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 ® 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 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?"

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 (16-24
row)

Wrong scale
entirely; use a
rice transplanter
or a small
precision seeder
instead

Full-size
row-crop tractors

Too large for
fragmented,
sloped, wet
parcels and
narrow access
roads

Compact/utility
tractors (25-50
HP)

Right scale for
Philippine
smallholder-to-m
id parcels

Combine
harvesters

Don't buy —
contract a
mini/mid
combine
harvester
service (see §9);
ownership




American
Practice

Copy Directly

Modify

Don't Use

Reason

utilization will be
too low

Corn shellers

Small
mechanical
shellers are
cheap, proven,
and appropriate

Drones
(scouting/sprayi
ng)

Scouting drones
are increasingly
affordable and
useful; spray
drones are
viable for
coffee/tree crops
on slopes where
ground rigs can't

go

Satellite imagery

Free/low-cost
(Sentinel-2,
Planet) — no
reason not to
use it

Soil sensors

Useful for
irrigated blocks
(coffee,
vegetables); less
critical for
rain-fed corn/rice

Automated/cent
er-pivot irrigation

Wrong
crop/terrain fit;
Leyte corn and
lowland rice are
rain-fed with
supplemental




American
Practice

Copy Directly

Modify

Don't Use

Reason

pump irrigation,
not pivot-scale

Drip/micro-irrigat
ion

Right fit for
coffee,
vegetables, fruit
trees

Weather stations

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

Fertigation

Feasible for
coffee/vegetable
blocks on drip;
not for rain-fed
grain

No-till / strip-till

Erosion-control
logic applies
strongly on
Leyte's slopes;
full U.S.-style
no-till machinery
isn't necessary
hand/animal-ass
isted
minimume-till
achieves similar
goals at
smallholder
scale

Conservation
agriculture
(cover crops,

Directly relevant
to
typhoon/erosion
resilience




American
Practice

Copy Directly

Modify

Don't Use

Reason

residue
retention)

Crop rotation

Rice-corn-legum
e rotations are
already standard
Philippine
practice

Variable-rate
fertilizer

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

Grain dryers

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

Grain
storage/silos

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

Farm
management
software

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




American
Practice

Copy Directly

Modify

Don't Use

Reason

Solar power

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

Batteries

Pairs with solar
for irrigation
pumps and
milling
equipment

loT / remote
monitoring

This is how you
manage the
farm while not
personally
present — see
§12

Al / computer
vision

Use commercial
off-the-shelf
tools (satellite
crop-stress
apps) rather
than building
custom Al

Autonomous
equipment
(self-driving
tractors,
robotics)

Not
economically
justified at your
likely scale;
revisit only after
years of proven
cash flow at
Phase 5




4-5.

Corn and Rice Systems for Merida

Site conditions that drive the design (Facts)

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. 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.

10.

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).

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.

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.

Powerlirrigation — 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.

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.
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).

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).

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

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.
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

tractor-driven

Dimension Traditional Fully Mechanized Your Proposed
Philippine (Japan/Australia System
model)
Land prep Carabao plow Laser-leveled, Contracted 4-wheel

tractor +
hand-finishing on
small/irregular plots

Establishment

Manual transplanting

Mechanical
transplanter or
precision
direct-seeding

Direct seeding where
terrain allows;
transplanting on
awkward parcels

Water control

Rainfed/gravity,
poorly controlled

Precision-leveled
paddies, automated
gates

Improved bunding
and gravity control;
no automation initially

Weed/pest

Manual + backpack
sprayer

GPS-guided
sprayers, drones

Backpack + selective
drone spraying on
larger contiguous
blocks

Harvest

Manual sickle

Self-propelled
combine

Contracted
mini-combine
(P150,000-450,000-c
lass machines are
common in-country;
you don't need to
own one)

Drying/milling

Sun-dried on
roads/patios, small
huller

Mechanical dryer,
integrated rice mill

Mechanical dryer +
revived family rice
mill, modernized

Labor per hectare

High (10-20+
person-days)

Very low (<2
person-days)

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: 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. 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, 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 "Meridal/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

tradition and

Crop Profitability | Resilience Mechanizati | Labor Verdict
(typhoon/flo | on fit intensity
od)
Coconut Moderate, High — Low Low ongoing | Keep/expan
slow to bear | coconutis dasa
(5—7 yrs) one of the long-term
more asset layer,
typhoon-toler especially on
ant tree crops marginal or
steep ground
unsuited to
annual crops
Banana Good, fast Low — very Low-moderat | Moderate Small block
cash flow wind-vulnera |e for cash flow
ble and
home/local
market only;
don't
over-invest
given
typhoon
exposure
Cacao Good Moderate Low Moderate Attractive
long-term, intercrop
growing PH under
demand coconut;
slower
payoff, worth
a pilot block
Abaca Niche but Moderate Low High Worth a pilot
Leyte/Easter given
n Visayas regional fit;
has real verify current
abaca buyer/market




Crop Profitability | Resilience Mechanizati | Labor Verdict
(typhoon/flo | on fit intensity
od)
export access
demand locally
Sugarcane Needs scale | Moderate High Low if Only viable if
and mill (contract) contracted amillis
access to be genuinely
viable accessible;
otherwise
skip
Cassava Reliable, High Moderate Low-moderat | Good
low-risk, e rotation/fallba
feed/food ck crop, not a
market centerpiece
Vegetables High value, Low Low High Small
fast cycle (rain/wind high-value
damage) block for
cash flow and
diversification
, hot a core
acreage crop
Fruit trees Good Moderate-hig | Low Low ongoing | Boundary/ma
(mango, long-term h rginal-land
citrus, plantings,
jackfruit) long-term
asset value
Bamboo Low direct Very high Low Low Plant along
revenue, high waterways/sl
erosion-contr opes for
ol value erosion
control and
future
construction-
material

value, not as




Crop

Profitability

Resilience
(typhoon/flo
od)

Mechanizati
on fit

Labor
intensity

Verdict

a revenue
crop

Livestock
(cattle/goats)

Moderate,
steady

Moderate

Low

Moderate

Good
complement
— grazes
marginal
land,
converts crop
residue

Poultry
(broiler/layer)

Good cash
flow, fast
cycle

Needs
storm-proof
housing

Moderate
(can be
highly
automated)

Low with
automation

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

Aquaculture

Site-depende
nt

Flood-vulnera
ble unless
well-engineer
ed

Low-moderat
e

Moderate

Only pursue
if a parcel
has
confirmed
suitable
water
source/qualit
y; 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 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/Co | Est. Cost (P) | Purpose
ntract

Boundary 1 lot — Contract 100,000-300, | Title clarity,

survey (all (geodetic 000 GIS baseline

parcels) engineer)

Soil testing per field — Contract 3,000-8,000/f | Fertility

(per field) (VSU/DA lab) | ield baseline

Drainage/roa | — — Contract 300,000-800, | Fixes the #1

d clearing (backhoe 000 Merida risk
hire) factor

2-wheel hand | 2 New Buy 80,000-150,0 [ Small-plot

tractor 00 each land prep

Compact 1 New or good | Buy 700,000-1,30 | Core land

4-wheel used 0,000 prep/hauling

tractor

(25-35 HP) +

basic

implements

Sprayer 2-3 New Buy 5,000-60,000 | Crop

(backpack + each protection

boom option)

Weather 1 New Buy 30,000-100,0 | Planting/harv

station 00 est timing,




Item Qty New/Used Buy/Rent/Co | Est. Cost (P) | Purpose
ntract
typhoon
warning
Corn sheller 1 New Buy 40,000-100,0 | Post-harvest
(small 00
mechanical)
Farm 1 — Subscribe 10,000-50,00 | Records,
management | subscription Ofyr dashboards
software
Phase 2 — Productivity (Year 2)
Item Qty New/Used Buy/Rent/Co | Est. Cost (P) | Purpose
ntract
Mechanical 1 New Buy 500,000-2,00 | Highest-lever
grain dryer 0,000 age
(flatbed/recirc post-harvest
ulating) asset
Rice/corn seasonal — Contract ~2,000—4,00 [ Harvest
combine 0/ha per pass | bottleneck,
harvest don't own
service
Hermetic as needed New Buy 150,000-600, | Loss
storage 000 prevention
(bags/cocoon
s or small
warehouse)
Coffee 1 New Buy 100,000-300, | Coffee
nursery setup 000 program start
Drip irrigation | 1-2 ha New Buy 150,000-400, | Dry-window
(coffee/veget 000/ha resilience

able block)




load

Item Qty New/Used Buy/Rent/Co | Est. Cost (P) | Purpose
ntract
Small solar 1 New Buy 200,000-500, | Supplemental
pump + 000 irrigation
reservoir
Phase 3 — Processing (Years 3—4)
Item Qty New/Used Buy/Rent/Co | Est. Cost (P) | Purpose
ntract
Rice mill 1 Rehab Buy/rehab 1,500,000-5, | Central
modernizatio existing + 000,000 processing
n (revive new hub
family mill) components
Coffee 1 New Buy 150,000-400, | Coffee wet
pulper/ferme 000 processing
ntation/wash
line
Small coffee 1 New Buy 150,000-350, | Coffee dry
huller 000 milling
Coffee 1 New Buy 300,000-1,20 | Value-add/br
roaster (small 0,000 anding
commercial)
Warehouse/p | — New build Buy 1,000,000-3, | Houses mill +
rocessing 000,000 storage
shed
expansion
Solar array — New Buy 800,000-2,00 | Energy
sized to 0,000 cost/resilienc
mill/dryer e




Phase 4 — Automation (Years 5-6)

Item Qty New/Used Buy/Rent/Co | Est. Cost (P) | Purpose
ntract

Soil-moisture | as needed New Buy 5,000-15,000 | Data-driven
sensor /sensor irrigation
network

(irrigated

blocks)

Scouting/spra | 1 New Buy 200,000-800, | Coffee/tree-cr
y drone 000 op pest

management

Remote site-wide New Buy 150,000—400, | Off-site
monitoring 000 management
cameras +

connectivity

Automated 1 unit New Buy 500,000-1,50 | Low-labor
poultry 0,000 cash-flow line
housing

(feed/water)

Battery — New Buy 400,000-1,00 | Backup
storage 0,000 power for
expansion mill/dryer
Phase 5 — Expansion (Years 7—10)

Item Qty New/Used Buy/Rent/Co | Est. Cost (P) | Purpose

ntract

Second as needed New/used Buy 700,000-1,30 | Scale with
compact 0,000 proven
tractor / acreage
additional

implements

Additional as needed New Buy Variable Match to
coffee mature tree

volume




Item Qty New/Used Buy/Rent/Co | Est. Cost (P) | Purpose
ntract

processing

capacity

Branded 1 New Buy 500,000-1,50 | Retail/export-

packaging 0,000 ready coffee

line & rice

Cold storage | as needed New Buy/rent Variable Only if that

(if shared facility line proves

fruit/vegetabl out

e line

expands)

ROIl/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 Full-time / Seasonal / Notes
Outsourced
Farm Manager Full-time Your day-to-day proxy; hire

first, before most equipment

purchases

Agronomist

Seasonal/consulting initially,
full-time by Phase 3

Can be shared/contracted
early (VSU extension, DA,
private consultants)

Equipment Operator(s)

Full-time (1-2)

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




Role Full-time / Seasonal / Notes
Outsourced
Mechanic Outsourced/on-call initially Bring in-house only once

equipment fleet justifies it
(~Phase 3+)

Irrigation Technician

Combined with equipment
operator role early

Separate role only once
drip/coffee acreage is
substantial

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

Seasonal

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

or operator role early

Security Full-time (1) or contracted Especially once
agency equipment/mill value grows
Accountant/Bookkeeper Part-time/outsourced Philippine bookkeeping/BIR
compliance from day one,
even at small scale
Driver Combined with farm manager | Separate role once transport

volume grows

Processing/Mill Staff

Seasonal — full-time by
Phase 3

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}.

12. Technology & Automation Architecture

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/lwarehouse/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 Acres/H | Crops Approx. | Approx. | Key Your
a CAPEX | OPEX Mileston | Focus
Develop (P) (Plyr) es
ed
1 Survey, Survey Rice + 1.5-3M 0.5-1M Hire Hiring,
design, all; corn pilot manager, | site
pilot actively blocks complete | visits,
work only surveys/s | defining
20-30% oil tests, [ parcel-by
fix -parcel
drainage, | plan
first pilot
harvest
2 Infrastruc | 50-70% | Rice, 2—4M 1-2M Dryer Infrastruc
ture & of usable | corn, first installed, | ture
firstreal | land coffee first decisions
productio nursery/p full-seaso |,
n lanting n financing,
harvest, | supplier




Year Focus Acres/H | Crops Approx. | Approx. | Key Your
a CAPEX | OPEX Mileston | Focus
Develop (P) (Plyr) es
ed
coffee relations
planted hips
3 Mechaniz | Full Rice, 1.5-3M 2-3M Reliable | Mill
ation usable corn, contract- | project
land in coffee harvest oversight
grain establishi relations
rotation ng hips, mill
rehab
begins
4 Processi | Same + mill 3-6M 2.5-3.5M | Mill Quality
ng footprint, | output, + operation | control,
adding poultry al, market
processin | pilot poultry relations
g unit hips
running,
coffee
wet-proc
essing
line in
5 Optimizat | Same Full 1-2M 3—4M First Reviewin
ion footprint, | portfolio, coffee g
higher first crop, dashboar
yield/ha coffee refine ds,
harvest agronom | tightenin
yfrom4 (g
years of [ operation
data S
6 Expansio | +10-20% | Add 2-4AM 3.5-4.5M | Branding | Brand
n new land | cacao/co work and
brought conut begins market
in intercrop for decisions
blocks rice/coffe

e




Year Focus Acres/H | Crops Approx. | Approx. | Key Your
a CAPEX | OPEX Mileston | Focus
Develop (P) (Plyr) es
ed
7 Automati | Same Sensor 1.5-3M 4-5M Remote | Strategic
on footprint network, monitorin | review,
drone g stack less
scouting complete | day-to-da
live y
involvem
ent
needed
8 Value-ad | Same Roasted/ | 1.5-3M 4.5-5.5M | First Marketin
ded footprint | package branded | g/distribu
products d coffee, retail tion
milled sales partnersh
rice ips
brand
9 Scaling Evaluate | Full 1-3M 5-6M Assess Capital
further mature ROI allocation
land portfolio across all | decisions
expansio lines,
n decide
on further
land
10 Mature Stable Full 1-2M 6—7M Enterpris | Successi
integrate | footprint | diversifie € runs on/legacy
d or d, with planning,
enterpris | planned | branded minimal possibly
e expansio | output owner bringing
n involvem | in family
ent (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

Facts to anchor assumptions: 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, with the
DA's National Corn Programme targeting about 5.17 MT/ha for yellow corn and 2.29 MT/ha for
white corn 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. One cited example used a farmgate reaper/harvest-sharing arrangement
yielding about 100 cavans (55 kg each) per hectare shared with harvest-crew payment —
illustrating that harvest-labor arrangements, not just yield, materially affect your net take in
traditional systems; contracted mechanical harvest changes this cost structure.

Crop CAPEX Annual Yield/ha Farmgate Payback
driver OPEX/ha (conservativ | price horizon
(rough) e — (illustrative,
aggressive) | verify
current)
Rice Land prep, P35,000-55, |3.5— 5.5MT [ Variable, 3-5 years to
(irrigated/rain | dryer share, | 000 palay market-depe | positive cash
fed lowland) | mill ndent — flow
confirm post-infrastru
current PSA | cture
farmgate
figures before
modeling
Corn (yellow, | Land prep, £30,000-50, |[3.0 — 5.2 MT | Variable, 2—4 years
feed) seed, 000 feed-market
fertilizer linked
Coffee Nursery, £15,000-25, | Near-zero Specialty/bra | 5-7 years to
(Robusta) planting, 000 years 1-2, nded positive cash
processing (post-establis | rising from premium flow (tree
line hment) year 3, possible by crop)
mature ~4-5 | Phase 3—4




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)

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

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

instead
Crop disease/pests (fall armyworm in corn, Scouting protocol from day one; agronomist
coffee berry borer, rice blast) relationship; DA extension support
Commodity price swings Diversified portfolio (grain + tree crop +

processing) so no single price move sinks the
whole enterprise; storage capacity to sell into




Risk Mitigation

price recoveries rather than at harvest-time
lows

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

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

Fuel/electricity cost & reliability Solar + battery investment directly addresses
both cost and post-typhoon grid outage risk

Theft Security staffing, cameras, fencing, gates as
scaled in §10
Fragmented parcels / access Road audit before equipment purchase; may

justify prioritizing consolidation or long-term
leasing of adjacent land

Financing risk Retiree capital reduces this materially versus
a typical smallholder, but still track cash
reserves against the multi-year payback
horizons above, especially for coffee

Government regulation/permits 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.

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 soil 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

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'l
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

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)

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