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Here is a stronger version of your prompt. I've structured it so the response produces an actual agricultural master plan and

implementation blueprint, rather than just an explanation of farming.

Build a 10-Year Leyte Agricultural Master Plan Based on Modern
American Farming =

| want to develop a modern, highly mechanized, commercially viable agricultural operation in Merida, Leyte, Philippines,
using the principles, technology, equipment, automation, and management practices of modern American farming—while
adapting them realistically to Leyte's tropical climate, terrain, land fragmentation, labor market, infrastructure, and Philippine

regulations.

1. My Starting Situation
Use these facts as the foundation of the plan:

» Location: Merida, Leyte, Philippines

» | have agricultural land in several locations, currently under-utilized or idle.

» The land is already available; land acquisition is not the primary constraint.

» | have a house in Merida, Leyte, so housing is already available.

» My parents operated a working rice and corn mill in Merida, Leyte beginning around 1940.

» There is therefore a family history and potential local knowledge base around rice, corn, milling, farming, and agricultural
commerce.

» |/ am a 60-year-old retiree with sufficient capital to fund a serious agricultural development program.

» My objective is not merely subsistence farming. | want to determine whether | can build a modern, efficient, profitable,
semi-automated agricultural enterprise.

» [ am willing to invest in machinery, irrigation, farm infrastructure, renewable energy, storage, processing, transportation,
technology, and automation where economically justified.

» [ want the operation designed so that | manage the system rather than personally perform routine farm labor.

Do not assume that every American farming practice can simply be copied. Identify what should be copied, what should be
modified, and what should not be used in Leyte.

2. First Explain: How Modern American Corn Farming Actually
Works

Give me a detailed explanation of a modern U.S. corn farm from soil preparation through sale of the harvested crop.

Explain:

Land preparation
» Soil testing

» Field mapping

» GPS/GIS

» Drainage

https://docmost.gravelcloud.com/s/general/p/ai-04681-project-leyte-agricultural-plan-WsMmLHD9Gr

1/91



9/7/26, 11:13 AM

Tillage versus no-till
Fertilization
Lime and soil amendments

Field preparation

Planting

Al-04681 Project-Leyte Agricultural Plan

Explain how American farms accomplish planting with very few people.

Cover:

Tractors
GPS/autosteer
Precision planters
Seed meters

Seed treatment
Variable-rate planting
Planting depth

Row spacing

Seed population

Precision agriculture

Irrigation and water management

Explain:

Whether corn is rain-fed or irrigated
Center pivots

Drip irrigation

Pumps

Wells

Reservoirs

Canals

Soil-moisture sensors

Weather stations

Automated irrigation

Fertigation

Explain how the farmer determines when and how much water to apply.

Crop maintenance

Explain how American farmers manage:

Weeds
Insects
Diseases
Fertilizer
Crop scouting
Herbicides
Insecticides
Fungicides

Biological controls
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» Drones
» Satellite imagery
» Al/computer vision
» Variable-rate applications

Harvest

Explain:

» Combine harvesters
» Corn headers

» Grain carts

» Tractors

» Trucks

» Grain dryers

» Grain elevators

» Moisture measurement
» Cleaning

» Storage

» Transportation

» Selling

Labor

Most importantly, answer:
"Where are the humans?"
Estimate how many people are actually required to operate a modern commercial corn farm at different scales, such as:

» 50 acres

» 700 acres
» 500 acres
» 1,000 acres
» 5,000 acres

Explain which tasks are automated and which still require human judgment.

3. Determine What Can Be Copied to Leyte

Create a USA — Leyte technology transfer matrix.

For every major American farming practice, classify it:
American Practice Copy Directly Modify for Leyte Don't Use Reason

Evaluate:

» GPS/autosteer

» Precision planting
» Modern tractors
» Small tractors

» Combine harvesters
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Pay particular attention to Leyte's small and fragmented parcels, tropical rainfall, typhoons, mountains/slopes, road conditions,
wet soils, and potentially limited machinery access.

Corn shellers

Rice combines

Drones

Satellite imagery

Soil sensors
Automated irrigation
Weather stations
Fertigation

No-till

Conservation agriculture
Crop rotation
Variable-rate fertilizer
Grain dryers

Grain storage

Silos

Farm management software
Farm accounting
Digital inventory
Solar power

Batteries

Electric equipment
loT

Al

Robotics

Autonomous equipment

Al-04681 Project-Leyte Agricultural Plan

4. Design the Leyte Corn Farming System

Create a complete start-to-finish commercial corn operation for my land.

Design the system as if you were the agricultural project manager.

Cover:

4 0O VW O N O U A W N o

. Land survey

. Soil testing

. GIS mapping
. Farm zoning

. Access roads

. Drainage

. Irrigation

. Water storage
. Power

. Equipment

. Seed selection
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2.
3.
|4.
5.
6.
|7.
18.
9.
20.
1.
22.
3.
24,

Planting
Fertilization

Weed management
Pest management
Disease management
Crop monitoring
Harvest

Drying

Storage
Milling/processing
Transportation
Sales

Accounting

. Farm management
. Maintenance

. Labor

. Security

. Disaster/typhoon resilience
. Expansion

Al-04681 Project-Leyte Agricultural Plan

Design the operation around mechanization and minimum routine labor.

5. Build the Same System for Rice

Create a complete commercial Leyte rice farming system modeled on the most appropriate modern farming practices from the

United States, Japan, Australia, and other highly mechanized rice-producing countries.

Cover:

Land preparation
Leveling
Irrigation

Seed selection
Nursery/direct seeding
Transplanting
Fertilization
Weed control
Pest control

Crop monitoring
Harvest

Drying

Milling

Storage
Packaging
Distribution
Sales

Compatre:
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traditional Philippine rice farming vs. mechanized rice farming vs. my proposed system.

6. Build a Commercial Coffee Operation

Create a comparable 10-year Leyte coffee farming program.
Evaluate:

» Arabica
» Robusta
» Liberica
» Excelsa

Determine which varieties are most appropriate for Leyte based on:

» Climate

» Elevation

» Rainfall

» Soil

» Disease pressure

» Market demand

» Labor requirements
» Expected yield

» Price

» Processing requirements
Design the complete coffee operation:

nursery — planting — shade management — fertilization — pruning — pest/disease control — harvesting — pulping —

fermentation — washing — drying — hulling — roasting/processing — packaging — sales

Include the possibility of eventually creating a Leyte-grown premium coffee brand.

7. Evaluate Other Crops
Do not limit the project to corn, rice, and coffee.
Analyze whether the land should also contain:

» Coconut
» Banana

» Cacao

» Abaca

» Sugarcane
» Cassava

» Sweet potato
» Vegetables
» Fruit trees
» Bamboo

» Forage

» Livestock
» Poultry
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» Aquaculture
Identify which crops provide the best combination of:
profitability + resilience + mechanization + labor efficiency + market demand + long-term asset value.

Recommend a diversified agricultural portfolio rather than automatically planting everything.

8. Design the Farm as an Integrated Agricultural Business
| don't want several disconnected farms.

Design an integrated agricultural ecosystem where possible.

For example:

Farm — Harvest — Drying — Storage — Milling — Processing — Packaging — Distribution — Sales
Identify opportunities to use:

» Corn byproducts
» Rice bran

» Rice hulls

» Coffee pulp

» Compost

» Animal feed

» Biochar

» Biomass

» Solar energy

» Farm waste

Evaluate whether the old family rice and corn milling heritage can become the foundation of a modern agricultural processing

business.

9. Create the Complete CAPEX Shopping List

Create an exhaustive CAPEX shopping list for the project.

Separate it into categories.

A. Land development
» Surveying

» GIS

» Clearing

» Grading

» Terracing

» Drainage

» Roads

» Bridges

» Fencing

» Gates

B. Water infrastructure
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Wells

Pumps

Reservoirs

Tanks

Pipes

Irrigation systems
Filters

Sensors
Controllers

Solar pumping

C. Agricultural machinery

Evaluate the need for:

Tractors

Compact tractors
Utility tractors
Implements
Plows

Disc harrows
Rotavators

Seed drills
Precision planters
Rice transplanters
Sprayers
Fertilizer spreaders
Mowers

Balers

Combine harvesters
Corn headers
Rice headers
Grain carts
Trailers

Trucks

Excavator
Backhoe

Skid steer

Loader

Forklift

For every machine, tell me:

Buy new / buy used / rent / outsource

and explain why.

D. Post-harvest infrastructure

Include:

Al-04681 Project-Leyte Agricultural Plan
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Grain dryers

Corn shellers

Rice hullers

Rice mills

Grain cleaners
Graders

Conveyors

Silos

Grain bins
Warehouses

Cold storage where appropriate
Moisture meters
Laboratory equipment
Packaging equipment

E. Coffee infrastructure

Include:

Nursery

Processing equipment
Pulper

Fermentation tanks
Wash systems

Drying beds
Mechanical dryers
Huller

Grader

Roaster

Grinder

Packaging equipment

F. Technology

Include:

Farm management software
GPS

RTK base station
Autosteer

Drones

Cameras

Weather stations
Soil sensors
Moisture sensors

loT gateways
Cellular connectivity
Satellite monitoring

Al/computer vision

Al-04681 Project-Leyte Agricultural Plan
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» Security cameras
» Access control

G. Energy

Evaluate:

» Grid electricity

» Solar

» Battery storage

» Diesel generators
» Backup generators
» Solar irrigation

» Biomass energy

10. Create an Actual Shopping List
Turn the CAPEX analysis into a practical purchasing list.

For every item provide:

Category Equipment Qty New/Used Estimated Priority
Cost

Separate the list into:

Phase 1 — Essential

Phase 2 — Productivity

Phase 3 — Processing

Phase 4 — Automation

Phase 5 — Expansion

Do not recommend buying expensive equipment simply because | can afford it.

Apply a ROI / utilization test.

Year
Purchased

If a machine will sit idle most of the year, tell me whether | should rent, contract, or share it instead.

11. Build the Farm Workforce

Design the minimum practical organization.
Include:

» Farm manager

» Agronomist

» Equipment operator
» Mechanic

» Irrigation technician
» Farm labor

» Security

https://docmost.gravelcloud.com/s/general/p/ai-04681-project-leyte-agricultural-plan-WsMmLHD9Gr
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» Accountant/bookkeeper
» Driver

» Processing staff

Show:

Full-time vs. seasonal vs. outsourced

Also explain which positions can be combined.

Create an organizational chart.

12. Build the Technology and Automation Architecture

Design the farm like a modern technology operation.

Show how:

Sensors — Internet — Database — Farm Management System — Analytics — Al - Human Decision — Equipment
could work.

Include examples of:

» Automated irrigation

» Automated weather alerts

» Crop monitoring

» Equipment maintenance alerts
» GPS tracking

» Fuel monitoring

» [nventory management

» Harvest tracking

» Financial dashboards

» Security

» Remote farm monitoring

The goal is for me to be able to monitor the agricultural operation remotely from anywhere.

13. Build a 10-Year Master Plan

Create a year-by-year roadmap:

Year 1 — Survey, Design & Pilot

Year 2 — Infrastructure & First Production
Year 3 — Mechanization

Year 4 — Processing

Year 5 — Optimization

Year 6 — Expansion

Year 7 — Automation
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Year 8 — Value-Added Products

Year 9 — Scaling

Al-04681 Project-Leyte Agricultural Plan

Year 10 — Mature Integrated Agricultural Enterprise

For every year specify:

» Acres developed

» Crops

» CAPEX

» OPEX

» Personnel

» Equipment

» Infrastructure

» Expected production
» Revenue

» Profitability

» Major risks

» Major milestones

» What I should personally focus on

14. Financial Model

Build a realistic financial framework.

For each crop and the overall farm estimate:

» CAPEX

» Annual OPEX

» Yield per acre

» Production

» Selling price

» Gross revenue

» Gross margin

» Net operating income
» Payback period

» ROI

» Break-even point
» Cash requirements
» Working capital

Create:
Conservative scenario
Base scenario

Aggressive scenario

Do not use unrealistic American crop economics for Leyte.
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Use Philippine/Leyte-appropriate costs, yields, wages, crop prices, fuel, electricity, equipment pricing, transportation,

and market conditions wherever possible.

Clearly identify assumptions.

15. Risk Analysis

Identify the major risks:

» Typhoons

» Flooding

» Drought

» Excess rainfall

» Landslides

» Crop disease

» Pests

» Commodity price fluctuations
» Labor shortages

» Equipment breakdown
» Fuel costs

» Electricity reliability

» Theft

» Land-access problems
» Fragmented parcels

» Poor roads

» Supply-chain problems
» Government regulations
» Financing risk

» Market risk

Create mitigation strategies for each.

Al-04681 Project-Leyte Agricultural Plan

16. American vs. Philippine Farming Economics

Explain why American farming can use enormous machines and extremely low labor while Philippine farming often uses much

more manual labor.
Compatre:

» farm size

» Land fragmentation
» Labor costs

» Fuel

» Machinery costs

» Infrastructure

» Financing

» Crop prices

» VYield

» Irrigation
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» Roads

» Supply chains

» Government policy

» Mechanization

Al-04681 Project-Leyte Agricultural Plan

Then determine the optimal Leyte model, rather than simply copying the U.S.

17. Design the Ideal Farm

At the end, answer this question:

"If you had my land, my capital, my family history in rice/corn milling, a house in Merida, and 10 years to build the

best agricultural operation possible, what exactly would you build?"

Give me your recommended final configuration.

Show:

Total land allocation — crops — machinery — infrastructure — processing — workforce — technology — annual

production — revenue — profitability — expansion strategy.

18. First 90 Days

Finish with a highly practical implementation plan.

Tell me exactly what I should do during:

Days 1-30

Days 31-60

Days 61-90

Include:

Who to contact

What professionals to hire

What surveys to conduct

What solil tests to order

What government agencies to contact

What permits to investigate

What equipment NOT to buy yet

What equipment should be purchased first

What pilot acreage should be developed

What information | need to collect from every parcel

19. Final Deliverables

Produce the following:

1. Executive Summary

2. Modern American Farming Explained
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3. USA - Leyte Technology Transfer Matrix

. Leyte Corn Master Plan

. Leyte Rice Master Plan

. Leyte Coffee Master Plan

. Diversified Crop Strategy

0 N oo 1N

. Integrated Farm & Milling Strategy

9. Complete CAPEX List

|0. Complete Shopping List

[1. Workforce Plan

|2. Technology & Automation Architecture
|3. 10-Year Implementation Roadmap

|4. 10-Year Financial Model

|5. Risk Management Plan

|6. First 90-Day Action Plan

|7. Recommended Final Farm Configuration

Use tables extensively.
Distinguish clearly between facts, assumptions, estimates, and recommendations.

Research current Philippine and Leyte agricultural conditions, equipment availability, crop economics, government programs, and
relevant agricultural technologies. Cite important sources.

The objective is to transform my currently under-utilized family land into a modern, mechanized, technology-enabled,
commercially viable agricultural enterprise that can operate with relatively little day-to-day manual intervention, while
preserving the family's historical connection to rice and corn milling in Merida.

Do not merely tell me how to farm.

Design the entire agricultural business.

Absolutely. | treated this as a full agricultural-business design problem, not a generic farming question.
The most important conclusion is this:

Do not try to reproduce an American farm in Leyte. Reproduce the American operating system: mechanization,
precision agriculture, standardized fields, data, post-harvest control, preventive maintenance, remote monitoring,
and professional management—then build a Leyte-specific physical farm around it.

Leyte is actually a strong place to attempt this. Leyte is Eastern Visayas' leading palay producer, and it is also the region's
leading corn producer. The province has extensive agricultural land and existing rice/corn infrastructure. At the same time, its
heavy rainfall, typhoons, flooding, fragmented parcels and difficult terrain make a literal lowa-style model inappropriate.
(Philippine Statistics Authority)

1. Executive Decision

If | were designing your operation, | would build a Leyte Agricultural Operating Company with five layers:

LAYTE AGRICULTURAL HOLDING
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FIELD CROP PERENNIAL PROCESSING

Rice + Corn Coffee + Cacao Drying + Milling
|
I

DIGITAL FARM SYSTEM

Sensors / GIS / GPS / ERP

OWNER / FARM MANAGER

My recommended priority

Priority Business

1 Rice

2 Corn

3 Drying/milling

4 Coffee

5 Cacao/coconut integration

6 Solar/water infrastructure

7 Farm technology

8 Branding/value-added products

| would not start with 500 acres of crops and a giant equipment fleet.

Al-04681 Project-Leyte Agricultural Plan

Role
Core production platform

Mechanized field-crop laboratory +
feed/grain opportunity

Highest strategic importance
Long-term high-value crop
Diversification

Cost and resilience platform
Management multiplier

Years 5-10

| would first build a 20-50 hectare demonstration/production nucleus, prove the system, then scale.

That is particularly important because your land is fragmented.

2. What Modern American Corn Farming Really Looks Like

The misconception is:
"America has huge farms because they have huge tractors."
The deeper truth is:
America built an industrial operating system around agriculture.

The tractor is only one component.

USDA data show that precision agriculture adoption rises sharply with farm size. In 2023, autosteering was used by about 52%
of midsize farms and 70% of large crop-producing farms; large farms also had high adoption of yield maps, soil maps and

related precision technologies. (Economic Research Service)

The American corn workflow
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SOIL
{
GIS FIELD MAP
{
SOIL TEST
{
FIELD PLAN
{
VARIABLE-RATE INPUT PLAN
{
GPS-AUTOSTEER
{
PRECISION PLANTER
{
CROP MONITORING
{
SPRAYER
{
WEATHER + SOIL DATA
{
COMBINE
{
GRAIN CART
{
TRUCK
{
DRYER
{
GRAIN BIN
{
QUALITY TEST
{
ELEVATOR / BUYER

The farmer is essentially operating a distributed industrial plant outdoors.

3. Where Are the Humans?

This is one of the most important lessons for your project.
A modern corn farm doesn't eliminate humans.

It moves humans out of repetitive physical work and into machine operation, decision-making and maintenance.

Illustrative staffing

Farm scale Core human operation

50 acres 1 operator/manager + contractors
100 acres 1-2 people + contractors

500 acres 2-4 core people
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1,000 acres 4-8 core people

5,000 acres 10-25+ depending on crops/equipment

These are planning ranges, not USDA staffing standards.

The critical point is that equipment utilization matters more than acreage alone.

A 500-acre operation doesn't necessarily need its own combine.

If a combine is used for only a few days per year, owning it can be economically irrational.

4. What | Would Copy From America

USA - Leyte technology-transfer matrix

Technology Leyte decision
GPS field mapping COPY

GIS COPY

RTK GPS COPY

Autosteer COPY selectively
Precision planter COPY

Large U.S. tractor MODIFY

30-50 hp tractor COPY

75-100 hp tractor COPY selectively
200+ hp tractor DON'T START
U.S. combine MODIFY

Rice combine COPY

Corn combine COPY selectively
Drones COPY

Satellite imagery COPY

Soil sensors COPY

Weather stations COPY

Center pivot
Drip irrigation
Solar irrigation
VRI irrigation

No-till

Variable-rate fertilizer

Grain dryer

Grain bins
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DON'T DEFAULT
COPY selectively
COPY

LATER

TEST

COPY LATER
COPY
COPY/MODIFY

Reason

Very high value

Essential with fragmented land
Excellent for repeatable operations
Excellent on sufficiently large fields
Especially corn

Often too large for Leyte

Much more practical

For consolidated fields

Poor utilization

Smaller rice/corn machines

Very high value

Depends on acreage

Very useful

Extremely cheap relative to labor
Especially irrigation

Essential

Terrain/parcel/rainfall mismatch
Excellent for coffee/cacao

Strong Leyte fit

Too sophisticated initially

Must be validated locally

Needs GIS/soil data

Strategic

Tropical climate design required
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Massive grain elevator
Farm ERP
loT
Al crop detection
Autonomous tractor
Robotic harvesting
Solar
Battery storage
Diesel generator
Preventive maintenance

Standardized work

5. The Biggest Difference: Leyte Water

This is where copying America blindly would be a mistake.

DON'T START
COPY

COPY

COPY LATER
WAIT

WAIT

COPY
SELECTIVE
COPY

COPY

COPY

Al-04681 Project-Leyte Agricultural Plan

Insufficient scale

Very high value
Low-cost monitoring
Useful once data exists
Poor initial ROI

Coffee labor economics differ
Energy resilience
Backup/critical systems
Essential backup
Absolutely

Absolutely

Eastern Visayas receives substantial rainfall and has no pronounced dry season in many areas. DA specifically identifies heavy

rainfall and typhoon exposure as important factors affecting Eastern Visayas rice production. (EV Regional Office)

Therefore your water strategy should be:

RAIN
|
I— Capture
|
— Drain
|

— store where practical

— Supplement irrigation

not simply:

WELL - PUMP - IRRIGATE

Your first water investment should often be drainage and water control, not irrigation.

6. Your Farm Needs a Water-Control System

Each field should eventually have:

» elevation map
» drainage map
» irrigation map

» soil map

https://docmost.gravelcloud.com/s/general/p/ai-04681-project-leyte-agricultural-plan-WsMmLHD9Gr
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» water source

* pump

» water meter

» moisture sensors

» rainfall measurement

» automated valve where justified

Soil-moisture sensors are already a mature technology for irrigation scheduling; extension guidance recommends multiple
sensor depths and locations because soil types have different water-holding characteristics. (Extension at the University of
Minnesota)

Leyte already has practical proof that solar-powered irrigation is being deployed locally; DA reported a 7 million solar
irrigation system in Leyte in 2026. (EV Regional Office)

7. The Leyte Corn Strategy

Here is an important finding.
Leyte is already a major corn-producing province, but its corn production is heavily weighted toward white corn.

In Q1 2025, Leyte produced 6,539 MT of corn from 4,968 hectares, representing about 60% of Eastern Visayas' corn output.
Approximately 91% was white corn. (Philippine Statistics Authority)

That tells me something important:

Don't automatically convert everything to yellow corn.

Instead:

White corn

— human food / grits / traditional markets

Yellow corn

— feed market / industrial demand

The DA's 2025 recommended corn-production guidelines explicitly distinguish these markets: yellow corn is principally

important for feed and industrial uses, while white corn is processed into food products. (Ag Department Portal)

8. Corn Production Architecture

| would build a corn field like this:

PARCEL
{
GIS MAP
{
SOIL TEST
{
FIELD PREPARATION
{
RTK GUIDANCE
{
PRECISION PLANTING
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{
FERTILIZER PLAN
{
DRONE / SATELLITE MONITORING
{
TARGETED SPRAYING
{
HARVEST
{
MOISTURE TEST
{
DRYER
{
CLEANER
{
STORAGE
{
BUYER / MILL

The drying system is particularly important.

Corn harvested with excessive moisture cannot simply be dumped into storage. Drying rate, grain temperature, airflow and

storage moisture materially affect quality and spoilage. (Integrated Crop Management)

9. Corn Economics: The Real Opportunity

The latest national PSA data show average corn farmgate price at:
£18.50/kg — Q2 2026. (Philippine Statistics Authority)

But don't build the business using #18.50/kg as a permanent assumption.

| would model:

Scenario Selling price
Conservative #14/kg

Base #18/kg
Strong market P22/kg

And separately model yield.

For example, if a field ultimately produces:
5 MT/ha

at:

P18/kg

gross revenue is:

£90,000/ha/crop

At two crops:

£180,000/ha/year
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before operating costs.

That is why mechanization, drying, crop rotation and utilization matter enormously.

10. Rice Should Be the Foundation

Rice is even more strategically attractive for your particular project because of your family's milling history.

Leyte produced approximately 116,000 MT of palay in Q1 2026 and remained Eastern Visayas' dominant rice-producing
province. (Philippine Statistics Authority)

More importantly, Philippine rice economics have changed substantially.
PSA's 2025 estimate:

» Average production cost: #13.26/kg
» Average production cost: #55,097/ha
» Average net return: #18,476/ha nationally. (Philippine Statistics Authority)

But the latest Q2 2026 national palay farmgate price was P22.14/kg. (Philippine Statistics Authority)
That price/cost relationship is attractive—but you should not assume your farm will achieve national-average economics.
Your objective is to beat ordinary farm economics through:

. mechanization

. better yield

. reduced post-harvest loss
. drying

. storage

. milling

~N o AN =

. direct marketing

11. Rice Mechanization Is Already Moving in This Direction

This is not theoretical.

PhilMech reported that by the end of 2025 Philippine rice mechanization had reached approximately 2.81 hp/ha, up from 2.68
hp/ha in 2022. In the first half of 2026, the government deployed 900 four-wheel tractors, 700 combine harvesters, 95 dryers

and 36 precision seeders under the mechanization program. (Ag Department Portal)

The RCEF program has also been explicitly designed to reduce production costs and post-harvest losses. (Ag Department

Portal)

So your project should be aligned with—not isolated from—the Philippine mechanization ecosystem.

12. Your Rice System

| would design:

LAND CONSOLIDATION
l

LASER/GPS LEVELING
!

https://docmost.gravelcloud.com/s/general/p/ai-04681-project-leyte-agricultural-plan-WsMmLHD9Gr 22/91


https://rsso08.psa.gov.ph/content/first-quarter-2026-palay-production-declines-146-percent-preliminary?utm_source=chatgpt.com
https://psa.gov.ph/content/average-cost-palay-production-philippines-estimated-php-1326-kilogram-2025?utm_source=chatgpt.com
https://psa.gov.ph/content/seasonally-adjusted-palay-production-and-prices-april-june-2026?utm_source=chatgpt.com
https://www.da.gov.ph/philmech-deploys-1700-rice-machines-as-mechanization-gathers-pace/?utm_source=chatgpt.com
https://www.da.gov.ph/philmech-hits-2024-mechanization-targets-boosts-rice-farming-efficiency/?utm_source=chatgpt.com
https://www.da.gov.ph/philmech-hits-2024-mechanization-targets-boosts-rice-farming-efficiency/?utm_source=chatgpt.com

9/7/26, 11:13 AM Al-04681 Project-Leyte Agricultural Plan
DRAINAGE
)
IRRIGATION
)
DIRECT SEEDING / TRANSPLANTING
)
PRECISION FERTILIZATION
!
WEED / PEST MANAGEMENT
!
COMBINE HARVEST
!
CLEANING
!
MECHANICAL DRYING
!
STORAGE
)
RICE MILL
)
PACKAGING
)
LOCAL / REGIONAL MARKET

One important recommendation

Don't automatically build the biggest rice mill possible.
First determine:
Your own rice volume + neighboring farmers' volume + contract processing volume.

The mill should ultimately become a regional processing hub, not simply your farm's private machine.

13. Your Family's Old Mill Is More Important Than It Appears
Your family's 1940-era rice/corn mill gives this project a strategic identity:
You aren't starting a farm. You are potentially restarting an agricultural value chain.
That changes the business model.
Instead of:
farmer — trader
you want:
farm - drying — storage — milling — packaging — customer
and eventually:
neighboring farmers — your drying/milling facility — processing fees + grain trading + branded products

The Philippine government itself is investing heavily in integrated Rice Processing Systems because insufficient drying and

milling capacity remains a bottleneck. (Ag Department Portal)
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14. Coffee: Don't Treat It Like Corn

Coffee is completely different.
It is a perennial biological asset rather than an annual field crop.
The Philippine coffee roadmap identifies four commercial types:

» Robusta
» Arabica
» Excelsa

» Liberica

Robusta dominates Philippine coffee production and planting area, while Arabica is associated with higher elevations. (Ag
Department Portal)

Recent PSA-derived data show coffee farmgate economics have become unusually attractive. In Q3 2025, average farmgate
prices were approximately:

Coffee Farmgate

Arabica $#170.80/kg
Robusta $£192.96/kg
Liberica $181.32/kg

Robusta represented approximately 64% of Q3 production. (Philippine Statistics Authority)

15. My Coffee Recommendation for Leyte
Do not plant one variety everywhere.

Create altitude-based zones.

Low elevation

Robusta

Intermediate / suitable microclimates

Liberica + Robusta

Higher elevation

Arabica trial

Specialty experiment

Liberica / Excelsa

Your coffee strategy should be:

SEEDLING NURSERY
{

FIELD ESTABLISHMENT
{

SHADE TREES
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{
FERTILITY MANAGEMENT
{
PRUNING
{
PEST MANAGEMENT
{
SELECTIVE HARVEST
{
PULPING
{
FERMENTATION
{
DRYING
{
HULLING
{
GRADING
{
ROASTING
{
BRAND

The money is not necessarily in selling coffee cherries.

It is potentially in moving progressively downstream.

16. | Would Add Cacao

The combination | find particularly interesting for your project is:
Coconut + cacao + coffee

rather than clearing everything.

DA's Eastern Visayas training programs are already working on coconut-cacao farming systems in Leyte, including Javier and

Barugo. (ATI Central Office)

This makes cacao particularly worth investigating as an intercropping/value-added crop.

17. Recommended Diversification

| would rank your candidates this way:

Crop/business
Rice

Corn

Coffee

Cacao

Coconut

Recommendation
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Banana
Abaca
Cassava
Vegetables
Bamboo
Livestock
Poultry

Aquaculture

But don't plant everything.

The diversification should follow land characteristics.

18. Your Farm Should Be Zoned

| would divide every parcel into one of five classifications.

Zone A — Mechanized annual crops

Flat, accessible:

Rice / corn

Zone B — Perennial plantation

Sloping or less accessible:

Coffee / cacao / coconut

Zone C — Conservation

Steep / erosion-prone:

forest / bamboo / agroforestry

Zone D — Infrastructure

Central strategic location:

dryer / mill / warehouse / workshop / solar

Zone E — Experimental
1-5% of total land:

new crops / robotics / precision agriculture / Al

This prevents the common Philippine mistake of trying to force every parcel into the same crop.

19. The Farm Headquarters

| would build one centralized agricultural headquarters.

Al-04681 Project-Leyte Agricultural Plan
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FARM HQ
|
|
[ | 1
| | |
WORKSHOP WAREHOUSE OFFICE
| | |
TRACTORS INPUTS FARM ERP

L EQUIPMENT YARD

DRYER MILL

SILOS PACKING

And around it:

» truck parking

» fuel management

» maintenance shop
» spare-parts room

» fertilizer/input storage

» pesticide storage compliant with regulations

» laboratory

» weighing scale
» |oading area
» security

» solar

» backup generator

20. The Equipment Strategy

This is where | would save you a lot of money.

Buy first

Equipment
35-60 hp tractor
Implements
Utility tractor
Trailer

Small excavator
Backhoe/loader

Drone

Al-04681 Project-Leyte Agricultural Plan

Decision

BUY

BUY

BUY

BUY

BUY/lease
SHARE/contract initially
BUY
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Weather station BUY
GPS/GIS equipment BUY
Sprayer BUY
Pumps BUY
Generator BUY
Moisture meters BUY

Rent/contract initially

Equipment Decision
Large combine CONTRACT
Large corn combine CONTRACT
Large excavator CONTRACT
Specialized land leveling CONTRACT
Heavy hauling CONTRACT
Major road construction CONTRACT
Buy later

» RTK autosteer

» larger tractor

» combine

» automated planter
» grain dryer

» silos

» mill

» packaging line

21. Why | Would Not Buy a Combine First

A combine is a capacity problem, not a wealth problem.

Suppose your farm has only 30 hectares of rice.

A combine might work only a few days.

Your money would be better deployed into:

drainage + roads + drying + storage + irrigation + field consolidation.

Then use custom harvesting.

Once you reach sufficient acreage—or begin harvesting for neighboring farmers—the economics change.

This is exactly how your operation can become a custom agricultural service business.

22. The Better Business Model
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Eventually:

YOUR FARM

+

NEIGHBORING FARMERS

{

CUSTOM FARM SERVICES

{

YOUR MACHINERY

{
PLANTING
HARVESTING
DRYING
MILLING
STORAGE

{

SERVICE REVENUE

+
GRAIN MARGIN

+

PROCESSING MARGIN

Now your equipment works more days per year.

That dramatically improves ROI.

23. CAPEX Master List

These are planning-level 2026 budget ranges, not vendor quotations. Exact Philippine prices should be obtained during

procurement.

Land/infrastructure

Item
Survey/GIS
Farm roads
Drainage
Bridges/culverts
Land leveling
Fencing/gates
Farm HQ
Workshop

Warehouse

Machinery

Equipment

Al-04681 Project-Leyte Agricultural Plan

Planning budget
£100k—P500k
P500k—P5M+
P300k—P3M+
£#200k—P3M
£300k—P2M
P200k—P1M
P1M—P5M
BP1M—P4M
P2M-P10M

Planning range
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35-60 hp tractor
70-100 hp tractor
Implements
Trailer
Sprayer
Drone
Excavator
Loader/backhoe
Rice combine
Corn combine
Grain dryer
Rice mill

Corn mill

These ranges need vendor validation before committing capital. For perspective, DA procurement has put four-wheel tractors
in the roughly #2M-per-unit class in some programs, while one 2025 DA-SAAD tractor package was reported at #1.42M

including implements. (SAAD)

24. Technology CAPEX

Technology

GIS mapping
Farm-management software
Weather station

Soil sensors

GPS trackers

Drone

RTK base

Autosteer

Al vision

Satellite imagery
Security cameras
Solar

Battery

Farm Wi-Fi/LoRaWAN

Cellular backup

Al-04681 Project-Leyte Agricultural Plan

£1.0M-P2.0M
P2M-P4AM
P500k-P2M
#200k—P700k
£100k—P500k
£100k-P500k
P3IM-PTM
P2M-P5M
P2M-P5M+
P3IM-P8M+
P2M—-P10M+
P2M—P15M+
P1TM-£10M+

Initial recommendation

BUY/SUBSCRIBE
BUY/SUBSCRIBE
BUY

BUY selectively
BUY

BUY

BUY later

LATER

LATER
SUBSCRIBE

BUY

BUY in stages
CRITICAL loads only
BUY

BUY
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25. Your Digital Farm Architecture

| would build it almost like an industrial loT system:

Soil sensor Weather Equipment GPS

l
IoT Gateway
!
INTERNET
l
FARM DATABASE
!
FARM MANAGEMENT SYSTEM

i

|
I I 1
! l !

ANALYTICS AI DASHBOARD

L | |

I

i

FARM MANAGER
l
HUMAN DECISION
!
EQUIPMENT

This is where your technology background becomes useful.
You should not be the farmer driving a tractor.

You should be the systems architect/owner.

26. Your Personal Role

At 60, | would deliberately design your role around:

You

Owner / Chairman / System Architect
You focus on:

» capital allocation
» strategic decisions
» technology

» financial controls

» expansion
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» partnerships

» processing

» market relationships

» weekly KPI review

Farm manager

Runs:

» daily field operations
» people

» contractors

» crop schedules

» machinery

» production

Agronomist
Owns:

» crop plans
» fertilizer

» pests

» diseases
» yield optimization

Mechanic

Owns:

» preventive maintenance
» machinery availability
» parts

» service records

27. The KPI Dashboard

Your phone should eventually show:

LEYTE FARM

TOTAL LAND 100 ha
ACTIVE 72 ha
RICE 30 ha
CORN 20 ha
COFFEE 12 ha
CACAO 5 ha
CONSERVATION 5 ha
RICE YIELD 5.2 MT/ha
CORN YIELD 5.8 MT/ha
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WATER 71%

FUEL 647%
MACHINERY 94% READY
HARVEST 38%
REVENUE PXXXX
OPEX PXXXX

NET PXXXX
TYHOON ALERT GREEN

That is the farm you should ultimately own.

28. Ten-Year Roadmap

Year 1 — Intelligence

Do not scale yet.
Build:

» land inventory

» GIS

» boundaries

» soil testing

» water survey

» topographic survey
» access assessment
» legal/title review
» crop suitability

» market study

» pilot fields

Develop 10-20 hectares first.

Year 2 — Production
Build:

» drainage

» roads

» irrigation

» tractor system

» farm HQ

» digital farm system
Start:

rice + corn + coffee nursery

Al-04681 Project-Leyte Agricultural Plan
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Year 3 — Mechanization
Add:

» precision planting

» drones

» improved spraying

» mechanized harvesting
» GPS

» equipment workshop

Scale to approximately:

20-50 ha active production, depending on actual land availability.

Year 4 — Post-Harvest
Build:
dryer — storage — cleaning — milling

This is a major inflection point.

Year 5 — Processing
Begin:

» branded rice

» corn products

» coffee processing
» contract drying

» contract milling

Year 6 — Expansion

Acquire only machinery whose utilization justifies ownership.

Expand field services to neighbors.

Year 7 — Automation
Add:

» RTK

» autosteer

» automated irrigation

» remote monitoring

» equipment telemetry

» predictive maintenance

Year 8 — Value Added

Launch:
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Leyte rice

Leyte corn products
Leyte coffee
Potentially:

specialty Liberica

Year 9 — Regional Hub
Become:

farmer + processor + service provider + buyer

Year 10 — Mature Enterprise
Target:

LAND
{
PRODUCTION
{
PROCESSING
{
STORAGE
{
BRAND
{
DISTRIBUTION

You no longer have simply a farm.

You have an agricultural company.

Al-04681 Project-Leyte Agricultural Plan

29. lllustrative 10-Year Capital Strategy

Rather than spending #50M immediately:

Phase
Year 1
Year 2
Year 3
Year 4
Year 5
Years 6-10

A P30-75M total 10-year capital program could become quite substantial, but | would deliberately avoid locking you into

that number before the land inventory is known.

Capital philosophy
£3-8M

P5-12M

#5-15M

£10-25M

#5-15M

Scale based on ROI
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You have the unusual advantage of being able to fund the project without making debt the central design constraint.

That means we should optimize for return on deployed capital, not simply "how much can | build?"

30. Financial Reality Check

Here is the most important warning.

Al-04681 Project-Leyte Agricultural Plan

Commodity farming alone is not a fantastic business.

Rice illustrates this.
The national 2025 average net return was only around:

P£18,476/ha. (Philippine Statistics Authority)

Even if your operation eventually doubles that, 100 hectares of rice would not automatically create a huge business.

Therefore:

The real economic opportunity is vertical integration.

Your profit stack becomes:

FARM PROFIT
+

DRYING MARGIN
+

STORAGE MARGIN
+

MILLING MARGIN
+

TRADING MARGIN
+

PACKAGING MARGIN
+

BRAND MARGIN
+

CUSTOM SERVICE REVENUE

That is why the 1940 family mill is strategically important.

31. Risk Architecture

Risk

Typhoon

Flood

Drought
Landslide
Commodity prices

Labor

Mitigation

Crop diversification
Drainage/elevation

Water storage

No annual crops on steep land
Processing/value-added

Mechanization
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Equipment failure
Theft
Power outage
Fuel price
Disease
Market
Poor roads
Fragmentation

Owner dependence
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Spare parts/workshop
CCTV/GPS/security
Solar + generator
Solar irrigation
Monitoring + agronomy
Multiple buyers
Central logistics
Zone-by-zone mechanization

Farm manager + SOPs

Leyte's documented exposure to typhoons, floods and other natural hazards makes resilience a core capital-design

requirement, not an optional insurance feature. (SAAD)

32. The 90-Day Plan
This is where | would start before buying tractors.
Days 1-30 — Intelligence

Create the Land Master Database

For every parcel, record:

Field

Parcel ID
Location

GPS coordinates

Area

Title/documentation

Current use
Elevation

Slope

Soil

Road access
Water

Electricity

Flood history
Typhoon damage
Current crop

Ownership/tenure

Required

N NN NS S S O NS
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Neighboring parcels

Hire

1. Licensed geodetic surveyor
2. Agronomist

3. Civil/agricultural engineer
4. Accountant

5. Local legal/title professional

33. Days 31-60

Perform:

Soil

» pH

» organic matter
» N

» P

» K

» Ca

» Mg

» micronutrients

» texture

Water

» source

» flow

» quality

» seasonal availability

» pumping requirements

Terrain
» elevation
» slope
» drainage

» flood paths

Market

Interview:

» rice traders
» corn buyers
» feed mills

» rice mills

» coffee buyers
» DTI

» DA

Al-04681 Project-Leyte Agricultural Plan
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» cooperatives
» logistics companies

34. Days 61-90

Select:

Pilot Area

| recommend:

10-20 hectares initially, not the whole estate.

For example:

Crop
Rice
Corn
Coffee
Cacao

Experimental

Then build the operating system around it.

Al-04681 Project-Leyte Agricultural Plan

Pilot
5-8 ha
3-5ha
2-3 ha
1-2 ha
1 ha

35. Government Agencies to Engage

Your initial government/technical network should include:

» Department of Agriculture

» Philippine Center for Postharvest Development and Mechanization

» Philippine Statistics Authority

» DA Regional Field Office VIl

» Agricultural Training Institute

» National Irrigation Administration
» Bureau of Soils and Water Management
» Bureau of Plant Industry

» Department of Trade and Industry
» Provincial Agriculture Office

» Municipal Agriculture Office

» DENR where applicable

» DAR where applicable

» local engineering/building authorities

There is already an active agricultural-extension ecosystem in Leyte; for example, ATI Eastern Visayas has been running rice,

coffee/cacao nursery and farm-business training programs in Leyte. (ATl Central Office)

36. What NOT to Buy During the First 90 Days

https://docmost.gravelcloud.com/s/general/p/ai-04681-project-leyte-agricultural-plan-WsMmLHD9Gr

39/91


https://ati2.da.gov.ph/ati-8/content/calendar-events?utm_source=chatgpt.com

9/7/26, 11:13 AM

This is critical.

Do NOT buy yet:
»€ 200+ hp tractor

> huge combine

> autonomous tractor

X giant grain elevator

¢ massive rice mill

X large fleet of trucks

X expensive robotic equipment
X huge solar/battery installation
> giant warehouse

> 50 drones

> complicated Al system

First determine:

Al-04681 Project-Leyte Agricultural Plan

What is the actual acreage, field geometry, crop mix and production volume?

37. What | Would Buy First

The first serious purchases would be:

Tier 1

GIS + survey + soil testing

Tier 2

35-60 hp tractor + implements

Tier 3

drainage/water infrastructure

Tier 4

drone + weather station + sensors

Tier 5

trailer + utility equipment

Tier 6

workshop + spare parts

Tier 7

harvesting contracts

Tier 8
dryer

Only after production volume is proven:
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Tier 9

mill + storage

38. The Ultimate Farm Configuration | Recommend

If the land inventory supports it, my target mature configuration would look approximately like this:

LEYTE AGRICULTURAL ENTERPRISE

100% LAND

ANNUAL PERENNIAL CONSERVATION
CROPS CROPS
|
T : 1 T : 1
Rice Corn  Coffee Cacao
30% 25% 15% 10%

Coconut / Agroforestry
10%

Conservation
10%

That is an illustrative percentage, not a prescription before surveying your land.

39. The Mature Business

At maturity | would want your company to operate four businesses:

1. Agricultural Production
Rice

Corn

Coffee

Cacao

Coconut

2. Agricultural Services

Planting

Spraying
Harvesting

Drying
Custom milling

3. Agricultural Processing
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Rice
Corn
Coffee

4. Consumer Products

Branded rice
Corn products
Roasted coffee
Specialty coffee

This gives you several independent revenue streams.

40. The Most Important Strategic Insight
The project should not be:
"How do | farm like an American?"
It should be:
“"How do | build the Filipino equivalent of an American precision-agriculture company?*
The difference is enormous.
America gives you:
technology + mechanization + management + precision + scale
Japan gives you:
small-field mechanization + rice expertise
Australia gives you:
water management + remote agriculture
The Philippines gives you:
tropical crops + lower-cost labor + local market knowledge + existing agricultural infrastructure
Leyte gives you:
rain + fertile agricultural zones + rice + corn + coconut + geographic diversity
And your family gives you:
land + a historical milling business + local roots + an existing house/base.

That combination is unusually interesting.

41. My Final Recommendation

| would build this in the following sequence:

PHASE 1
LAND INTELLIGENCE
l
GIS + SOIL + WATER

https://docmost.gravelcloud.com/s/general/p/ai-04681-project-leyte-agricultural-plan-WsMmLHD9Gr
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!
PHASE 2
10-20 HA PILOT FARM
l
PHASE 3
MECHANIZATION
l
PHASE 4
DRYING + STORAGE
!
PHASE 5
FAMILY MILL REVIVAL
l
PHASE 6
COFFEE + CACAO SYSTEM
!
PHASE 7
CUSTOM FARM SERVICES
!
PHASE 8
VALUE-ADDED FOOD
l
PHASE 9
PRECISION / AUTOMATION
!
PHASE 10
REGIONAL AGRICULTURAL
ENTERPRISE

And the philosophy should be:

Don't maximize acres.
Maximize productive acres.
Don't maximize machinery.
Maximize machinery utilization.

Don't maximize crop volume.

Maximize value captured per kilogram.

Don't eliminate humans.

Eliminate unnecessary manual work.
Don't build a farm that requires you.

Build a farm that can operate without you.

Al-04681 Project-Leyte Agricultural Plan

That last point is particularly important for a 10-year retirement project.

Current data points that materially change the plan

The research gives us several strong anchors:

https://docmost.gravelcloud.com/s/general/p/ai-04681-project-leyte-agricultural-plan-WsMmLHD9Gr
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» Leyte is the dominant palay-producing province in Eastern Visayas, with 115,998 MT in Q1 2026. (Philippine Statistics
Authority)

» Leyte produced 6,539 MT of corn in Q1 2025, about 60% of regional corn production, with white corn overwhelmingly
dominant. (Philippine Statistics Authority)

» Q2 2026 national corn farmgate price was #18.50/kg. (Philippine Statistics Authority)

» Q2 2026 national palay farmgate price was $22.14/kg. (Philippine Statistics Authority)

» National 2025 palay production cost was #13.26/kg, with #18,476/ha average net return. (Philippine Statistics Authority)

» Philippine rice mechanization is increasing rapidly, including large deployments of tractors, combines, dryers and precision
seeders. (Ag Department Portal)

» Coffee prices have recently been unusually strong, with Q3 2025 farmgate prices around $193/kg for Robusta and
$#171/kg for Arabica. (Philippine Statistics Authority)

» Leyte already has active government programs supporting mechanization, irrigation, rice, corn, coffee and cacao. (EV
Regional Office)

The next step | would take

The single missing piece preventing me from turning this into your actual farm blueprint is your parcel inventory.

| would build the next version around an actual Leyte Land Master Database containing every parcel, its acreage, location,

elevation, slope, current condition, access, water and intended crop.
Once those numbers are available, we can turn this conceptual master plan into the real thing:
Parcel — Crop — Yield — Machinery — Infrastructure - CAPEX — OPEX — Revenue — ROl — 10-year cash flow.

That is where we stop talking about "farming" and start designing your actual agricultural enterprise.

Gemini
Absolutely. | treated this as a full agricultural-business design problem, not a generic farming question.
The most important conclusion is this:

Do not try to reproduce an American farm in Leyte. Reproduce the American operating system: mechanization,
precision agriculture, standardized fields, data, post-harvest control, preventive maintenance, remote monitoring,

and professional management—then build a Leyte-specific physical farm around it.

Leyte is actually a strong place to attempt this. Leyte is Eastern Visayas' leading palay producer, and it is also the region's
leading corn producer. The province has extensive agricultural land and existing rice/corn infrastructure. At the same time, its
heavy rainfall, typhoons, flooding, fragmented parcels and difficult terrain make a literal lowa-style model inappropriate.
(Philippine Statistics Authority)

1. Executive Decision

If | were designing your operation, | would build a Leyte Agricultural Operating Company with five layers:

LAYTE AGRICULTURAL HOLDING

FIELD CROP PERENNIAL PROCESSING
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Rice + Corn Coffee + Cacao Drying + Milling
|
I

DIGITAL FARM SYSTEM

Sensors / GIS / GPS / ERP

OWNER / FARM MANAGER

My recommended priority

Priority Business Role
1 Rice Core production platform
2 Corn Mechanized field-crop laboratory +

feed/grain opportunity

3 Drying/milling Highest strategic importance
4 Coffee Long-term high-value crop
5 Cacao/coconut integration Diversification

6 Solar/water infrastructure Cost and resilience platform
7 Farm technology Management multiplier

8 Branding/value-added products Years 5-10

| would not start with 500 acres of crops and a giant equipment fleet.
| would first build a 20-50 hectare demonstration/production nucleus, prove the system, then scale.

That is particularly important because your land is fragmented.

2. What Modern American Corn Farming Really Looks Like
The misconception is:
"America has huge farms because they have huge tractors."
The deeper truth is:
America built an industrial operating system around agriculture.
The tractor is only one component.

USDA data show that precision agriculture adoption rises sharply with farm size. In 2023, autosteering was used by about 52%
of midsize farms and 70% of large crop-producing farms; large farms also had high adoption of yield maps, soil maps and

related precision technologies. (Economic Research Service)

The American corn workflow

SOIL
{
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GIS FIELD MAP
1
SOIL TEST
1
FIELD PLAN
1
VARIABLE-RATE INPUT PLAN
l
GPS-AUTOSTEER
l
PRECISION PLANTER
l
CROP MONITORING
l
SPRAYER
l
WEATHER + SOIL DATA
1
COMBINE
1
GRAIN CART
1
TRUCK
1
DRYER
1
GRAIN BIN
l
QUALITY TEST
l
ELEVATOR / BUYER

The farmer is essentially operating a distributed industrial plant outdoors.

3. Where Are the Humans?

This is one of the most important lessons for your project.
A modern corn farm doesn't eliminate humans.

It moves humans out of repetitive physical work and into machine operation, decision-making and maintenance.

lllustrative staffing

Farm scale Core human operation

50 acres 1 operator/manager + contractors

100 acres 1-2 people + contractors

500 acres 2-4 core people

1,000 acres 4-8 core people

5,000 acres 10-25+ depending on crops/equipment
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These are planning ranges, not USDA staffing standards.

The critical point is that equipment utilization matters more than acreage alone.

A 500-acre operation doesn't necessarily need its own combine.

If a combine is used for only a few days per year, owning it can be economically irrational.

4. What | Would Copy From America

USA - Leyte technology-transfer matrix

Technology

GPS field mapping
GIS

RTK GPS
Autosteer
Precision planter
Large U.S. tractor
30-50 hp tractor
75-100 hp tractor
200+ hp tractor
U.S. combine

Rice combine
Corn combine
Drones

Satellite imagery
Soil sensors
Weather stations
Center pivot

Drip irrigation
Solar irrigation
VRl irrigation
No-till
Variable-rate fertilizer
Grain dryer

Grain bins
Massive grain elevator
Farm ERP

loT

Leyte decision
COPY

COPY

COPY

COPY selectively
COPY

MODIFY

COPY

COPY selectively
DON'T START
MODIFY

COPY

COPY selectively
COPY

COPY

COPY

COPY

DON'T DEFAULT
COPY selectively
COPY

LATER

TEST

COPY LATER
COPY
COPY/MODIFY
DON'T START
COPY

COPY

https://docmost.gravelcloud.com/s/general/p/ai-04681-project-leyte-agricultural-plan-WsMmLHD9Gr

Reason

Very high value

Essential with fragmented land
Excellent for repeatable operations
Excellent on sufficiently large fields
Especially corn

Often too large for Leyte

Much more practical

For consolidated fields

Poor utilization

Smaller rice/corn machines

Very high value

Depends on acreage

Very useful

Extremely cheap relative to labor
Especially irrigation

Essential

Terrain/parcel/rainfall mismatch
Excellent for coffee/cacao

Strong Leyte fit

Too sophisticated initially

Must be validated locally

Needs GIS/soil data

Strategic

Tropical climate design required
Insufficient scale

Very high value

Low-cost monitoring
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Al crop detection
Autonomous tractor
Robotic harvesting
Solar
Battery storage
Diesel generator
Preventive maintenance

Standardized work

5. The Biggest Difference: Leyte Water
This is where copying America blindly would be a mistake.

Eastern Visayas receives substantial rainfall and has no pronounced dry season in many areas. DA specifically identifies heavy

COPY LATER
WAIT

WAIT

COPY
SELECTIVE
COPY

COPY

COPY

Al-04681 Project-Leyte Agricultural Plan

Useful once data exists

Poor initial ROI

Coffee labor economics differ
Energy resilience
Backup/critical systems
Essential backup

Absolutely

Absolutely

rainfall and typhoon exposure as important factors affecting Eastern Visayas rice production. (EV Regional Office)

Therefore your water strategy should be:

RAIN

|

— capture
|

— Drain

|

— store where practical

— Supplement irrigation

not simply:

WELL -» PUMP - IRRIGATE

Your first water investment should often be drainage and water control, not irrigation.

6. Your Farm Needs a Water-Control System

Each field should eventually have:

» elevation map
» drainage map
» irrigation map
» soil map

» water source
* pump

» water meter

» moisture sensors
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» rainfall measurement

» automated valve where justified

Soil-moisture sensors are already a mature technology for irrigation scheduling; extension guidance recommends multiple
sensor depths and locations because soil types have different water-holding characteristics. (Extension at the University of

Minnesota)

Leyte already has practical proof that solar-powered irrigation is being deployed locally; DA reported a 7 million solar
irrigation system in Leyte in 2026. (EV Regional Office)

7. The Leyte Corn Strategy
Here is an important finding.
Leyte is already a major corn-producing province, but its corn production is heavily weighted toward white corn.

In Q1 2025, Leyte produced 6,539 MT of corn from 4,968 hectares, representing about 60% of Eastern Visayas' corn output.
Approximately 91% was white corn. (Philippine Statistics Authority)

That tells me something important:

Don't automatically convert everything to yellow corn.

Instead:

White corn

— human food / grits / traditional markets

Yellow corn

— feed market / industrial demand

The DA's 2025 recommended corn-production guidelines explicitly distinguish these markets: yellow corn is principally
important for feed and industrial uses, while white corn is processed into food products. (Ag Department Portal)

8. Corn Production Architecture

| would build a corn field like this:

PARCEL
{

GIS MAP
{

SOIL TEST
{

FIELD PREPARATION
{

RTK GUIDANCE

{

PRECISION PLANTING
{

FERTILIZER PLAN

{

DRONE / SATELLITE MONITORING
{
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TARGETED SPRAYING
1
HARVEST
1
MOISTURE TEST
1
DRYER
l
CLEANER
l
STORAGE
l
BUYER / MILL

The drying system is particularly important.

Corn harvested with excessive moisture cannot simply be dumped into storage. Drying rate, grain temperature, airflow and
storage moisture materially affect quality and spoilage. (Integrated Crop Management)

9. Corn Economics: The Real Opportunity
The latest national PSA data show average corn farmgate price at:

£18.50/kg — Q2 2026. (Philippine Statistics Authority)

But don't build the business using #18.50/kg as a permanent assumption.

| would model:

Scenario Selling price
Conservative P14/kg
Base $18/kg
Strong market P22/kg

And separately model yield.

For example, if a field ultimately produces:
5 MT/ha

at:

P18/kg

gross revenue is:

£90,000/ha/crop

At two crops:

£180,000/ha/year

before operating costs.

That is why mechanization, drying, crop rotation and utilization matter enormously.
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10. Rice Should Be the Foundation

Rice is even more strategically attractive for your particular project because of your family's milling history.

Leyte produced approximately 116,000 MT of palay in Q1 2026 and remained Eastern Visayas' dominant rice-producing
province. (Philippine Statistics Authority)

More importantly, Philippine rice economics have changed substantially.
PSA's 2025 estimate:

» Average production cost: #13.26/kg
» Average production cost: #55,097/ha
» Average net return: #18,476/ha nationally. (Philippine Statistics Authority)

But the latest Q2 2026 national palay farmgate price was P22.14/kg. (Philippine Statistics Authority)
That price/cost relationship is attractive—but you should not assume your farm will achieve national-average economics.
Your objective is to beat ordinary farm economics through:

. mechanization

. better yield

. reduced post-harvest loss
. drying

. storage

. milling

~N o ol AN =

. direct marketing

11. Rice Mechanization Is Already Moving in This Direction

This is not theoretical.

PhilMech reported that by the end of 2025 Philippine rice mechanization had reached approximately 2.81 hp/ha, up from 2.68
hp/ha in 2022. In the first half of 2026, the government deployed 900 four-wheel tractors, 700 combine harvesters, 95 dryers

and 36 precision seeders under the mechanization program. (Ag Department Portal)

The RCEF program has also been explicitly designed to reduce production costs and post-harvest losses. (Ag Department

Portal)

So your project should be aligned with—not isolated from—the Philippine mechanization ecosystem.

12. Your Rice System

| would design:

LAND CONSOLIDATION
!
LASER/GPS LEVELING
!
DRAINAGE
!
IRRIGATION
!
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DIRECT SEEDING / TRANSPLANTING
)
PRECISION FERTILIZATION
)
WEED / PEST MANAGEMENT
)
COMBINE HARVEST
!
CLEANING
l
MECHANICAL DRYING
!
STORAGE
!
RICE MILL
!
PACKAGING
)
LOCAL / REGIONAL MARKET

One important recommendation

Don't automatically build the biggest rice mill possible.
First determine:
Your own rice volume + neighboring farmers' volume + contract processing volume.

The mill should ultimately become a regional processing hub, not simply your farm's private machine.

13. Your Family's Old Mill Is More Important Than It Appears
Your family's 1940-era rice/corn mill gives this project a strategic identity:
You aren't starting a farm. You are potentially restarting an agricultural value chain.
That changes the business model.
Instead of:
farmer — trader
you want:
farm — drying — storage — milling — packaging — customer
and eventually:

neighboring farmers — your drying/milling facility — processing fees + grain trading + branded products

The Philippine government itself is investing heavily in integrated Rice Processing Systems because insufficient drying and

milling capacity remains a bottleneck. (Ag Department Portal)

14. Coffee: Don't Treat It Like Corn

Coffee is completely different.
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It is a perennial biological asset rather than an annual field crop.

The Philippine coffee roadmap identifies four commercial types:

» Robusta
» Arabica
» Excelsa

» Liberica

Robusta dominates Philippine coffee production and planting area, while Arabica is associated with higher elevations. (Ag

Department Portal)

Recent PSA-derived data show coffee farmgate economics have become unusually attractive. In Q3 2025, average farmgate

prices were approximately:

Coffee
Arabica
Robusta

Liberica

Farmgate

£170.80/kg
£192.96/kg
£181.32/kg

Robusta represented approximately 64% of Q3 production. (Philippine Statistics Authority)

15. My Coffee Recommendation for Leyte

Do not plant one variety everywhere.

Create altitude-based zones.

Low elevation

Robusta

Intermediate / suitable microclimates

Liberica + Robusta

Higher elevation

Arabica trial

Specialty experiment

Liberica / Excelsa

Your coffee strategy should be:

SEEDLING NURSERY
{

FIELD ESTABLISHMENT
{

SHADE TREES
{

FERTILITY MANAGEMENT
{

PRUNING
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{
PEST MANAGEMENT
{
SELECTIVE HARVEST
{
PULPING
{
FERMENTATION
{
DRYING
{
HULLING
{
GRADING
{
ROASTING
{
BRAND

The money is not necessarily in selling coffee cherries.

It is potentially in moving progressively downstream.

16. | Would Add Cacao

The combination | find particularly interesting for your project is:
Coconut + cacao + coffee

rather than clearing everything.

DA's Eastern Visayas training programs are already working on coconut-cacao farming systems in Leyte, including Javier and

Barugo. (ATI Central Office)

This makes cacao particularly worth investigating as an intercropping/value-added crop.

17. Recommended Diversification

| would rank your candidates this way:

Crop/business
Rice

Corn

Coffee

Cacao

Coconut
Banana

Abaca

Cassava

https://docmost.gravelcloud.com/s/general/p/ai-04681-project-leyte-agricultural

Recommendation

-plan-WsMmLHD9Gr
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Vegetables
Bamboo
Livestock
Poultry

Aquaculture

But don't plant everything.

The diversification should follow land characteristics.

18. Your Farm Should Be Zoned

| would divide every parcel into one of five classifications.

Zone A — Mechanized annual crops

Flat, accessible:

Rice / corn

Zone B — Perennial plantation

Sloping or less accessible:

Coffee / cacao / coconut

Zone C — Conservation

Steep / erosion-prone:

forest / bamboo / agroforestry

Zone D — Infrastructure

Central strategic location:

dryer / mill / warehouse / workshop / solar

Zone E — Experimental
1-5% of total land:

new crops / robotics / precision agriculture / Al

This prevents the common Philippine mistake of trying to force every parcel into the same crop.

19. The Farm Headquarters

| would build one centralized agricultural headquarters.

FARM HQ

WORKSHOP WAREHOUSE OFFICE

https://docmost.gravelcloud.com/s/general/p/ai-04681-project-leyte-agricultural-plan-WsMmLHD9Gr
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TRACTORS INPUTS FARM ERP

L EQUIPMENT YARD

DRYER MILL

SILOS PACKING

And around it:

» truck parking

» fuel management

» maintenance shop

» spare-parts room

» fertilizer/input storage
» pesticide storage compliant with regulations
» laboratory

» weighing scale

» |oading area

» security

» solar

» backup generator

20. The Equipment Strategy

This is where | would save you a lot of money.

Buy first

Equipment Decision
35-60 hp tractor BUY
Implements BUY
Utility tractor BUY
Trailer BUY

Small excavator BUY/lease
Backhoe/loader SHARE/contract initially
Drone BUY
Weather station BUY
GPS/GIS equipment BUY
Sprayer BUY
Pumps BUY
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Generator BUY

Moisture meters BUY

Rent/contract initially

Equipment Decision
Large combine CONTRACT
Large corn combine CONTRACT
Large excavator CONTRACT
Specialized land leveling CONTRACT
Heavy hauling CONTRACT
Major road construction CONTRACT
Buy later

» RTK autosteer

» larger tractor

» combine

» automated planter
» grain dryer

» silos

» mill

» packaging line

21. Why | Would Not Buy a Combine First

A combine is a capacity problem, not a wealth problem.

Suppose your farm has only 30 hectares of rice.

A combine might work only a few days.

Your money would be better deployed into:

drainage + roads + drying + storage + irrigation + field consolidation.

Then use custom harvesting.

Once you reach sufficient acreage—or begin harvesting for neighboring farmers—the economics change.

This is exactly how your operation can become a custom agricultural service business.

22. The Better Business Model

Eventually:

YOUR FARM
+

NEIGHBORING FARMERS
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{

CUSTOM FARM SERVICES
{

YOUR MACHINERY
{

PLANTING

HARVESTING

DRYING

MILLING

STORAGE
{

SERVICE REVENUE
+

GRAIN MARGIN
+

PROCESSING MARGIN

Now your equipment works more days per year.

That dramatically improves ROI.

23. CAPEX Master List

These are planning-level 2026 budget ranges, not vendor quotations. Exact Philippine prices should be obtained during

procurement.

Land/infrastructure

Item Planning budget
Survey/GIS £#100k—P500k
Farm roads £500k—-P5M +
Drainage P300k—P3M+
Bridges/culverts P200k-P3M
Land leveling £300k-P2M
Fencing/gates P200k—P1M
Farm HQ P1TM-P5M
Workshop B1IM-P4M
Warehouse P2M—P10M
Machinery

Equipment Planning range
35-60 hp tractor #1.0M-P2.0M
70-100 hp tractor P2M-P4M
Implements £500k-P2M
Trailer #200k—P700k
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Sprayer #100k—P500k
Drone £100k—P500k
Excavator P3IM-PTM
Loader/backhoe P2M-B5M
Rice combine P2M-B5M +
Corn combine P3IM-PB8M+
Grain dryer P2M-P10M+
Rice mill P2M-P15M+
Corn mill B1IM—P10M+

These ranges need vendor validation before committing capital. For perspective, DA procurement has put four-wheel tractors
in the roughly #2M-per-unit class in some programs, while one 2025 DA-SAAD tractor package was reported at #1.42M
including implements. (SAAD)

24. Technology CAPEX

Technology Initial recommendation
GIS mapping BUY/SUBSCRIBE
Farm-management software BUY/SUBSCRIBE
Weather station BUY

Soil sensors BUY selectively
GPS trackers BUY

Drone BUY

RTK base BUY later
Autosteer LATER

Al vision LATER

Satellite imagery SUBSCRIBE
Security cameras BUY

Solar BUY in stages
Battery CRITICAL loads only
Farm Wi-Fi/LoRaWAN BUY

Cellular backup BUY

25. Your Digital Farm Architecture

| would build it almost like an industrial loT system:

FIELD
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|
[ I 1

Soil sensor Weather Equipment GPS

L |

%
!
IoT Gateway
!
INTERNET
!
FARM DATABASE
!
FARM MANAGEMENT SYSTEM

I I 1
! ! !

ANALYTICS AI DASHBOARD

FARM MANAGER
!
HUMAN DECISION
!
EQUIPMENT

This is where your technology background becomes useful.
You should not be the farmer driving a tractor.

You should be the systems architect/owner.

26. Your Personal Role

At 60, | would deliberately design your role around:

You

Owner / Chairman / System Architect
You focus on:

» capital allocation

» strategic decisions
» technology

» financial controls

» expansion

» partnerships

» processing

» market relationships

» weekly KPI review

Farm manager
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Runs:

» daily field operations
» people

» contractors

» crop schedules

» machinery

» production

Agronomist
Owns:

» crop plans
» fertilizer

» pests

» diseases

» yield optimization

Mechanic

Owns:

» preventive maintenance
» machinery availability
» parts

» service records

27. The KPI Dashboard

Your phone should eventually show:

LEYTE FARM

TOTAL LAND 100 ha
ACTIVE 72 ha
RICE 30 ha
CORN 20 ha
COFFEE 12 ha
CACAO 5 ha
CONSERVATION 5 ha
RICE YIELD 5.2 MT/ha
CORN YIELD 5.8 MT/ha
WATER 71%

FUEL 64%
MACHINERY 94% READY
HARVEST 38%
REVENUE PXXXX
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OPEX PXXXX
NET PXXXX
TYHOON ALERT GREEN

That is the farm you should ultimately own.

28. Ten-Year Roadmap

Year 1— Intelligence
Do not scale yet.
Build:

» land inventory

» GIS

» boundaries

» soil testing

» water survey

» topographic survey
» access assessment
» legal/title review
» crop suitability

» market study

» pilot fields

Develop 10-20 hectares first.

Year 2 — Production
Build:

» drainage

» roads

» irrigation

» tractor system

» farm HQ
» digital farm system

Start:

rice + corn + coffee nursery

Year 3 — Mechanization
Add:

» precision planting

» drones

» improved spraying

Al-04681 Project-Leyte Agricultural Plan
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» mechanized harvesting
» GPS

» equipment workshop

Scale to approximately:

20-50 ha active production, depending on actual land availability.

Year 4 — Post-Harvest
Build:
dryer — storage — cleaning — milling

This is a major inflection point.

Year 5 — Processing
Begin:

» branded rice

» corn products

» coffee processing
» contract drying

» contract milling

Year 6 — Expansion
Acquire only machinery whose utilization justifies ownership.

Expand field services to neighbors.

Year 7 — Automation
Add:

» RTK

» autosteer

» automated irrigation
» remote monitoring
» equipment telemetry

» predictive maintenance

Year 8 — Value Added
Launch:

Leyte rice

Leyte corn products

Leyte coffee

Potentially:
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specialty Liberica

Year 9 — Regional Hub

Become:

farmer + processor + service provider + buyer

Year 10 — Mature Enterprise
Target:

LAND
{
PRODUCTION
{
PROCESSING
{
STORAGE
{
BRAND
{
DISTRIBUTION

You no longer have simply a farm.

You have an agricultural company.

Al-04681 Project-Leyte Agricultural Plan

29. lllustrative 10-Year Capital Strategy

Rather than spending #50M immediately:

Phase
Year 1
Year 2
Year 3
Year 4
Year 5

Years 6-10

Capital philosophy
£3-8M

P5-12M

#5-15M

#10-25M

#5-15M

Scale based on ROI

A P30-75M total 10-year capital program could become quite substantial, but | would deliberately avoid locking you into

that number before the land inventory is known.

You have the unusual advantage of being able to fund the project without making debt the central design constraint.

That means we should optimize for return on deployed capital, not simply "how much can | build?"

30. Financial Reality Check
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Here is the most important warning.
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Commodity farming alone is not a fantastic business.

Rice illustrates this.
The national 2025 average net return was only around:

P£18,476/ha. (Philippine Statistics Authority)

Even if your operation eventually doubles that, 100 hectares of rice would not automatically create a huge business.

Therefore:

The real economic opportunity is vertical integration.

Your profit stack becomes:

FARM PROFIT
+

DRYING MARGIN
+

STORAGE MARGIN
+

MILLING MARGIN
+

TRADING MARGIN
+

PACKAGING MARGIN
+

BRAND MARGIN
+

CUSTOM SERVICE REVENUE

That is why the 1940 family mill is strategically important.

31. Risk Architecture

Risk

Typhoon

Flood

Drought
Landslide
Commodity prices
Labor

Equipment failure
Theft

Power outage

Fuel price

Mitigation

Crop diversification
Drainage/elevation

Water storage

No annual crops on steep land
Processing/value-added
Mechanization

Spare parts/workshop
CCTV/GPS/security

Solar + generator

Solar irrigation

https://docmost.gravelcloud.com/s/general/p/ai-04681-project-leyte-agricultural-plan-WsMmLHD9Gr

65/91


https://psa.gov.ph/content/average-cost-palay-production-philippines-estimated-php-1326-kilogram-2025?utm_source=chatgpt.com

9/7/26, 11:13 AM Al-04681 Project-Leyte Agricultural Plan

Disease Monitoring + agronomy
Market Multiple buyers

Poor roads Central logistics
Fragmentation Zone-by-zone mechanization
Owner dependence Farm manager + SOPs

Leyte's documented exposure to typhoons, floods and other natural hazards makes resilience a core capital-design

requirement, not an optional insurance feature. (SAAD)

32. The 90-Day Plan

This is where | would start before buying tractors.

Days 1-30 — Intelligence

Create the Land Master Database

For every parcel, record:

Field Required
Parcel ID

Location

GPS coordinates
Area
Title/documentation
Current use
Elevation

Slope

Soil

Road access

Water

Electricity

Flood history
Typhoon damage
Current crop

Ownership/tenure

N N N N N N N N N N N N N SRR

Neighboring parcels
Hire
1. Licensed geodetic surveyor

2. Agronomist
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3. Civil/agricultural engineer
4. Accountant

5. Local legal/title professional

33. Days 31-60

Perform:

Soil

» pH

» organic matter
» N

» P

» K

» Ca

» Mg

» micronutrients

» texture

Water

» source

» flow

» quality

» seasonal availability

» pumping requirements

Terrain

» elevation
» slope

» drainage

» flood paths

Market

Interview:

» rice traders

» corn buyers

» feed mills

» rice mills

» coffee buyers

» DTI

» DA

» cooperatives

» |ogistics companies

34. Days 61-90

Al-04681 Project-Leyte Agricultural Plan
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Select:

Pilot Area

| recommend:

10-20 hectares initially, not the whole estate.

For example:

Crop
Rice
Corn
Coffee
Cacao

Experimental

Then build the operating system around it.

Al-04681 Project-Leyte Agricultural Plan

Pilot
5-8 ha
3-5ha
2-3 ha
1-2 ha
1 ha

35. Government Agencies to Engage

Your initial government/technical network should include:

» Department of Agriculture

» Philippine Center for Postharvest Development and Mechanization

» Philippine Statistics Authority

» DA Regional Field Office VIl

» Agricultural Training Institute

» National Irrigation Administration
» Bureau of Soils and Water Management
» Bureau of Plant Industry

» Department of Trade and Industry
» Provincial Agriculture Office

» Municipal Agriculture Office

» DENR where applicable

» DAR where applicable

» local engineering/building authorities

There is already an active agricultural-extension ecosystem in Leyte; for example, ATI Eastern Visayas has been running rice,

coffee/cacao nursery and farm-business training programs in Leyte. (ATl Central Office)

36. What NOT to Buy During the First 90 Days

This is critical.

Do NOT buy yet:
»€ 200+ hp tractor

> huge combine
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> autonomous tractor
X giant grain elevator
> massive rice mill
X large fleet of trucks
> expensive robotic equipment
> huge solar/battery installation
> giant warehouse
> 50 drones
» complicated Al system

First determine:

Al-04681 Project-Leyte Agricultural Plan

What is the actual acreage, field geometry, crop mix and production volume?

37. What | Would Buy First

The first serious purchases would be:

Tier 1

GIS + survey + soil testing

Tier 2
35-60 hp tractor + implements

Tier 3

drainage/water infrastructure

Tier 4

drone + weather station + sensors

Tier 5

trailer + utility equipment

Tier 6

workshop + spare parts

Tier 7

harvesting contracts

Tier 8
dryer

Only after production volume is proven:

Tier 9

mill + storage
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38. The Ultimate Farm Configuration | Recommend

If the land inventory supports it, my target mature configuration would look approximately like this:

LEYTE AGRICULTURAL ENTERPRISE

100% LAND

ANNUAL PERENNIAL CONSERVATION
CROPS CROPS
|
T : 1 T : 1
Rice Corn  Coffee Cacao
30% 25% 15% 10%

Coconut / Agroforestry
10%

Conservation
10%

That is an illustrative percentage, not a prescription before surveying your land.

39. The Mature Business

At maturity | would want your company to operate four businesses:

1. Agricultural Production
Rice

Corn

Coffee

Cacao

Coconut

2. Agricultural Services
Planting

Spraying

Harvesting

Drying
Custom milling

3. Agricultural Processing
Rice

Corn

Coffee
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4. Consumer Products

Branded rice
Corn products
Roasted coffee
Specialty coffee

This gives you several independent revenue streams.

40. The Most Important Strategic Insight
The project should not be:
"How do | farm like an American?"
It should be:
“"How do | build the Filipino equivalent of an American precision-agriculture company?"
The difference is enormous.
America gives you:
technology + mechanization + management + precision + scale
Japan gives you:
small-field mechanization + rice expertise
Australia gives you:
water management + remote agriculture
The Philippines gives you:
tropical crops + lower-cost labor + local market knowledge + existing agricultural infrastructure
Leyte gives you:
rain + fertile agricultural zones + rice + corn + coconut + geographic diversity
And your family gives you:
land + a historical milling business + local roots + an existing house/base.

That combination is unusually interesting.

41. My Final Recommendation

| would build this in the following sequence:

PHASE 1
LAND INTELLIGENCE
!
GIS + SOIL + WATER
{
PHASE 2
10-20 HA PILOT FARM
l
PHASE 3
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MECHANIZATION
l
PHASE 4
DRYING + STORAGE
1
PHASE 5
FAMILY MILL REVIVAL
1
PHASE 6
COFFEE + CACAO SYSTEM
l
PHASE 7
CUSTOM FARM SERVICES
1
PHASE 8
VALUE-ADDED FOOD
1
PHASE 9
PRECISION / AUTOMATION
!
PHASE 10
REGIONAL AGRICULTURAL
ENTERPRISE

And the philosophy should be:

Don't maximize acres.

Maximize productive acres.

Don't maximize machinery.

Maximize machinery utilization.

Don't maximize crop volume.

Maximize value captured per kilogram.
Don't eliminate humans.

Eliminate unnecessary manual work.

Don't build a farm that requires you.

Build a farm that can operate without you.

That last point is particularly important for a 10-year retirement project.

Current data points that materially change the plan
The research gives us several strong anchors:

» Leyte is the dominant palay-producing province in Eastern Visayas, with 115,998 MT in Q1 2026. (Philippine Statistics
Authority)

» Leyte produced 6,539 MT of corn in Q1 2025, about 60% of regional corn production, with white corn overwhelmingly
dominant. (Philippine Statistics Authority)

» Q2 2026 national corn farmgate price was #18.50/kg. (Philippine Statistics Authority)
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» Q2 2026 national palay farmgate price was #22.14/kg. (Philippine Statistics Authority)

» National 2025 palay production cost was #13.26/kg, with #18,476/ha average net return. (Philippine Statistics Authority)

» Philippine rice mechanization is increasing rapidly, including large deployments of tractors, combines, dryers and precision
seeders. (Ag Department Portal)

» Coffee prices have recently been unusually strong, with Q3 2025 farmgate prices around #193/kg for Robusta and
#171/kg for Arabica. (Philippine Statistics Authority)

» Leyte already has active government programs supporting mechanization, irrigation, rice, corn, coffee and cacao. (EV

Regional Office)

The next step | would take

The single missing piece preventing me from turning this into your actual farm blueprint is your parcel inventory.

| would build the next version around an actual Leyte Land Master Database containing every parcel, its acreage, location,
elevation, slope, current condition, access, water and intended crop.

Once those numbers are available, we can turn this conceptual master plan into the real thing:
Parcel — Crop — Yield — Machinery — Infrastructure - CAPEX — OPEX — Revenue — ROl — 10-year cash flow.

That is where we stop talking about "farming" and start designing your actual agricultural enterprise.
Claude

Merida, Leyte Agricultural Master Plan

A 10-Year Blueprint for a Modern, Mechanized, Commercially Viable Farm & Processing Enterprise

Prepared for: land owner and manager, Merida, Leyte, Philippines Basis: family land in several parcels around Merida; house
already in Merida; family history operating a rice and corn mill in Merida since c. 1940; retiree with investment capital; goal is

management, not manual labor.

How to read this document: Every section separates Facts (sourced, verifiable), Assumptions (reasonable defaults you should
confirm), and Estimates/Recommendations (my judgment calls, meant to be tested against your actual parcels). Peso figures
use P and are 2025-2026 order-of-magnitude figures from Philippine sources, not quotes — get local quotes before

committing capital.

1. Executive Summary

You are not starting from zero. You have four assets most aspiring Philippine agri-entrepreneurs lack: (1) land that's already
paid for, (2) housing already in place, (3) a family brand and institutional memory in rice/corn milling going back roughly 85
years, and (4) capital that doesn't depend on the farm's own cash flow to survive its early years. That combination changes the
right strategy: you can afford to under-plant and over-engineer the first two years — building drainage, roads, water
control, and a milling/processing hub before you scale acreage — rather than rushing into full production the way a cash-

constrained smallholder must.

The core tension in this plan is that American row-crop mechanization does not transplant directly to Leyte. U.S. corn
economics work because one operator with a $400,000 combine can harvest 1,000+ contiguous, flat, drained acres in days.
Your land is almost certainly multiple smaller, possibly non-contiguous, possibly sloped parcels in a typhoon-exposed, high-
rainfall (Merida averages roughly 1,600 mm of rain over ~269 rainy days a year — see §2) tropical environment with a
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fragmented smallholder-scale equipment market. The right model borrows the logic of American farming — precision inputs,
data-driven decisions, minimizing routine labor, mechanizing the bottleneck operations — while sizing the equipment and
crop mix to Philippine/Leyte realities: 2-wheel and compact 4-wheel tractors, shared or contracted combine services rather
than owned combines, drainage and slope management before yield optimization, and a diversified portfolio (rice + corn +

coffee + tree/perennial crops + processing) rather than a monocrop bet.

My recommended posture, in one sentence: build a small, professionally-run integrated grain-and-coffee operation with
a processing/milling hub at its center, mechanize the labor bottlenecks (land prep, harvest, drying, milling) rather than
every operation, hire a working farm manager and agronomist from year one, and treat years 1-2 as a paid
pilot/diagnostic phase, not a production phase.

2. Modern American Corn Farming, Explained

Fact base: this section describes typical large-scale U.S. Corn Belt practice (lowa/lllinois/Nebraska-type operations), which is

the implicit reference point in your brief.

Land preparation

Soil is tested every 2—4 years on a grid (often 2.5-acre cells) for pH, N-P-K, and micronutrients; results feed a GIS field map
used to generate variable-rate lime and fertilizer prescriptions. Tile drainage (buried perforated pipe) is standard in the wetter
Midwest to pull the water table down fast enough for early planting. Most large farms have shifted to no-till or strip-till to cut
fuel, labor, and erosion, tilling only the seed row rather than the whole field.

Planting

A single operator plants hundreds of acres a day using a tractor with GPS autosteer (accurate to ~1 inch with RTK correction)
pulling a 16-24 row precision planter. Vacuum or finger seed meters singulate seed for even spacing; seed is pre-treated with
fungicide/insecticide; variable-rate planting adjusts population (28,000-36,000 seeds/acre) by soil zone using the same GIS

map as fertility. Depth (~1.5-2 inches) and row spacing (usually 30 inches) are held tight by hydraulic down-force control.

Irrigation and water management

Most Corn Belt corn is rain-fed; irrigated corn (Nebraska, Kansas, western regions) mostly uses center-pivot systems drawing
from wells, controlled remotely and increasingly triggered by soil-moisture sensors and weather-station data rather than a
fixed calendar. Fertigation (injecting nitrogen through the pivot) lets farmers split-apply fertilizer through the season instead
of front-loading it.

Crop maintenance

Weeds are controlled mainly with pre- and post-emergence herbicides on herbicide-tolerant hybrids; insects and disease are
managed through scouting (increasingly drone- and satellite-imagery-assisted, with Al/computer-vision flagging stress zones)
and variable-rate spraying that only treats the affected area. Biological controls are used but remain secondary to chemical

control in commodity corn.

Harvest

A combine harvester with a corn head (8-24 rows) cuts, threshes, and cleans in one pass, unloading on the go into a grain
cart pulled alongside by a tractor, which trucks the grain to on-farm or elevator grain dryers (corn is often harvested at 20—
25% moisture and dried to 15% for storage). Grain is stored in steel silos/bins with aeration fans, then sold later in the year

when prices are favorable, or delivered directly to an elevator.
Labor — "where are the humans?"
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Scale Typical people involved What they do

50 acres 1 (often part-time/second job) Owner-operator does everything

personally; may hire custom harvest

100 acres 1 Same, full-time for this farm alone or
combined with off-farm work

500 acres 1-2 Operator + occasional part-time help at
planting/harvest peaks

1,000 acres 2-3 Operator, one hired hand, custom
applicator/harvester contracted in

5,000 acres 4-8 Owner/manager, 2—4 equipment

operators, a mechanic, an agronomist
consultant (often contracted)

What's automated: steering, seed placement, basic spraying rates, irrigation scheduling, grain handling. What still requires
humans: strategic decisions (what to plant where, when to sell), equipment troubleshooting, agronomic judgment calls under
unusual conditions (disease outbreaks, weather anomalies), and business/financial management. The headline fact for your
planning: the U.S. model achieves low labor per acre through farm size, not through technology alone — a 24-row
planter is only "efficient" if there are thousands of acres to justify its cost. On a handful of hectares, the same logic argues for

shared or contracted mechanization, not ownership of full-size American iron.

3. USA - Leyte Technology Transfer Matrix

American Practice Copy Directly Modify Don't Use Reason

GPS/autosteer v Useful on your largest,
most regular parcel
only; RTK base station
is a shared/regional
investment, not per-
farm

Precision planters (16— Wrong scale entirely;

24 row) use a rice transplanter
or a small precision
seeder instead

Full-size row-crop Too large for

tractors fragmented, sloped,
wet parcels and narrow
access roads

Compact/utility v Right scale for

tractors (25-50 HP) Philippine smallholder-
to-mid parcels

Combine harvesters v Don't buy — contract a
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Corn shellers v

Drones v
(scouting/spraying)

Satellite imagery v

Soil sensors v

Automated/center- v

pivot irrigation

Drip/micro-irrigation v

Weather stations v
Fertigation v
No-till / strip-till v
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§9); ownership
utilization will be too

low

Small mechanical
shellers are cheap,
proven, and
appropriate

Scouting drones are
increasingly affordable
and useful; spray
drones are viable for
coffee/tree crops on
slopes where ground
rigs can't go
Free/low-cost (Sentinel-
2, Planet) — no reason
not to use it

Useful for irrigated
blocks (coffee,
vegetables); less critical

for rain-fed corn/rice

Wrong crop/terrain fit;
Leyte corn and lowland
rice are rain-fed with
supplemental pump
irrigation, not pivot-
scale

Right fit for coffee,
vegetables, fruit trees

Cheap, high value,
especially for typhoon
and planting-window

decisions

Feasible for
coffee/vegetable
blocks on drip; not for
rain-fed grain
Erosion-control logic
applies strongly on
Leyte's slopes; full U.S.-
style no-till machinery
isn't necessary —
hand/animal-assisted

minimum-till achieves
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Conservation
agriculture (cover
crops, residue
retention)

Crop rotation

Variable-rate fertilizer

Grain dryers

Grain storage/silos

Farm management

software

Solar power

Batteries

loT / remote

monitoring

Al-04681 Project-Leyte Agricultural Plan
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similar goals at
smallholder scale

Directly relevant to
typhoon/erosion

resilience

Rice-corn-legume
rotations are already
standard Philippine

practice

Do it manually by field
zone rather than via
GPS-linked spreader at
this scale

Essential — wet-
season harvest
moisture control is a
bigger constraint here
than in the U.S. Corn
Belt

Sized down; hermetic
bag/cocoon storage is
often more cost-
effective than steel
silos below a few

hundred tons

Low-cost Saas (e.g.,
FarmLogs-type or local
apps) works at any
scale

Strong fit — supports
pumps, dryers, milling,
remote monitoring,
and typhoon-driven

grid outages

Pairs with solar for
irrigation pumps and
milling equipment
This is how you
manage the farm while

not personally present
—see §12
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Al / computer vision v Use commercial off-
the-shelf tools
(satellite crop-stress
apps) rather than
building custom Al

Autonomous v Not economically
equipment (self- justified at your likely
driving tractors, scale; revisit only after
robotics) years of proven cash

flow at Phase 5

4-5. Corn and Rice Systems for Merida

Site conditions that drive the design (Facts)

<cite index="6-1">Merida averages a daily maximum around 28-30°C year-round and about 1,598 mm of rain across roughly
269 rainy days a year, with the wettest months from May/June through October (peaking near 180 mm in June and October)
and the driest in February.</cite> This means: no dry-season water stress is your main corn/rice risk in most years —
excess water, waterlogging, and typhoon damage are. Leyte is on the eastern seaboard of the Philippine typhoon corridor
(Leyte was catastrophically hit by Typhoon Haiyan/Yolanda in 2013); design drainage and structural resilience for storms, not
drought.

Corn system (start to finish)

1. Land survey/soil test/GIS — commission a licensed geodetic engineer for boundary survey of each parcel (title clarity
matters for financing and any future contract-farming arrangements) and a soil lab test per field (available through
Visayas State University in Baybay, Leyte, which has strong agricultural research capacity for the region — confirm current
services).

2. Zoning & drainage — map each parcel's slope and low points; prioritize open drainage channels before any input
investment, since Merida's rainfall pattern makes standing water the default failure mode.

3. Access roads — farm-to-market road condition is usually the single biggest determinant of whether contracted harvest
equipment can even reach a parcel; audit this before buying anything.

4. Power/irrigation — supplemental pump irrigation (small diesel or solar pump + reservoir) for the Feb-April dry window
only; full irrigation infrastructure is not justified by the rainfall pattern.

5. Seed — hybrid yellow corn for feed/commercial sale, or white corn for food use, per the National Corn Programme's
target varieties; source from DA-accredited seed suppliers.

6. Planting — 2-wheel tractor + small precision seeder or contracted small 4-wheel tractor; align to the traditional local
windows noted for nearby Leyte corn areas (roughly April-May and September plantings).

7. Fertilization/weed/pest/disease — standard inorganic + organic fertilizer program per soil test; scout weekly in wet
season (fall armyworm is the dominant corn pest risk in the Philippines currently — build a scouting protocol around it).

8. Harvest — contracted small combine or manual harvest + mechanical sheller (own the sheller; contract the combine).

9. Drying — this is your highest-priority CAPEX item given the rainfall pattern: mechanical flatbed or recirculating dryer,
ideally solar-assisted, sized to your peak harvest volume.

|0. Storage/milling/transport/sale — hermetic storage bags or a small warehouse; sell to local traders, feed millers, or

(longer term) your own milling operation.

Rice system, and traditional vs. mechanized vs. proposed

https://docmost.gravelcloud.com/s/general/p/ai-04681-project-leyte-agricultural-plan-WsMmLHD9Gr
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Dimension

Land prep

Establishment

Water control

Weed/pest

Harvest

Drying/milling

Labor per hectare

Al-04681 Project-Leyte Agricultural Plan

Traditional Philippine

Carabao plow

Manual transplanting

Rainfed/gravity, poorly

controlled

Manual + backpack sprayer

Manual sickle

Sun-dried on roads/patios,

small huller

High (10-20+ person-days)

Fully Mechanized
(Japan/Australia model)

Laser-leveled, tractor-driven

Mechanical transplanter or
precision direct-seeding

Precision-leveled paddies,

automated gates

GPS-guided sprayers, drones

Self-propelled combine

Mechanical dryer, integrated

rice mill

Very low (<2 person-days)

Your Proposed System

Contracted 4-wheel tractor +
hand-finishing on
small/irregular plots

Direct seeding where terrain
allows; transplanting on

awkward parcels

Improved bunding and
gravity control; no
automation initially

Backpack + selective drone
spraying on larger
contiguous blocks
Contracted mini-combine
(#150,000-450,000-class
machines are common in-
country; you don't need to

own one)

Mechanical dryer + revived

family rice mill, modernized

Moderate-low: mechanize
the bottlenecks (harvest,
drying, milling), keep flexible
manual labor for irregular

tasks

Government leverage point (Fact): the Philippines runs the Rice Competitiveness Enhancement Fund (RCEF), which has
distributed large numbers of subsidized machines to registered rice farmer cooperatives, and a DA AgriMach program
offering up to 50% subsidy plus Land Bank financing on qualifying machinery. Registering as or partnering with an accredited
farmer association/cooperative — even as a larger private grower — is likely your cheapest path to combine and dryer access;
a 3 million combine has been cited at roughly 1.5 million after a 50% AgriMach subsidy. Confirm current eligibility rules with
your municipal/provincial Agriculture Office before assuming access.

6. Coffee Operation

Fact: <cite index="17-1">the Visayas region grows both Arabica and Robusta coffee, taking advantage of varied microclimates
and terrain, generally at altitudes of about 500-1,000 meters</cite>. Robusta additionally tolerates lower elevations and
warmer, more humid lowland conditions, is more disease-resistant, easier to grow, and higher-yielding but lower-value per kilo
than Arabica; Excelsa and Liberica are minor Philippine species better suited to specific lowland/wetland niches.

What this means for your land: if any of your Merida-area parcels sit in the interior hill country of Leyte at meaningful
elevation, that ground is your best coffee candidate — likely Robusta, with Arabica only viable if you have blocks reliably

above ~500-600 m with some slope-driven cooling. Lower, flatter parcels near town are better used for rice/corn/coconut,

https://docmost.gravelcloud.com/s/general/p/ai-04681-project-leyte-agricultural-plan-WsMmLHD9Gr
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not coffee. You need an actual elevation survey of your specific parcels before committing to a variety — this is not

something a general search can answer for you.

Coffee value chain to design

Nursery — planting (shade trees interplanted for Arabica; less shade needed for Robusta) — fertilization — pruning —
pest/disease control (coffee berry borer is the primary regional pest risk) — harvest (selective hand-picking of ripe
cherries — this stays labor-intensive even in fully mechanized systems worldwide) — pulping — fermentation —
washing — drying (raised beds or mechanical dryer, critical given Merida's rainfall) — hulling — roasting — packaging

— sales.

A "Merida/Leyte-origin” branded coffee is a realistic 5-10 year value-add play: the family milling heritage gives you a
genuine origin story, and Philippine specialty coffee (particularly well-processed Robusta and micro-lot Arabica) has a growing
domestic specialty-cafe market plus export niche interest. This should be a Phase 3-4 initiative once your first plantings are
producing, not a Year 1 commitment.

7. Other Crops — Diversification Screen

Crop Profitability Resilience Mechanization fit Labor intensity Verdict
(typhoon/flood)
Coconut Moderate, slow to  High — coconutis Low Low ongoing Keep/expand as a
bear (5-7 yrs) one of the more long-term asset
typhoon-tolerant layer, especially
tree crops on marginal or

steep ground

unsuited to annual

crops
Banana Good, fast cash Low — very wind-  Low-moderate Moderate Small block for
flow vulnerable cash flow and

home/local market
only; don't over-
invest given

typhoon exposure

Cacao Good long-term, Moderate Low Moderate Attractive
growing PH intercrop under
demand coconut; slower

payoff, worth a

pilot block

Abaca Niche but Moderate Low High Worth a pilot
Leyte/Eastern given regional fit;
Visayas has real verify current
abaca tradition buyer/market
and export access locally
demand

Sugarcane Needs scale and Moderate High (contract) Low if contracted  Only viable if a mill
mill access to be is genuinely

https://docmost.gravelcloud.com/s/general/p/ai-04681-project-leyte-agricultural-plan-WsMmLHD9Gr
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Cassava

Vegetables

Fruit trees (mango,

citrus, jackfruit)

Bamboo

Livestock
(cattle/goats)

Poultry
(broiler/layer)

Aquaculture

viable

Reliable, low-risk,
feed/food market

High value, fast

cycle

Good long-term

Low direct
revenue, high
erosion-control

value

Moderate, steady

Good cash flow,

fast cycle

Site-dependent

High

Low (rain/wind

damage)

Moderate-high

Very high

Moderate

Needs storm-

proof housing

Flood-vulnerable

unless well-

engineered

Moderate

Low

Low

Low

Low

Moderate (can be

highly automated)

Low-moderate

Al-04681 Project-Leyte Agricultural Plan

Low-moderate

High

Low ongoing

Low

Moderate

Low with

automation

Moderate

accessible;
otherwise skip

Good
rotation/fallback
crop, not a
centerpiece

Small high-value

block for cash flow
and diversification,
not a core acreage

crop

Boundary/marginal
-land plantings,
long-term asset

value

Plant along
waterways/slopes
for erosion control
and future
construction-
material value, not

as a revenue crop

Good complement
— grazes marginal
land, converts crop

residue

Strong candidate
for a semi-
automated
enclosed
operation —
feed/water
automation
genuinely reduces
daily labor here

Only pursue if a
parcel has
confirmed suitable
water
source/quality;

don't force it

Recommended diversified portfolio (a hypothesis to test against your actual parcels): rice + corn (grain core), coffee

(highest long-term value-add), coconut + cacao intercrop (long-term asset layer on marginal land), a modest automated

https://docmost.gravelcloud.com/s/general/p/ai-04681-project-leyte-agricultural-plan-WsMmLHD9Gr
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poultry unit (reliable cash flow, low daily labor), and bamboo/fruit trees on boundaries and slopes for erosion control and
future value. Treat banana, vegetables, sugarcane, and aquaculture as opportunistic, not foundational.

8. Integrated Farm & Milling Strategy
Your single biggest structural advantage is the family milling history. The integration logic:

Farm (rice, corn) — Drying — Storage — Milling (revived/modernized rice & corn mill) — Processing (rice bran/hull,
corn byproducts — feed or biochar) — Packaging — Distribution (local traders, wet markets, feed millers, eventually
branded retail) — Sales, with a parallel coffee value chain (pulping — processing — roasting — branded retail) feeding the

same management/logistics backbone.

Byproduct opportunities worth designing in from the start: rice hull into biochar or hull-fired dryer fuel (a genuinely useful
circular-economy move — hull-fired dryers are established technology in the Philippines), rice bran into animal feed (dovetails
with the poultry/livestock line), coffee pulp into compost, and solar generation to offset milling/drying electricity draw. The
mill is the natural "hub" of the whole enterprise — it's the one piece of infrastructure that touches nearly everything else you
produce, and it's the piece with the strongest emotional and reputational connection to your family's history in Merida.
Recommendation: make "modernize and reopen the family mill as the processing hub" an explicit, named Phase 2-3

project, not an afterthought.

9. CAPEX Categories (What to Evaluate)
(Full itemized shopping list with costs is in §10 below.)

» A. Land development: surveying, GIS, drainage, farm roads, fencing, gates — do this first, cheaply, before any equipment
purchase.

» B. Water infrastructure: given the rainfall profile, prioritize drainage over irrigation; add a modest solar pump + small
reservoir for dry-window supplemental watering of coffee/vegetables only.

» C. Machinery: buy small (2-wheel/compact 4-wheel tractor, sheller, sprayer), rent or contract anything large or seasonal
(combine harvesters, land-leveling equipment).

» D. Post-harvest: mechanical dryer and the mill itself are your top-priority capital items — more important than any field
machinery.

» E. Coffee infrastructure: nursery, pulper, fermentation/washing setup, raised drying beds, small huller — modest cost,
high payoff once trees mature.

» F. Technology: weather station, basic soil-moisture sensors on irrigated blocks, farm management software, security
cameras, a satellite-imagery subscription for remote crop monitoring.

» G. Energy: solar + battery for pumps, dryer blowers, and mill motors, with a diesel generator as typhoon-outage backup

— grid reliability after storms is a real Leyte-specific risk.

10. Phased Shopping List

Costs are order-of-magnitude estimates in Philippine pesos, to be replaced with real dealer quotes. "New/Used" and
"Buy/Rent/Contract" are recommendations, not facts.

Phase 1 — Essential (Year 1)

Item Qty New/Used Buy/Rent/Contrac Est. Cost (P) Purpose
t
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Boundary survey

(all parcels)

Soil testing (per
field)
Drainage/road

clearing

2-wheel hand
tractor

Compact 4-wheel
tractor (25-35 HP)

+ basic implements

Sprayer (backpack
+ boom option)

Weather station

Corn sheller (small
mechanical)

Farm management

software

Phase 2 — Productivity (Year 2)

Item

Mechanical grain
dryer

(flatbed/recirculatin

9)

Rice/corn combine

harvest service

Hermetic storage
(bags/cocoons or

small warehouse)

Coffee nursery

setup
Drip irrigation
(coffee/vegetable

block)

Small solar pump

+ reservoir

1 lot

per field

1

2-3

1

1

1 subscription

Qty

1

seasonal

as needed

1-2 ha
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New

New or good used

New

New

New

New/Used

New

New

New

New

New

Contract (geodetic

engineer)

Contract (VSU/DA
lab)

Contract (backhoe
hire)

Buy

Buy

Buy

Buy

Buy

Subscribe

Buy/Rent/Contrac
t

Buy

Contract

Buy

Buy

Buy

Buy
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100,000-300,000

3,000-8,000/field

300,000-800,000

80,000-150,000

each

700,000-1,300,000

5,000-60,000 each

30,000-100,000

40,000-100,000

10,000-50,000/yr

Est. Cost (P)

500,000-2,000,000

~2,000-4,000/ha

per pass

150,000-600,000

100,000-300,000

150,000~
400,000/ha

200,000-500,000

Title clarity, GIS
baseline

Fertility baseline

Fixes the #1
Merida risk factor

Small-plot land
prep

Core land
prep/hauling

Crop protection

Planting/harvest
timing, typhoon

warning

Post-harvest

Records,
dashboards

Purpose

Highest-leverage
post-harvest asset

Harvest
bottleneck, don't

own

Loss prevention

Coffee program
start
Dry-window

resilience

Supplemental

irrigation
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Phase 3 — Processing (Years 3-4)

Item

Rice mill
modernization
(revive family mill)
Coffee
pulper/fermentatio

n/wash line
Small coffee huller

Coffee roaster

(small commercial)

Warehouse/proces
sing shed

expansion

Solar array sized to

mill/dryer load

Phase 4 — Automation (Years 5-6)

Item

Soil-moisture
sensor network

(irrigated blocks)
Scouting/spray

drone

Remote
monitoring
cameras +

connectivity

Automated poultry
housing
(feed/water)

Battery storage
expansion

Phase 5 — Expansion (Years 7-10)

Item

Second compact

tractor / additional

Qty

Qty

as needed

site-wide

1 unit

Qty

as needed

Al-04681 Project-Leyte Agricultural Plan

New/Used

Rehab existing +
new components

New

New

New

New build

New

New/Used

New

New

New

New

New

New/Used

New/used

Buy/Rent/Contrac
t

Buy/rehab

Buy

Buy
Buy

Buy

Buy

Buy/Rent/Contrac
t

Buy

Buy

Buy

Buy

Buy

Buy/Rent/Contrac
t

Buy
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Est. Cost (P)

1,500,000-
5,000,000

150,000-400,000

150,000-350,000

300,000-1,200,000

1,000,000-
3,000,000

800,000-2,000,000

Est. Cost (P)

5,000-
15,000/sensor

200,000-800,000

150,000-400,000

500,000-1,500,000

400,000-1,000,000

Est. Cost (P)

700,000-1,300,000

Purpose

Central processing
hub

Coffee wet

processing

Coffee dry milling

Value-
add/branding

Houses mill +

storage

Energy

cost/resilience

Purpose

Data-driven

irrigation

Coffee/tree-crop

pest management

Off-site

management

Low-labor cash-

flow line

Backup power for

mill/dryer

Purpose

Scale with proven

acreage
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implements

Additional coffee  as needed
processing capacity

Branded 1
packaging line

Cold storage (if as needed

fruit/vegetable line

expands)

Al-04681 Project-Leyte Agricultural Plan

New Buy
New Buy
New Buy/rent shared

facility

Variable Match to mature

tree volume

500,000-1,500,000 Retail/export-

ready coffee & rice

Variable Only if that line

proves out

ROI/utilization discipline: anything that would sit idle more than ~9 months a year (combine harvesters, land-levelers, large

tractors) should be contracted, not owned, until your acreage genuinely justifies dedicated equipment — this is the single

most common overcapitalization mistake in smallholder-to-midsize Philippine farm buildouts.

11. Workforce Plan

Role

Farm Manager

Agronomist

Equipment Operator(s)

Mechanic

Irrigation Technician

Farm labor (planting, weeding, harvest
support, coffee picking)

Security

Accountant/Bookkeeper

Driver

Processing/Mill Staff

Full-time / Seasonal / Outsourced

Full-time

Seasonal/consulting initially, full-time

by Phase 3

Full-time (1-2)

Outsourced/on-call initially

Combined with equipment operator

role early

Seasonal

Full-time (1) or contracted agency

Part-time/outsourced

Combined with farm manager or

operator role early

Seasonal — full-time by Phase 3

Notes

Your day-to-day proxy; hire first, before

most equipment purchases

Can be shared/contracted early (VSU

extension, DA, private consultants)

Runs the compact tractor and handles
routine mechanical tasks; can double as
mechanic-in-training

Bring in-house only once equipment

fleet justifies it (~Phase 3+)

Separate role only once drip/coffee
acreage is substantial

Hire locally; coffee picking especially
stays labor-intensive by nature

worldwide

Especially once equipment/mill value

grows

Philippine bookkeeping/BIR compliance

from day one, even at small scale

Separate role once transport volume

grows

Scales with milling volume

Organizational shape, Year 1-2: You (owner/strategic decisions) — Farm Manager (operations) — {Equipment Operator, Farm

Labor (seasonal), Contracted Agronomist, Contracted Bookkeeper}. By Year 5: You — Farm Manager — {Agronomist,

Operations Lead (equipment + irrigation), Mill/Processing Lead, Farm Labor crew, Security, Bookkeeper, Driver}.

https://docmost.gravelcloud.com/s/general/p/ai-04681-project-leyte-agricultural-plan-WsMmLHD9Gr
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12. Technology & Automation Architecture

Al-04681 Project-Leyte Agricultural Plan

Flow: Sensors (weather station, soil moisture, dryer temperature/humidity) — Cellular/Wi-Fi gateway — Cloud database —

Farm management dashboard — Alerts/analytics — you and your Farm Manager review and decide — instructions to

equipment/crew.

Practical building blocks for remote monitoring from anywhere:

» Weather station + typhoon alerting feeding your phone directly — the single highest-value sensor given Leyte's storm

exposure.

» Security cameras on the mill/warehouse/equipment yard, cloud-recorded, viewable remotely.

» GPS tracking on the tractor and any vehicles (theft deterrence + usage/fuel monitoring).

» Inventory and harvest tracking in a farm management app — what's in storage, what's been sold, what's still in the field.

» Financial dashboard (even a well-built spreadsheet or a light accounting SaaS) reconciled monthly by your bookkeeper,

reviewable by you remotely.

» Satellite crop-stress imagery (Sentinel-2-based free tools or a paid ag-tech app) reviewed weekly to flag fields needing

an in-person look from the manager.

This is deliberately a light stack — the goal is visibility and exception-flagging for you as an absentee/semi-absentee owner,

not a full precision-ag build-out that only pays off at much larger scale.

13. 10-Year Roadmap

Year

Focus

Survey,

design, pilot

Infrastructure
& first real

production

Mechanizatio

n

Processing

Acres/Ha
Developed

Survey all;
actively work
20-30%

50-70% of
usable land

Full usable
land in grain

rotation

Same

footprint,

Crops

Rice + corn
pilot blocks
only

Rice, corn,
first coffee

nursery/planti
ng

Rice, corn,
coffee
establishing

+ mill output,
+ poultry
pilot

Approx.
CAPEX (P)

1.5-3M

2-4M

1.5-3M

3-6M

Approx.
OPEX (P/yr)

0.5-1™M

1-2M

2-3M

2.5-3.5M
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Key
Milestones
Hire
manager,
complete
surveys/soil
tests, fix
drainage, first

pilot harvest

Dryer
installed, first
full-season
harvest,
coffee
planted

Reliable
contract-
harvest
relationships,
mill rehab
begins

Mill
operational,
poultry unit

Your Focus

Hiring, site
visits,
defining
parcel-by-

parcel plan

Infrastructure
decisions,
financing,
supplier

relationships

Mill project

oversight

Quality
control,
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10

Optimization

Expansion

Automation

Value-added

products

Scaling

Mature
integrated
enterprise

adding
processing

Same
footprint,
higher
yield/ha

+10-20%
new land

brought in

Same

footprint

Same
footprint

Evaluate
further land

expansion

Stable
footprint or
planned

expansion

Al-04681 Project-Leyte Agricultural Plan

Full portfolio,
first coffee
harvest

Add
cacao/coconu
t intercrop
blocks

Sensor
network,
drone

scouting live

Roasted/pack
aged coffee,
milled rice
brand

Full mature
portfolio

Full
diversified,
branded
output

3-4M

3.5-4.5M

4-5M

4.5-5.5M

5-6M

6-7M

running,
coffee wet-
processing
line in

First coffee
crop, refine
agronomy
from 4 years
of data

Branding
work begins
for rice/coffee

Remote
monitoring
stack

complete

First branded
retail sales

Assess ROI
across all
lines, decide
on further
land

Enterprise
runs with
minimal
owner

involvement

market

relationships

Reviewing
dashboards,
tightening

operations

Brand and
market

decisions

Strategic
review, less
day-to-day
involvement

needed

Marketing/dis
tribution

partnerships

Capital
allocation
decisions

Succession/le
gacy
planning,
possibly
bringing in
family (RN
daughter,
MD son, if of
interest to
them)

(CAPEX/OPEX figures are rough planning-level estimates for a modest, multi-parcel smallholder-to-midsize operation — not a

quote. Real numbers depend entirely on how much land you actually have and its condition, which this plan cannot know without

a site survey.)

14. Financial Model Framework
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Facts to anchor assumptions: <cite index="16-1">national palay (unhusked rice) yields have recently run around 3.9 metric

tons per hectare, and corn yields around 2.9-3.0 metric tons per hectare</cite>, with <cite index="9-1">the DA's National

Corn Programme targeting about 5.17 MT/ha for yellow corn and 2.29 MT/ha for white corn</cite> as an improvement goal

— treat national averages as your conservative-scenario yield anchor and DA targets as your base/aggressive-scenario

aspiration once mechanization and inputs improve. <cite index="13-1">0ne cited example used a farmgate reaper/harvest-

sharing arrangement yielding about 100 cavans (55 kg each) per hectare shared with harvest-crew payment</cite> —

illustrating that harvest-labor arrangements, not just yield, materially affect your net take in traditional systems;

contracted mechanical harvest changes this cost structure.

Crop

Rice
(irrigated/rainfed
lowland)

Corn (yellow, feed)

Coffee (Robusta)

CAPEX driver

Land prep, dryer

share, mill

Land prep, seed,
fertilizer

Nursery, planting,

processing line

Annual OPEX/ha

(rough)

£35,000-55,000

£#30,000-50,000

£15,000-25,000
(post-

Yield/ha
(conservative —

aggressive)

3.5 - 5.5 MT palay

3.0 - 52 MT

Near-zero years 1-

2, rising from year

Farmgate price
(illustrative,
verify current)

Variable, market-
dependent —
confirm current
PSA farmgate
figures before
modeling

Variable, feed-
market linked

Specialty/branded

premium possible

Payback horizon

3-5years to
positive cash flow
post-infrastructure

2—-4 years

5-7 years to

positive cash flow

establishment) 3, mature ~4-5 by Phase 3-4 (tree crop)

Scenario structure to build once real parcel data exists:

» Conservative: national-average yields, no subsidy access, all harvest/processing contracted at market rate, no branding
premium.

» Base: DA-target yields via improved inputs/mechanization, RCEF/AgriMach subsidy access secured, mill operating by Year
4.

» Aggressive: base case plus successful branded coffee/rice premium pricing and a functioning processing/distribution
business by Year 6-7.

| have deliberately not filled in a specific peso net-income projection here, because doing so would require your actual
hectares, parcel-by-parcel soil/slope conditions, and current local labor/input/farmgate prices — plugging in generic numbers
would give false precision. The right next step is a working spreadsheet model built from your surveyed parcel data (I can build

that with you once you have those figures).

15. Risk Analysis & Mitigation

Risk Mitigation

Typhoons/wind damage Storm-resistant structure design (mill, dryer, poultry housing);
prioritize typhoon-tolerant crops (coconut, cassava) on most
exposed parcels; insurance where available (PCIC crop

insurance)
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Flooding/waterlogging

Landslides

Crop disease/pests (fall armyworm in corn, coffee berry

borer, rice blast)

Commodity price swings

Labor shortages

Equipment breakdown

Fuel/electricity cost & reliability

Theft

Fragmented parcels / access

Financing risk

Government regulation/permits

Al-04681 Project-Leyte Agricultural Plan

Drainage investment is Phase 1, not optional; avoid low-lying
parcels for coffee/tree crops that can't tolerate wet feet

Avoid planting annual/row crops on steep slopes identified in
survey; use those zones for tree crops/bamboo with root-
holding value instead

Scouting protocol from day one; agronomist relationship; DA

extension support

Diversified portfolio (grain + tree crop + processing) so no
single price move sinks the whole enterprise; storage
capacity to sell into price recoveries rather than at harvest-

time lows

Mechanize genuine bottlenecks; build relationships with local
labor pool/cooperative early rather than scrambling at peak

season

Keep spare-parts relationships with dealers (Kubota network
is strong in-country); contract rather than own low-utilization

machines

Solar + battery investment directly addresses both cost and

post-typhoon grid outage risk
Security staffing, cameras, fencing, gates as scaled in §10

Road audit before equipment purchase; may justify
prioritizing consolidation or long-term leasing of adjacent
land

Retiree capital reduces this materially versus a typical
smallholder, but still track cash reserves against the multi-

year payback horizons above, especially for coffee

Engage the Municipal and Provincial Agriculture Offices, DA
Region 8 (Eastern Visayas), and DTI/LGU business permitting

early — see §18

16. Why American Farms Use Giant Machines and Little Labor — and What That

Means for Leyte

The gap comes from a stack of structural differences, not from Philippine farmers being less skilled or less modern-minded:

average U.S. farm size is measured in hundreds of acres, Philippine average farm size in a couple of hectares, so per-

acre machinery cost only pencils out at U.S. scale. U.S. labor is expensive relative to machinery, inverting the Philippine cost

ratio where labor is comparatively cheap relative to imported equipment. U.S. fields are largely flat, contiguous, and served by

all-weather roads; much of Leyte is sloped, fragmented by inheritance patterns over generations, and served by roads that can

be seasonal-access at best. U.S. farmers have deep, cheap agricultural financing and crop insurance; Philippine smallholder

financing is thinner. And U.S. crop economics are commodity-scale (corn/soy) with thin per-acre margins made viable only by

huge volume — a model that doesn't fit a diversified, quality/brand-oriented Philippine smallholder-to-midsize operation

anyway.
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The optimal Leyte model, therefore, is not "smaller America" — it's a different playbook entirely: mechanize the true
bottlenecks (drying, milling, land prep, harvest via contracted equipment), keep flexible human labor where it's genuinely more
cost-effective and higher-quality than machinery (coffee picking, irregular-parcel tasks, quality sorting), and capture your
margin through processing and branding (the mill, the coffee brand) rather than through commodity-scale volume you don't

have the acreage to achieve.

17. If | Had Your Land, Capital, Family History, and 10 Years

| would build a diversified grain-and-coffee smallholder-to-midsize enterprise anchored by a modernized version of

your family's rice and corn mill, not a corn-belt-style monocrop operation. Concretely:

» Land allocation: grain (rice/corn) on your flattest, best-drained parcels; coffee on any elevated/sloped ground with
confirmed suitable altitude; coconut/cacao/fruit trees on marginal and boundary land; bamboo on waterways and steep
erosion-risk zones; a small automated poultry unit near the homestead for steady cash flow.

» Machinery: own only compact tractors, shellers, sprayers, and the dryer/mill; contract everything large or seasonal
(combine harvest, land-leveling).

» Infrastructure: drainage and roads first, dryer and mill rehab second, coffee processing line third — in that order,
regardless of how tempting it is to buy the exciting equipment early.

» Processing: the family mill, modernized with a hull-fired or solar-assisted dryer, as the enterprise's central hub — this is
your real differentiator and the thing no competitor can replicate.

» Workforce: a strong Farm Manager hired in month one, an agronomist on contract, and a lean full-time crew that grows
only as processing volume justifies it.

» Technology: the light remote-monitoring stack in §12 — enough to manage from Cebu, Texas, or anywhere else you split
time, without needing a full precision-ag build-out.

» Revenue/profitability arc: modest and even negative net cash flow in Years 1-2 (this is the diagnostic/infrastructure
phase you can afford to run properly because you're not cash-starved), breakeven-to-modest-positive by Years 3—4 as
grain production stabilizes and the mill comes online, meaningful positive cash flow and brand value from Year 5 onward
as coffee matures and processed/branded products come to market.

» Expansion: only after 4-5 years of real data — resist the temptation to scale acreage before you know your actual per-

hectare economics on this specific land.

18. First 90 Days

Days 1-30 — Information gathering, no major purchases

» Walk every parcel personally (or via a trusted local surveyor) and photograph/GPS-pin boundaries, slope, drainage, and
access-road condition.

» Engage a licensed geodetic engineer to formalize/confirm boundary surveys and titles for every parcel.

» Contact the Municipal Agriculturist's Office (Merida) and the Provincial Agriculture Office (Leyte) to introduce your
project and ask about current RCEF/AgriMach eligibility, cooperative registration options, and any active DA programs
relevant to corn, rice, and coffee in your area.

» Contact Visayas State University (Baybay, Leyte) — a major regional agricultural research institution — about soll
testing services, extension support, and current coffee-suitability research for your elevation range.

» Order soil tests for every parcel you're seriously considering for Year 1 cultivation.

» Interview and hire (or shortlist) a Farm Manager — this is your highest-leverage early decision.

» Do not buy any tractor, harvester, dryer, or mill equipment yet.

Days 31-60 — Design and provisional decisions
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Get soil test results back and match them against your slope/drainage map to zone each parcel (grain / coffee-candidate /
tree-crop / marginal).

Get formal quotes on drainage/road work from local contractors; schedule this work.

Get elevation readings on any hill-country parcels to settle the Arabica-vs-Robusta question for real, rather than
provisionally.

Investigate current BIR/DTI business registration requirements for whatever legal structure you'll use (sole
proprietorship, corporation, or farmer-cooperative partnership — each has different subsidy/financing implications), and
consult a local accountant or lawyer.

Shortlist tractor/dealer relationships (Kubota's network is the most established in-country) and get real quotes, but hold
off purchasing until drainage work is scheduled.

Begin coffee nursery planning if elevation data supports it.

Days 61-90 — First moves

Purchase Phase 1 essentials only: compact tractor, hand tractors, sprayers, weather station (per §10).

Begin drainage/road work if not already underway.

Plant your first pilot block (small, on your best-characterized parcel) of rice or corn — treat this as a diagnostic season,
not a production target.

Finalize Farm Manager hire and begin building the seasonal labor relationships you'll need at harvest.

Set up basic bookkeeping and a simple farm-management spreadsheet/app so Year 1 data actually gets captured from

day one.

Sources Consulted

What this document cannot do: it cannot tell you the actual size, slope, elevation, soil quality, or drainage condition of your

specific parcels — every acreage, yield, and financial figure above is a planning-level placeholder until a real site survey exists.

Merida, Leyte climate data (Wikipedia/Meteoblue)

Philippine Statistics Authority — Palay and Corn production/cost estimates, and quarterly crop outlook reporting
Philippines Department of Agriculture — National Corn Programme 2025 budget reporting (eFeedLink)

Philippine Coffee Board and Green Coffee Collective — Visayas coffee-growing altitude and variety data

Philippine agricultural machinery dealer pricing (iharvester.com/Wubota) — indicative combine/harvester pricing and
AgriMach subsidy structure

General knowledge of U.S. Corn Belt farming practice and Philippine agricultural mechanization context (not
independently re-verified per fact in this pass — treat technical descriptions of equipment/practice as informed
background, and confirm specifics with dealers/agronomists before purchasing)

The single highest-value next step is the Days 1-30 site-walk and survey, not a purchase.
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