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Preamble 

The Quality Management System (QMS) is designed to ensure the quality of produce from the farm to the consumer. The QMS is 
designed to conform to Good Agricultural Practices (GAP) principles. GAP principles are basic environmental and operational 
conditions that are necessary for the production of safe, wholesome fruit and vegetables. GAP principles aim to ensure the 
sustainability of agricultural production and include practices such as growing, harvesting, sorting, packing and storage operations. 
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Introduction 
Total quality management is the process of achieving and maintaining quality at all stages of the value chain. The basics of quality 
include cultivar choice, shape, external colour, freedom from blemishes and freedom from disease. Internally the fruit should be free of 
physiological disorders, bruising and disease symptoms and should be of reliable and excellent eating quality. Quality also extends 
beyond the orchard to the packhouse where crucial steps such as pre-cooling and waxing ensure longevity of the fruit. 

 
Figure 1: Hass Avocado 
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The Orchard 
To produce a fruit with adequate storage capacity it is essential to manage all the factors that influence the inherent physiological characteristics of 
the fruit. Correct irrigation scheduling, with use of common monitoring systems is essential in order to achieve fruit of optimum size and free of 
physiological disorders. Nutrition also plays a crucial role in determining fruit quality, particularly with regard to storage ability.  

Mulching • Mulching is a possible method of increasing yield and fruit size through improved root activity and reduced tree stress. 

Maturity • The grower must monitor maturity trends prior to the start of picking to ensure that each cultivar has reached the required 
standard. Maturity will vary within a single tree, due to multiple fruit-set periods, therefore, selective picking is required 

Diseases • Diseases such as black spot, sooty mould, stem-end rots and sooty blotch should be kept under continuous control in the 
orchard 

Picking • Fruit cannot be harvested during wet weather conditions as water droplets on the surface may encourage postharvest 
diseases 

• It is generally accepted that Fuerte pedicels should be manually clipped, whereas Hass can be snap-picked without 
detrimental effects on fruit quality. It is recommended that about 1cm of the pedicel should be left attached to the fruit 

• The fruit harvested at night, between 8.00pm and 5:00am have a significantly higher water potential than those harvested 
during the day. The fruit harvested during the day (7:00am to 3:00pm) generally ripens a day earlier than those harvested 
before sunrise 

• Whether plastic lug-boxes or large wooden crates are used, hygiene is important, and the picking containers should be 
regularly washed, preferably using a fungicidal sterilant 

Field 
Handling 

• The fruit must be carefully transferred into the field crates to avoid mechanical injuries 
• The fruit must not be placed on the ground as to avoid any contact with the soil to avoid contamination 
• Fruit should be stored in the shade during the picking process to avoid potential physiological disorders 
• Avocado fruit should reach the packhouse within two hours of picking 

Transport • Transport to the packhouse should be by means which minimise fruit vibration 
• Injuries tend to occur less in bulk bins than field boxes as relatively fewer fruits are in contact with the bins. Injury incidence 

is further reduced when bins are lined with canvas 

 



 5 

The Packhouse 
Once fruit arrives at the packhouse, a representative sample should be taken from each grower’s fruit, preferably on an individual orchard basis 
and tested for dry matter content. This sample should also be carefully evaluated for damage, including wind damage, hail damage, sunburn, the 
presence of diseases, insects or insect damage and mechanical damage incurred in the picking or transport process. This analysis should be 
reported immediately so that corrective action can be taken. The presence of pathological problems at the packhouse is an indication that orchard 
practices are not well managed. 

Packhouse hygiene should be rigorously applied at all times. This includes personal hygiene of staff as well as regular sterilising of cold rooms, 
packing equipment, etc. Any fruit that falls on the floor or is rejected for disease should be disposed of far from packing facilities and orchards. 
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Receiving • All avocados accepted at the packhouse must be tested for dry matter content via a representative sample taken from each 
grower’s fruit on an individual orchard basis. The dry matter content must be found to comply with the requirements of the 
buyer for each sample. 

Pre-Cooling • On arrival at the packhouse, if the fruit is not packed immediately, it should be pre-cooled to approximately 16°C in order 
to remove field heat. Lower temperatures may result in condensation during packing. 

Temperature • Conventional mercury thermometers should be used in an ice/melted-ice mixture to calibrate measuring equipment at 0°C. 
It is not uncommon to find equipment that reads up to 2°C off the actual temperature. Such a deviation is not acceptable in 
avocado storage. 

Grading • Grading is carried out according to the UNECE STANDARD FFV-42: Concerning the marketing and commercial quality 
control of avocados. All avocados selected for export must conform to minimum Class I of the standard. 

Packaging • Adequate ventilation is the basis of being able to hold fruit at the correct storage temperature.  
• Ventilation holes should be continuous throughout a pallet stack and should comprise at least 8-9% of the vertical surface 

area. Where link sheets are used to stabilise pallet loads, these must also register with the ventilation holes in the cartons. 
• Where closed-top cartons are used, a space of 5mm between the fruit and the lid of the carton is desirable. 
• All boxes must be laminated to ensure durability in cold atmosphere.  
• All pallets, corners and layers must be of adequate standard to ensure durability in cold atmosphere 

Carton Markings • International practice demands that cultivar, class, exporter, country of origin and average fruit mass be recorded on the 
carton. 

• Grower codes, packer codes and date codes are also essential in monitoring quality, productivity and accuracy. Packing 
dates (date codes) are essential in monitoring the time-temperature chain. 

• The packing date should be used to set cut-off dates after which fruit cannot be successfully exported. 

Cooling • After packing, fruit temperatures should be reduced to the final storage temperature as soon as possible. 
• Within the cold room, both temperature of the fruit and humidity ratio in the surrounding air must be controlled. 
• Fruit destined for export are required to have a pulp temperature not exceeding 13°C at the final packhouse inspection. 
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Logistics 
Millswood is ultimately in the business of logistics, the commercial activity of transporting goods to customers. Logistics is the most crucial process 
in the QMS. Fruit may be perfectly grown, picked and packed, however, if the steps below are not followed Millswood can no longer deliver its 
promise of the highest standard.  

Orders • Orders should be accepted at least 10 days before the anticipated shipping date (every Friday). 

Haulage • Orders should be packed and hauled to Mombasa by latest Tuesday evening to arrive before the last call-to-port 
(Wednesday 1700hrs). 

Loading • Extreme care must be observed while loading to avoid mechanical damage to pallets, corners, boxes and ultimately 
avocados. All pallets must be weighed. 

• The reefer container should attain a temperature of at least 8°C before departing from the packhouse. The reefer generator 
should be turned on before or immediately after loading. 

• The reefer container should achieve a temperature of 5°C soon after departing the packhouse and maintain this 
temperature throughout until arrival at the destination port. 

At Loading 
Port 

• The container must be received in good condition at port before the last call-to-port (usually every Wednesday 1700hrs). 
• The container must maintain connection to the generator and maintain a temperature of 5°C while at port. 

At Sea • The container must maintain connection to the generator and maintain a temperature of 5°C while at sea. 
• The transit time to the destination port must be monitored closely and, in any case, shortened to the benefit of the client. 

At Destination 
Port 

• If not received immediately, the container must maintain connection to the generator and maintain a temperature of 5°C 
while at the destination port. 

• Final inspection should be closely monitored and found to comply to Millswood’s expectations. 
• Customs clearance should be swift and delivery timely to the final consumer. 
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QMS Checklist 
 Yes No 

The Order   

1. Was the order accepted at least 10 days before the anticipated shipping date (every Friday)?   

2. Were boxes ordered at least 7 days before the anticipated packing date?   

3. Is the packing date timely to allow the container to reach Mombasa by Tuesday evening to arrive before the last call-to-port (Wednesday 1700hrs)?   

The Orchard   

4. Was the fruit harvested during wet weather conditions? If so, reject the fruit?   

5. Are picking containers clean and in good condition physically?   

The Packhouse   

6. Was every batch accepted as suitable for export tested for dry matter content on an individual orchard basis?   

7. Was the dry matter in each case found to be compliant with the buyer’s requirements?   

8. Do all avocados selected for export conform to minimum Class I of the UNECE Standard FFV-42?   

9. Are all boxes laminated?   

10. Is the cultivar, class, exporter, country of origin and average fruit mass recorded on each box?   

11. Are all pallets, corners, and layers of adequate quality?   

12. Are ventilation holes continuous throughout the pallet stack comprising at least 8-9% of the vertical surface area?   

13. Has the gross weight of each pallet been measured before loading?   
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Logistics   

14. Has extreme caution been observed while loading pallets to avoid mechanical damage?   

15. Has the reefer container been turned on before or immediately after loading?   

16. Has the reefer container attained a temperature of at least 8°C before departing the packhouse?   

17. Has the reefer container arrived in good condition at port before the last call-to-port (usually every Wednesday 1700hrs)?   

18. Has the reefer container been connected to the generator, maintaining a temperature of 5°C while at port?   

19. Is the order on track to arrive at the destination port on the anticipated date? If yes, can transit time be enhanced?   

20. Is the container connected to the generator and maintaining a temperature of 5°C while at the destination port?   

21. Has the buyer made adequate arrangements to collect the cargo on time?   

22. Is customs clearance and final inspection on track and ultimately compliant to Millswood’s expectations?    
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Appendix 1: Postharvest Diseases 

 
Figure 2: Body Rot 

 
 

 
Figure 3: Stem End Rot   Figure 4: Fruit Shrivelling 
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Appendix 2: Physical Damage & Chilling 

 
Figure 5: Lenticel Damage 

 
Figure 6: External Chilling 

 
 


