fish and other seafood.
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2.6 Stakeholder Perspectives

The Department of Agriculture embarked on an intentional and systematic process of
stakeholder consultation, as an integral part of the process to develop this Agricultural
Transformation Strategy (ATS). The process involved three (3) distinct but overlapping sets of
activities. They were: (i) Producers Survey from July to September 2025; (ii) a focused-
guestion Survey in November 2025, and; (iii) a face-to-face primary Stakeholder Consultation
on November 12, 2025.

2.6.1 Producers Survey

The Survey comprised a structured questionnaire of approximately thirty (30)
guestions in which Producers were invited to respond with qualitative responses to
concerns and suggestions for priorities for the Department. Additionally, the Survey
was used to gather detailed background information to generate accurate producer
profiles. The level of response was encouraging and the Department has a high level
of confidence in the data and information collected.

2.6.2 Focus-questions Survey

A focused-question Survey was created to expand the pool of stakeholders from which
opinions would be drawn for the ATS. It was entirely qualitative and stakeholders were
subdivided into the following groups: (a) Cabinet (b) former senior officials of the
Department of Agriculture (c) selected government departments, including the
Governor’s Office and the Cabinet Secretariat (d) restaurants and (e) supermarkets.

2.6.3 Stakeholder Consultation

The Department invited approximately fifty (50) Primary Producers to a face-to-face
consultation on November 12, 2025. The attendance was exceptional and the
participation was of an extremely high level. The attendees were divided into subject
matter groups to consider four (4) key questions dealing with priorities and future
engagement. The Report which was produced from the consultation identified twelve
(12) specific headings. The headings represented concerns and suggested priorities
that had emerged from the consultation. The summary of the headings and related
content is reproduced below:

. Information Dissemination and Communication Suggestions

. Extension Services

. Product Protection

. Youth in Agriculture

. Infrastructure

. Producer Training — Include Farmers & Fishers

. Agro-Processing Products

. Departmental Support Services

. Exhibition

10. Targeting for Crops and other products

11. Legislation

12. Engagement and Outreach

OO NOOULLDE, WN =
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In addition to the matters identified in the summary from the consultation, the following
emerged as being important concerns or suggested priorities from stakeholders in the other two
(2) processes:

Access to land

Pests and Diseases

Quality assurance framework for products made in Montserrat

Access to marine safety equipment

Encourage the use of marketplaces

Focus on high value cash crops for local consumption and exports (e.g. vanilla pods)

Humane, efficient and cost-effective animal control involving an island-wide spay and
neuter programme for stray dogs and cats

13



3.0 STRATEGIC DIRECTION

The development of this Strategy follows the CARICAD Strategic Planning methodology that
includes clarifying the long-term desired impact of the Strategy by establishing a Strategic
Direction for the organization over the long-term. The Strategic Direction comprises the elements
shown below that when taken together provide a “North Star”. The Working Group also decided
that a slogan would be useful for promoting the Strategy during the subsequent implementation
phase. The Strategic Direction confirms why the Department exists and describes what it hopes
to become and achieve in delivering value for stakeholders.

3.1 MANDATE

The sustained development of the agricultural sector through the competent management of
marine, terrestrial, financial and human resources. This is accomplished through the provision of
technical assistance, inputs, materials and services.

3.1.1 VISION

The Department of Agriculture is recognized as the lead agency supporting the sustained
production and consumption of fresh local food - the foundation of a healthier, wealthier,
Montserratian society.

3.1.2 MISSION

Work with producers to (significantly) reduce imported food by increasing local
production and consumption of specific commodities.

3.1.3 SLOGAN

3.2 Strategic Priorities (SPs)

Several Strategic intentions of the Government of Montserrat underpin this ATS:

e Reduce Montserrat’s dependence on imported fresh food

e Increase consumption of local food

e Explore and exploit niche market opportunities for local food products
e Expand production of processed food products

e Attract young people into agricultural production
e Apply more modern technologies to the sector as a whole

14



e Promote consumption of fresh food as a contributor to wellness

In developing the Strategy, the planning team identified five (5) critical areas in which success
must be achieved if implementation of the Strategy is to result in major positive Outcomes in the
years ahead. These are the Strategic Priorities or SPs.

e Horticulture

e Livestock and Poultry

e Fisheries and Ocean Resources

e Stakeholder Engagement and Strategic Partnerships
e Organizational Development

3.3 Goals and Objectives

The hierarchical relationship among the Strategic Priorities (SP), Goals and Objectives represents
a cascading arrangement in which each Strategic Priority cascades to more than one Goal and
each Goal cascades to at least two objectives. There are five (5) SPs, seventeen (17) Goals and
forty nine (49) Objectives.

15



SP 1: HORTICULTURE

GOAL1.1:
Create and sustain an enabling environment for consistent production of selected
horticultural commodities (vegetables, root crops, selected fruits and ornamentals)

Objectives

1.1.1 Support Services enhancement: By the end of the plan period, deliver extension
services, Irrigation facilities upgrade, input support, and technology interventions that
contribute to at least a 30% increase in the production of selected vegetables and root
crops, relative to baseline levels.

1.1.2 Postharvest Enhancement: By the end of the plan period, facilitate the establishment
and operationalization of at least one chill facility and associated dry storage units with
a minimum combined capacity of 10,000 lbs. of fresh produce.

1.1.3 Farm Access Upgrade: By the end of the plan period, collaborate with relevant agencies
to rehabilitate or upgrade access roads in at least three priority farming areas to improve
year-round vehicular access for farmers.

GOAL 1.2
Introduce and maintain programmes and projects to reduce reliance on specific imported
horticultural products

Objectives

1.2.1 Modern production systems: By March 2029, establish and ensure the operational
sustainability of at least three Modernized/Smart-farming (aqua/hydroponic/Shaded
production) ventures, each producing commercial quantities of selected horticultural
crops.

1.2.2 Climate-smart farming: By December 2027, introduce selected climate-smart
agricultural practices in at least five (5) horticultural farms to enhance resilience and
productivity.

GOAL 1.3
Work with strategic partners to increase the proportion of local food consumed in
Montserrat

Objectives

1.3.1 Consumption of Local Products: By December 2026, formalize partnerships with at least
five key establishments within Tourism, Health, and Education sectors to increase
procurement and consumption of local foods by 20%.

1.3.2 Youth Participation: Expand youth engagement programmes to reach at least 50
students through school farms, demonstration plots, model farms, and 4-H initiatives.
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GOAL1.4
Develop and exploit export market opportunities for horticultural commodities

Objective
1.4.1 Market support: By March 2027, establish a dedicated Market Support Function to

provide structured services, advice, and information to horticultural producers.

1.4.2 Targeted exports: By March 2029, deliver technical support to at least fifteen (15)
producers to comply with market specifications for three (3) targeted export
commodities.

1.4.3 Capacity development for exporting produce: By March 2029, ensure 100% compliance
of targeted horticultural exports with SPS requirements through training, monitoring,
and enforcement.

17




SP 2 LIVESTOCK AND POULTRY

GOAL 2.1:
Maintain an Environment for The Production of High-Quality Meat and Meat Products

Objectives
2.1.1 Abattoir Operations: Re-establish and maintain operational readiness by October 2026.

2.1.2 Value-Added Meat Processing: Train three (3) new persons in the processing of value-
added products (bacon, sausages, ham and select cuts) by the end of year 2.

2.1.3 Niche and Exotic Meat Marketing: Identify the critical support needs and facilitate the
processing and marketing of exotic meats (i.e., feral chicken, rabbit).

GOAL 2.2:
Maintain an Enabling Environment for Self-Sufficiency in Fresh Pork, Eggs and Broiler Meat
Supplies

Objectives:
2.2.1 Broiler Production: Introduce projects and programmes to increase broiler meat

production by 150% over the next three years.

2.2.2 Livestock Expansion: Introduce projects, programmes and provide veterinary services
and advice to producers to increase the production of pork, pork products, small
ruminants and beef production by 50% over the next three years.

GOAL 2.3
Minimize the importation and transmission of Animal Pests and Diseases.

Objectives
2.3.1 Importation Protocols: Enforce the provisions of relevant legislation and regulations for

the importation of animals and animal products.

2.3.2 Community Outreach: Deliver at least two (2) programs per year to improve public
awareness about the significance of animal diseases.

2.3.3 Tick Control: Reduce the incidence of tick and tick related diseases by 10% annually.

GOAL 2.4
Reduce the negative impact of Loose Livestock, Feral Animals and Pests.

Objectives
2.4.1 Loose Livestock Control: Implement a structured programme for the control of loose

livestock and pests to minimize the impact on horticultural production by March 2027.

2.4.2 Monitoring Control Programme: Maintain and monitor the effectiveness of the Loose
Livestock Control programme in order to reduce incidence of incursions by 50% each
year.

18




SP 3: FISHERIES AND OCEAN RESOURCES

GOAL3.1
Build enabling fisheries infrastructure and services that improve quality, safety, and value,
encouraging investment

Objectives

3.1.1

Fisheries Complex (phased): By March 2029, complete site selection, approvals and a
bankable business case/financing package for a fit-for-purpose Fisheries Landings
Complex, and complete detailed design and tender documentation ready for
procurement.

3.1.2 Ice + cold-chain reliability: By December 2028, commission at least two priority
infrastructure components (e.g., ice/cold storage + sanitary cleaning/handling area)
and have them operating under published rules of use and fees (if applicable).

GOAL 3.2

Increase sustainable seafood production and food security through evidence-led fisheries
development and modernized fisheries information systems

Objectives:

3.2.1

3.2.2

3.2.3

3.24

3.25

3.2.6

Pelagic development & FAD programme: By March 2029, establish an integrated
programme with (i) training delivered to at least 50% of active offshore fishers
(FAD/longline techniques, safety, bycatch handling) by December 2027, and (ii) at least
three operational FADs deployed under an approved management plan, achieving
270% operational uptime over the following 12 months.

Annual fisheries status summary: Starting FY2026/27, publish an Annual Fisheries
Status Summary (landings trends, effort/CPUE indicators, key risks, recommended
management actions) by March each year.

Fisheries enhancement trials: By March 2029, implement at least one fisheries
enhancement trial (e.g., artificial reef) with pre-deployment baseline data, and produce
at least one post-deployment monitoring note.

Young Fishers pathway: By March 2029, establish and deliver a Young Fishers
Development Pathway (apprenticeship/mentored crew placements) with at least two
cohorts and at least 25 participants completing a basic fisheries competency checklist.

Fisheries data system & sampling: By December 2027, implement a fisheries data
system and sampling plan that provides monitoring coverage for peak landing periods,
achieves 210% samples coverage of landings by trip or landing event, and ensures 290%
of landing records are collected and digitized within 14 days of collection.

Fisheries research at sea: By March 2029, approve annual fisheries research and
monitoring workplans (incl. at minimum quarterly BRUVS surveys), secure reliable
access to a sea-going platform, and deliver at least four BRUVS monitoring rounds per
year

19




GOAL 3.3
Strengthen fisheries governance, compliance, and coordinated enforcement

Objectives

3.3.1

3.3.2

3.33

Legal framework operationalized: By December 2027, finalize and operationalize
priority fisheries regulations/SOPs/guidance required to implement the Fisheries Act
and key obligations (published and in active use).

Compliance & joint operations: By August 2026, increase compliance with
licensing/registration requirements to 2100% of active vessels known to the division,
and starting 2026 deliver 26 joint enforcement operations/patrol days per year with
Marine Police/Maritime partners, with a short after-action note for each.

Staffing structure review: By July 2026, complete a Fisheries Division staffing and
business-hours review (including weekend/peak landing coverage) and submit a costed
business case; by December 2026, implement approved changes.

GOAL 3.4
Improve fisher safety, resilience, and access to support mechanisms

Objectives

34.1

Emergency Response Preparedness: Starting 2026, participate in at least one multi-
agency SAR/safety exercise per year, documented with an action list and follow-up
status within 90 days.

3.4.2 Safety training & equipment coverage: By December 2027, train 280% of active fishers
in safety-at-sea (incl. emergency procedures and communications) and establish
annual refresher training; and by December 2028, establish a safety equipment support
mechanism and equip >50% of registered vessels with an agreed minimum safety kit
standard (baseline established by June 2027).

GOAL 3.5

Diversify blue growth opportunities (including aquaculture) while protecting ecosystem

integrity

Objectives

3.5.1 Aquaculture/mariculture feasibility and strategy: By December 2027, complete an
updated aquaculture/mariculture scoping and feasibility study (including offshore
mariculture options) and adopt a National Aquaculture Development Strategy aligned
with CRFM guidance.

3.5.2 MSP/MPAs package: By March 2029, complete and formally adopt an MSP/MPAs

implementation package (priority areas, permitted uses, enforcement roles),
supported by the evidence base and stakeholder input.
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SP 4 STAKEHOLDER ENGAGEMENT AND STRATEGIC PARTNERSHIPS

GOAL4.1
Strengthen producer and stakeholder engagement to support agriculture, fisheries and food
system outcomes.

Objectives

4.1.1

Stakeholder Engagement and Outreach: Annually, support or manage at least three (3)
engagement and outreach activities and events, including agricultural and producer
showcases, fisheries events, and school-based initiatives.

4.1.2 Inclusive Policy and Programme Consultation: Conduct structured consultations with
producers and other stakeholders on 100% of major policy and programme initiatives.

4.1.3 Engagement Effectiveness: Annually, monitor and report on engagement effectiveness
using participation data and school engagement metrics and use results to refine
engagement approaches.

GOALA4.2

Build new and leverage existing strategic partnerships to enhance capability, coordination, and
impact across the agricultural sector.

Objectives

4.2.1

4.2.2

4.23

Governance of Partnerships & Investments: By the end of Year 1, establish procedures
for the review and evaluation of prospective partnerships and investment proposals for
alignment with national interest.

Effective and Accountable Partnerships: Annually, review partnership effectiveness and
discontinue, redesign, or strengthen partnerships based on performance against agreed
objectives.

Expand and Sustain Strategic Partnerships: By the end of the plan-period, establish or
renew at least five (5) strategic partnerships or MOUs aligned to departmental priorities.
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SP 5: ORGANISATIONAL DEVELOPMENT

GOALS5.1
Foster a results-focused and collaborative organizational culture that strengthens agricultural
service delivery to farmers, fishers and other producers

Objectives

5.1.1

Organizational Performance Alignment: By June 2026, align Technical Units’ Operational
Plans and staff Performance Development Agreements with the Agricultural
Transformation Strategy to maintain an effective Performance Management System
across all levels of staff.

5.1.2 Work Performance Monitoring & Reporting: By July 2026, maintain Divisional Heads'
Meetings as a mechanism for ongoing monitoring of work implementation, collaboration
and information sharing across Units.

5.1.3 Continuous Service Delivery Improvement: Annually, implement at least three (3) staff-
led initiatives based on stakeholder assessment to improve service delivery.

GOALS.2

Strengthen institutional capacity and operational capability to effectively support farmers,
fishers, and agricultural value chains

Objectives

5.2.1

5.2.2

5.2.3

5.2.4

5.2.5

Office Systems Modernization: By September 2028, modernize and maintain core office
systems (ICT, data management, shared services) across all Divisions and Units.

Legislation Review: By March 2029, review, update, and operationalize at least three (3)
priority legislation and related policies that directly affect the Department of
Agriculture’s mandate.

Organizational Structure and Role Alignment: By June 2027, review, approve, and begin
implementation of a revised organizational structure, including alignment of staff roles
and competency requirements.

Capacity Development Programming: By March 2029, design and implement targeted
capacity development programmes to strengthen technical, managerial, and leadership
capabilities across the Department.

Fit-for-purpose Accommodation & Facilities: By March 2029, develop, upgrade, or align
office accommodation to meet minimum space and functionality requirements for all
departmental Units and field stations.
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3.4 Linkages with Wellness Agenda

The Government of Montserrat has confirmed that increasing local food production is a pillar of
its development strategy for Montserrat. Specifically, the Government has identified the concept
of Food Security as the foundation of its philosophy. This is set against the Policy Agenda of
2026/27-2029, particularly National Outcome 3 — Food security, improved nutrition and
sustainable agriculture.

According to the 2007 Declaration of Nyéléni, Food Sovereignty encompasses:

The right of peoples, communities, and countries to define their own agricultural, labour,
fishing, food and land policies which are ecologically, socially, economically and culturally
appropriate to their unique circumstances. It includes the true right to food and to produce
food, which means that all people have the right to safe, nutritious and culturally
appropriate food and to food-producing resources and the ability to sustain themselves
and their societies. Food sovereignty means the primacy of people’s and community’s
rights to food and food production, over trade concerns.

3.5 Imperatives for Strategy Implementation

The value of a Strategy is that it provides a framework for cohesive, collective action to
implement an agreed slate of priorities in a changeable and changing environment. In essence the
Strategy establishes a framework for action that clarifies the way forward for the Department of
Agriculture.

The imperatives for the way forward are:

e Agree priorities in relation to available resources of land, infrastructure, equipment,
supplies and people; completed for each budget cycle

e Promote a coordinated approach to the re-development of Agriculture; including
more consistent work with national, regional and international strategic partners

e Maintain a focus on achieving results

e Consult regularly with stakeholders and empower them

e Constantly assess work and make adjustments to unfolding circumstances

e Report accurately and systematically on work being done
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3.6 Issues Challenges and Opportunities

The issues and challenges that confront Agriculture in Montserrat are easy for those involved to
comprehend and have been considered throughout the Strategy. In general terms the scarcity of
land, the reliance on rainfall and the scarcity of financial resources are the most marked. However
there remains a sense of optimism in relation to Agriculture because of the following:

e The Government is committed to the re-development of Agriculture and has
promulgated its commitment to Agriculture

e The top management team at the Ministry of Agriculture are all demonstrating a
commitment to Agriculture by words and actions

e Producers are proud of their own history of production

e Some of the most experienced producers relocated their production base from the
Exclusion Zone to the occupied zone and remain in production

e There is a strong interest in Fisheries now among younger persons

e Production methods are changing; becoming more modern and technology based

e Thereis a strong demand for local fresh food

e Strategic partners are promoting the socio-economic benefits of fresh local food

e The Department of Agriculture has a core of trained and experienced staff

e Montserrat is embracing a post-evacuation philosophy of development

e There is an increasing awareness of the role of nutrition of food and nutrition in
wellness

e Increasing visitor numbers will result in increased demand for food
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4.0 WORKPERFORMANCE CONTEXT

4.1 Policy Environment

Implementation of the ATS will require strong support at the level of policy. That support has
already been demonstrated by way of additional financial resources and direct engagement with
producers by the Honourable Minister, the Premier and other members of Cabinet. The
agricultural sector in Montserrat experienced massive losses following the onset of volcanic
activities. The government of Montserrat has committed to ensuring that Agriculture related
projects are ranked high on the national priority list for consideration for grant funding.
Additionally, the full weight of the Cabinet may have to be brought to bear in discussions with all
strategic partners to ensure that all opportunities for technical and financial assistance to the
sector can be obtained.

4.2 Organizational Transformation

Collaboration with all representative stakeholder organizations will continue. However, a new
focus will be placed on transforming the Department itself. This will be necessary to underpin the
intention of the priorities, goals and objectives of the strategy. There will be a planned intentional
approach to improving the Departments effectiveness, efficiency and adaptability. There will be
an evidence and data driven approach to services and interventions in order to create a results-
driven culture of climate and accountability. Overall performance will be enhanced by aligning
strategic human, structural and performance elements to manage change and foster continuous
improvement.

4.3 Strategic Partnerships

The Department of Agriculture by virtue of the nature of its mandate has a long list of strategic
partners comprising stakeholder representative groups, other Ministries and Departments of
Government, the media, scientific and research organizations, Technical Cooperation agencies,
International Development Partners, Non-Governmental Organizations including animal welfare
groups. The forms of engagement with all of the partners vary. In the case of some, it is
information sharing; in the case of others it is authorizing, supporting and facilitating action and
in still other cases; it is consultation for planning and decision-making, work implementation,
reporting and research efforts.

Many of the strategic partners have resources and facilities that can support implementation of
the Strategy and the Department of Agriculture will endeavour to make use of such assets.
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4.4 New Approaches to Production

The Department accepts that future success means firstly being able to show that new
agricultural and marine approaches can be profitable on a sustained basis. It must also promote
patterns of production that are technologically sophisticated and aesthetically appealing,
recognizing that we must attract a new generation into a technology-driven sector. The ATS
emphasizes new approaches to production across both terrestrial and marine environments.

4.4.1 Efficient Land Use
The Department intends to initiate action based on several strategic principles:
e Soil conservation must feature prominently in husbandry practices

e There will be a strong emphasis in the short and medium term (3-5 years) on low
maintenance horticulture

e Targeting of commodities based on potential for agro-processing and wellness
through fresh consumption of dried products. The initial list of commodities includes
Breadfruit, Avocado, Cassava, Bay Leaf, Mangoes, Citrus fruits, Guava, Lemon Grass
and Sweet Potatoes. Those plants offer significant potential for export marketing

4.4.1.1 Home Gardening

Home gardening offers an opportunity for contribution to wellness through nutrition even
if it does not significantly impact the levels of saleable target commodities. Home
gardening allows for maximization of small plots, using garden systems such as
hydroponics, container, roof and balcony gardening, intercropping and sheltered
production. This aligns well with existing practical approaches demonstrated by the
Department of Agriculture’s hydroponic and aquaponics systems and PIF- mass
propagation systems. This forms the core of efficient land use allowing for high yields
from small controlled production spaces ideal for Montserrat arable cultivated areas.

4.4.1.2 Sheltered Production

There is a commitment for the emplacement of four (4) Greenhouses which reflects the
Department’s active promotion of sheltered farming to enable year round crop
production in a controlled and predictable environment. Additionally, the Department
will spearhead the repairs and upgrade of Greenhouses at schools in an effort to expose
young people to less laborious and technologically-driven agricultural methods. These
when combined with intensive systems like hydroponics and vertical gardening unlock
significantly more output from limited land.
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4.4.1.3 Technology

The rapid advancement in accessible technology presents an opportunity for the
Department and Stakeholders to harmonize activities not only through communication
but methodologies also. In that regard, the use of techniques which rely on technology-
enabled applications to improve information gathering, data collection, storage and
dissemination will become a more prominent part of the work.

4.4.1.4 Propagation

The Department in its commitment to the ATS has demonstrated a shift towards modern
science-based propagation systems in an effort to strengthen the agricultural value chain
from the initial phases of the chain. It is anticipated that during the early stages of
implementation of the ATS a state-of-the-art Tissue Culture Lab and Greenhouse will
provide high quality disease-free planting material and also preserve genetic materials.
This initiative will ensure consistent, healthy plants for farmers while supporting future
up-scaling of crop production.

4.4.2 Blue Growth and Ocean-Based Production

To reduce over-reliance on terrestrial agriculture and vulnerable near-shore reef systems, the
Strategy embraces Blue Growth in line with Montserrat’s ocean governance priorities and the
OECS Eastern Caribbean Regional Ocean Policy. Supported by partnerships such as the UK Blue
Belt Programme, this approach promotes sustainable, evidence-led marine production and
management.
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5.0 STRATEGY IMPLEMENTATION

Implementation can be thought of as converting ideas and plans into actions that deliver services,
benefits and results. The ATS is based on the pillars of implementation identified and listed below.

5.1 Management Teamwork

The staff of the Department of Agriculture accepts that much of the work required to implement
the Strategy will be done using a team approach to management. In that regard, they are
committed to principles of effective teamwork such that they will:

e Trust each other

e Determine goals by consensus

e Keep clear, specific goals

e Talk directly with each other

e Remain highly cohesive

e [dentify with each other

e Resolve conflicts internally

e Give feedback freely

e Be willing to change approach when required Source: Vadim Kotelnikov - e Coach — 1000ventgures.com

5.2 Coordination

Implementation of a strategy such as this ATS requires coordination of the work of units and
individuals to achieve agreed Objectives and Goals. The Department of Agriculture is structured
along the lines of a traditional hierarchy. In such hierarchies, emphasis tends to be on what a
work-unit or sub-unit achieves. In the context of the Strategy the operational coordination of all
units at the level of projects, programmes, tasks and activities is of critical importance.

5.3 Strategic Partnerships

The Department of Agriculture anticipates strong support from a wide range of strategic partners
in implementing the Strategy. Partners include local producer associations, Farmers, Fishers,
Processors, Horticulturists, Government Ministries and Departments and agencies such as
Health, Finance, Education, Tourism, Radio Montserrat, the Cabinet Secretariat (Trade and
Investment Unit), the Royal Montserrat Police Service and the Montserrat Arts Council (MAC).
There are non-governmental strategic partners that the Department will continue to work with
including the Montserrat Animal Protection Society (MAPS) and the Montserrat National Trust.
The Department is hoping to elevate its partnership with local supermarkets to a level where the
supermarkets become strong advocates for the sale of locally produced food.
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The Agricultural sector in the Caribbean, including Montserrat, is directly supported by several
regional and international institutions, organizations and initiatives, including:

e Blue Belt Programme

e Caribbean Agricultural Health and Food Safety Agency (CAHFSA)

e Caribbean Agricultural Research and Development Institute (CARDI)
e Caribbean Regional Fisheries Mechanism (CRFM)

e Caribbean Veterinary Medical Association (CbVMA)

e Caribbean Animal Health Network or CaribVET

e Caribbean Centre for Development Administration (CARICAD)

e OECS Ocean Governance Team

5.4 CLIMATE CHANGE ADAPTATION

Small tropical islands like Montserrat, are especially vulnerable to Climate Change. The
vulnerabilities arise from realities associated with absolute smallness, geographical locations and
narrow resource base of their economies. Montserrat is among the smallest of tropical islands.
Our agricultural sector will continue to face challenges. Adaptation to Climate Change and efforts
to mitigate its negative effects must go well beyond the life of this three-year ATS. The Ministry
will continue adaptation and mitigation initiatives by doing the following:

. Expanding sheltered production

° Demonstrating and promoting the efficacy of technology-driven propagation
methods as both production and teaching templates

° Promoting and supporting efficient methods of water management such as drip
and trickle irrigation

° Promoting the use of drought resistant varieties of horticultural crops

° Constructing and maintaining mini-dams to increase water conservation

. Encouraging and supporting rainwater harvesting and conservation methods
including mulching

° Promoting reduced tillage for new crops

° Demonstrating and supporting animal husbandry practices that provide greater

shade and hydration options for market animals and those animals producing
marketable products

° Engaging in re-invigorated efforts in re-afforestation and soil conservation
through the use of tried and proven methods, such as Vetiver grass bunds and
planting along contours
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6.0 LOOKING AHEAD

The Department of Agriculture will continue to work closely with all bona fide, registered and
legally compliant producer associations and representative groups.

The Department is hopeful that in the years ahead, producer associations and groups will become
more closely affiliated and consolidated in a movement like a congress of representative groups.
That will enable the Department to provide more cost-effective support by way of office
accommodation and assistance with the costs of key personnel such as a Coordinator, office
support staff and a Programme Manager.

Consolidation of representation will also allow for more efficient and effective face-to-face
consultation, engagement and reporting.

The staff of the Department of Agriculture became increasingly enthusiastic as the development
process for the ATS unfolded. It augers well for work performance and accountability during
implementation and lays the foundation for a sustained period of success for Agriculture in
Montserrat.
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7.0 APPENDICES

7.1 Organizational Chart
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7.2 Indicative 2026-27 Budget Allocation (EC$)

Capital Budget 800,000
Recurrent Revenue 89,000
Recurrent Expenditure
e Salaries and Allowances 1,769,400
e Goods and Services 671,600
Total Recurrent Expenditure 2,441,000
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