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4		
Chain	partners

Chain partners are speCialized in farming and exert 
influence over the management of the chain. These 

farmers start out offering a reasonably attractive product 
to the market; they have developed basic assets and farm 
management skills. However, they may feel unable to 
control their relations with the outside world. For in-
stance, they may sell to visiting traders – a new one each 
season. This leaves them uncertain whether they can sell 
their products, and at what price. These farmers want 
to exercise greater influence in the chain – they need to 
develop the abilities such as negotiating prices, developing technologies, setting 
quality standards, managing logistics, providing just-in-time deliveries, etc. 

To this end, they opt for a partnership strategy based on shared interests and 
mutual growth. By linking up with a buyer, the farmers can increase their busi-
ness security and gradually improve and expand their businesses. They want to 
make themselves an attractive business partner so that the buyer will be willing 
to pay better prices, listen to their demands, and invest in them. 

In the following case studies we see examples of how farmers have improved 
their capacities to manage the chain:
• Getting Mozambican pineapples to market
• Forging partnerships between Tanzanian sugarcane producers and millers
• The Cheetah story: Helping smallholders in Malawi access the paprika mar-

ket
• Honey, the liquid gold of the North Rift Valley in Kenya
• Developing mango market linkages through farmer field schools in Kenya
• Learning from challenges: Sunflower contract farming in northern Tanza-

nia
• Organic coffee from Kilimanjaro
• Farmer field school networks in Western Kenya.
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Getting	Mozambican	pineapples		
to	market	

Mounds of unsold pineapples rotting in the fields: that’s a disaster for the farm-
ers of Chibabava, a district in Sofala Province in central Mozambique. But it 

is also an untapped opportunity. If a market for the fruit can be found, the farmers 
will be able to benefit from the district’s good transport links: the main road from 
Maputo (the national capital) to the port of Beira passes through the district. 

Pineapples are the main cash crop in the district. Farmers also raise cashew as 
a cash crop, and grow sorghum and maize for subsistence, but dry years bring 
a risk of market failure and severe food shortages. Pineapple grows well: the 
district produces around 35,000 tons a year, split between two growing seasons. 
But farm-gate prices tumble at harvest time: farmers may get only a cent a kilo 
– €0.02 for a 2.5 kg fruit – at the peak of the season – if they can find a buyer at 
all. As a result, many fruit are left to rot in the fields.

They could fetch more if they are transported further away or could be processed 
nearby. The same fruit may be worth €0.40–0.75 at the local markets at the start 
and end of the harvest season.

The market could not cope with the flood of pineapples at harvest time – so traders would 
offer rock-bottom prices, and farmers left fruit to rot in the field.
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Many of the district’s pineapple farmers are organized into five associations. These 
associations have about 400 members, who farm a total of about 1000 ha of land. 
Together, they produce about two-thirds of the pineapples grown in Chibabava. 
About one-third of the association members are women. The associations are the 
only commercial farmers’ organizations in the district. The members usually sell 
fresh pineapples directly at local markets, or to small-scale traders who sell them 
locally or in the nearby town of Muxungue, or bring them to Beira or Maputo.

SNV started work with the associations in August 2004. It aimed to help the 
members generate a sustainable income as well as improve the associations’ or-
ganizational abilities. SNV chose the pineapple sector because it is the only crop 
with short-term potential to improve incomes. The amount of pineapples grown 
in Chibabava makes it worthwhile to develop markets and explore the possibility 
of processing farm produce in the district.

In the short term, the farmers and their associations wanted to get a reasonable 
price for their fruit. In the longer term, they wanted to find more profitable mar-
kets, add value by processing the pineapples, and spread their risk by diversifying 
their marketing and processing options. 

The associations asked SNV for three types of assistance:
•	 Training and capacity development in leadership and organization develop-

ment.
•	 Facilitation of market linkages.
•	 Identification of opportunities for pineapple processing that the associations 

themselves could do on a small scale (such as sun-drying), or in a plant that 
they might part-own, or in partnership with a larger processing plant.

SNV’s intervention evolved into an action-oriented and integrated capacity devel-
opment approach (see box on the next page). It is based on extensive consultation 
with the associations and other actors, and adjusts over time as more is learned 
and new opportunities emerge.

Training	and	capacity	development
In 2005 SNV began training the association leaders and a small group of the more 
proactive and entrepreneurial farmers. The courses have covered leadership; 
development of commercial agro-business associations; planning and adminis-
tration; business planning; marketing, bulking, quality control and certification; 
and maintaining institutional linkages. 

The last subject is important because the associations cannot do everything them-
selves: they need outside support, information or inputs if they are to identify 
and exploit new markets successfully. The training takes place in parallel with 
coaching and learning on the job. 

It remains a challenge to include women in the training because the vast majority 
(over 95%) cannot read or write.
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Market	linkages
SNV has helped the associations forge sustainable markets in various ways. 
•	 Links with a responsible buyer It linked the associations with a trader 

based in Manica, the neighbouring province. This trader has his own transport 
facilities, and has already bought about 35 tons of pineapples and exported 
them to nearby Zimbabwe. In 2005, the trader indicated he was willing to sign 
a long-term contract with the associations to buy 3–7 tons a week at a fixed 
price of €0.13 per kg (about €0.40 per fruit), a big improvement over the usual 
farm-gate price. The trader is also willing to offer the association members 
services such as free training on improved technologies to raise productivity 
and quality. This relationship has provided the farmers with an initial entry 
point into the wider market. 

•	 Seeking export markets SNV has helped the associations explore alterna-
tive markets, such as the international “fair trade” and organic markets, and 
the potential to ship to the Middle East. These possibilities are still being 
explored. This work has also highlighted the need to strengthen the national 
organization responsible for export quality and certification.

Several national and international buyers have begun offering higher prices than 
the trader mentioned above – but without the additional training services. So 
the associations are confronted with a dilemma – to continue with their existing 
trading partner, or to take up these new (but riskier?) opportunities. They realize 
they have much to learn about competitive business in international markets. 

Action-oriented, integrated capacity development
SNV’s work in Chibabava is an example of an action-oriented, integrated capacity develop-
ment approach. Here are some key features of this approach.

•	 Action-oriented The approach places local realities and the needs of the farmer 
associations at the centre. It involves gradually exploring and learning together with 
farmers to minimize the risks and ensure that efforts are sustainable. 

•	 Integrated capacity development It attempts to improve the associations’ economic 
performance at the same time as strengthening their internal organization and institu-
tional linkages. This is because one will not work without the other: a strong organization 
would be of little value without a strong core business, and business interventions may 
not be sustainable if they are not embedded in and owned by strong associations. 

•	 Contextual analysis The approach links local poverty and development constraints 
to their root causes – which may be outside the local area. Examples are external op-
portunities (such as alternative markets), other economic sectors (power supply, in this 
case), and the regional, national and international context (e.g., weak national institu-
tions, market opportunities, best practices for production, processing and marketing).

•	 Partnerships The approach strengthens institutional linkages (e.g., to gain access 
to markets and processing opportunities, or to develop organizations) and promotes 
concerted efforts by a broad range of actors (e.g., lobbying for power supply). 
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Exploring	opportunities	for	agro-processing	
Processing offers the associations opportunities to add value to their produce 
– though this obviously depends on the type of processing, how it is organized, 
and how the product is marketed. 

SNV has supported the associations in the following ways: 
•	 Feasibility analysis of a large processing plant A large pineapple processing 

plant in Muxungue could have a major impact on the town and the surround-
ing district. On behalf of the associations, SNV arranged through PUM (a Dutch 
organization providing senior experts’ advice) to send a fruit-processing expert 
to Chibabava in late 2005 to do a feasibility study. Preliminary analysis has 
revealed one major obstacle – the lack of an electrical power grid – but a donor 
has promised to fund the extension of the electricity grid to Chibabava within 
the next 3 years (see box below). The harvest peaks during just 4 months each 
year is another constraint to the feasibility of a large-scale pineapple process-
ing plant. 

•	 Other options for pineapples The associations and SNV are also exploring 
alternatives that do not require electricity, such as solar drying, and improve-
ments on the supply side (grading, storing, packing etc.) that could benefit 
partnerships with existing processors. 

Results	
What are the results of this work?
•	 Increased income The association members have profited from increased 

prices (up from €0.01 to €0.13 per kilo), as well as a more reliable income (a 
contract to supply up to 7 tons of fruit a week).

•	 Position of the smallholders in the chain The associations have begun to 
move from being mere chain actors towards the beginnings of a chain part-
nership. They are exploring the possibility of processing their output, so may 
have the opportunity to move towards activity integration too. 

Lobbying for electricity
The lack of an electricity grid is a big constraint to the development of Chibabava – and 
not just for agro-processing. SNV and the farmers’ associations have consulted with local 
businesses, banks, health and education organizations about the feasibility of linking the 
district to the national grid.  As a result, Danida and the Danish embassy have committed 
to start tendering and other procedures, so there is now a very good chance that the district 
will be connected to the grid within the next 3 years. 

This shows that organizing a diverse group of local stakeholders to articulate their needs in 
a persuasive way can convince outsiders (in this case, donors and provincial authorities) to 
invest in a key development intervention that will benefit all.
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•	 Capacity development The association leaders have developed new skills 
through training and on-the-job learning. They are now better able to manage 
their associations, as well as to identify new markets and explore processing 
opportunities.

Looking	to	the	future	
•	 The gradual approach of exploring and learning together with farmers has 

worked out well so far, and will be continued. There have been some initial 
benefits without too much risk. It is worth exploring additional income and 
value-adding opportunities. 

•	 The sharp peaks in pineapple production twice a year make it difficult to 
market the fruit. They may also reduce the viability of a processing plant. 
One way to overcome these problems might be to find ways to even out the 
harvest peak so fruit is available for a longer period, or even throughout the 
year. 

•	 Farmers traditionally clear a field from the bush, grow pineapple on it for 5 
years, then abandon the field and shift to a new plot. If pineapple production 
expands further in Chibabava, new, more intensive production systems will 
be needed that include rotations to maintain soil fertility. 

•	 Few women pineapple growers have attended training, and they play little 
leadership role in the associations. It is necessary to increase their involvement 
in both these areas.

•	 Solutions to marketing problems may come from other development sectors, 
based on partnerships with other actors. This is shown by the problem of 
electricity supply in Chibabava. Solving such problems may require collabo-
rating with a wide range of actors. Such collaboration could be formalized in 
a broader local economic development framework (see page 176), which may 
lead to much greater benefits for the whole area.

•	 Documenting the experiences provides evidence of the communities’ progress 
towards commercial production and improved livelihoods. It also produces 

Chain movements
Beginning as chain actors �, Chibabava’s pineapple produc-
ers have started to improve their management capabilities and 
negotiate partnerships with other actors in the value chain, 
moving them towards the chain partnership quadrant �. 

The associations may also start small-scale processing of some 
of their produce. This implies the associations will need to iden-
tify new markets, new partners, new quality control systems, 
etc. Therefore they may first move to the chain integrator seg-
ment �. When they have further developed their management 
skills they might evolve to chain co-owners �. 

�

��

�
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valuable input into the policy and institutional changes that are needed if 
people throughout Mozambique are to improve their livelihoods in the long 
term.

More information: www.snvmz.org, or contact Chabir Hassam, chassam@snvworld.org, 
or Danny Wijnhoud, dwijnhoud@snvworld.org
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Forging	partnerships	between	
Tanzanian	sugarcane	producers	and	
millers

privatization in the Mid-1990s has changed Tanzania radically. With the move 
from a state-led to a market economy, many formerly controlled agricultural 

industries needed to find ways to survive, expand and grow. This is the story of 
how sugarcane outgrowers in the Morogoro region overcame a series of crises 
and were able to strengthen their position in chain management. 

Morogoro, in central Tanzania about 200 km west of Dar es Salaam, is one of the 
main sugar-producing regions of the country. From the 1960s to the early 1990s, 
Morogoro’s farmers acted as cane outgrowers for government-run sugar mills. 
The mills had their own farms, but they could not supply all the mills’ needs. 
Under the outgrower scheme, farmers grew the cane; the mills provided seed 
cane on credit and the services of tractors for land preparation. Workers from the 
mill would harvest the cane and take it for processing. All these services were 
deducted from the amount paid to the farmers. 

When the mills began to be privatized in 1994, the outgrowers realized they needed 
an organization to represent their interests. Three associations in Morogoro were 
formed: the Kilombero Cane Growers Association, Ruembe Outgrowers Associa-
tion, and Mtibwa Outgrowers Association. When privatization was completed in 
1997–98, these associations became the outgrowers’ legitimate representatives. 

The associations have various functions: (1) they act as spokespersons for the 
farmers; (2) they source funds to extend as loans to the farmers; (3) they provide 
education and training on improved cropping practices; (4) they seek markets and 
better prices; and (5) they promote environmental conservation. Members fund 
their activities by contributing between TSh 200 and 250 (€0.14–0.18) per tonne 
of cane harvested. The three associations have a total of 14,000 members. 

In 2000, an apex organization, the Tanzanian Sugar Cane Growers Association 
(TASGA), was formed to represent the interests of all three associations. TASGA 
represents the associations in national and international forums, and tries to 
reduce the associations’ costs and improve their effectiveness, for example by 
sourcing funds to buy fertilizers and herbicides, negotiating loans with banks 
for the association members, commissioning feasibility studies on irrigation and 
infrastructure improvements, and providing leadership training. 
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Value	chain	activities
The Morogoro outgrowers are smallholders, owning an average of 1.4 hectares 
each. They are organized into production groups, which in turn make up one of 
the three associations. Most of the outgrowers hire tractors to prepare their land, 
though a few hoe by hand. The association members farm a total of 22,000 cane 
plots, covering about 17,000 ha.

Each association has a sales agreement with the sugar companies. At harvest 
time, a harvesting schedule is drawn up and the amount of cane to deliver each 
day is determined. A joint committee fixes the cane prices for the season. Mill 
employees cut the cane and load it onto lorries, but this is changing: the associa-
tions now have loading equipment, so load much of the cane themselves. Truckers 
transport the cane to the mill, where it is weighed at the company’s weighbridge, 
and samples are collected for laboratory analysis. 

The growers are linked with the millers through their associations and by exist-
ing contracts. They are reliant on the millers: there is no other market for cane in 
the region. The millers sell most of the sugar they produce locally, but exports 
small quantities to the European Union, where it fetches very high prices. Some 
10% of the 165,000 tonnes produced in the Mtibwa and Kilombero outgrower 
schemes in 2004/5 was earmarked for the export market. In this year, Tanzania 
earned €10.3 million in export sales.

Tanzania’s five major sugar millers are grouped into the Tanzania Sugar Produc-
ers Association. 

The Sugar Board of Tanzania is a government entity that includes representa-
tives of the millers and outgrowers. It has various functions: it oversees the im-
plementation of the Sugar Act of 2001, arbitrates on behalf of its representatives, 
oversees a development fund to support outgrower infrastructure, research 
and training, and exports sugar to the European Union on behalf of the millers 
(it receives a commission for this service). The Board is also financed through a 
levy on imported sugar, contributions from the sugar millers and outgrowers, 
and from rental properties. 

The Sugar Act of 2001 requires that all sugar millers and outgrowers be registered 
and licensed. Fines are imposed if millers buy from unregistered outgrowers, or 
if farmers sell to unlicensed buyers. 

Low	prices	and	mistrust
One of the main problems in the cane industry has always been the very low 
cane prices offered to the farmers. Most of the smallholders are poor and find it 
difficult to recoup their production costs. Other problems have included lack of 
skills in crop husbandry; a lack of capital to invest in expanding their enterprises; 
and the fact that their plots are not surveyed – pushing up the cost of loans. 
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The relationship between the associations and the sugar millers has been char-
acterized with mistrust for some years. The outgrowers feel that their cane is not 
graded honestly, that the weighbridge is tampered with, and that the millers 
often delay payments.

Many of these problems existed because there were no effective mechanisms for 
farmers and millers to resolve problems. For example, from 1999 onwards, the 
millers frequently delayed payments in violation of their contracts with the as-
sociations. The situation was particularly critical in Mtibwa, where some farmers 
had to wait 6 months or longer before they were paid. 

The farmers were forced to take drastic action. They surrounded the company 
premises and prevented the employees from leaving until they paid up. This hap-
pened repeatedly – no less than seven times. Most such protests resulted in timely 
payments to the farmers, but clearly did not solve the underlying problem. 

Relationships between the growers and the millers used to be poor
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Resolving	disputes,	building	partnerships
The implementation of the Sugar Act has created a mechanism for resolving 
these issues and building trust among the various players. For example, in the 
2005–6 cane season, there was a standoff over prices between the millers and 
the associations. “No better cane prices: no harvesting of outgrower sugarcane”, 
was the slogan. Within 2 months, an agreement was reached at Kilombero. At 
Mtibwa, the Sugar Board facilitated talks leading to the signing of memorandum 
of understanding.

Together, the associations, the millers and the Sugar Board have managed to put 
in place a series of mechanisms – contracts, forums, consultations and stakeholder 
meetings – to discuss thorny issues and come up with settlements. No outside 
intermediaries have been needed. The partnership works, though it consumes a 
lot of time and effort, so there is still room for improvement.

The government has provided six extension staff to assist the outgrowers, and 
the milling company has employed an expatriate outgrower manager to assist 
the farmers.

The partnership has produced various benefits for the farmers.
•	 Financial The outgrowers now get more for their cane. The number of 

growers in Mtibwa with revenue below TSh 240,000 (€178 a year, or about 
€0.50 a day) has fallen from 43% in 1997/8 to 22% in 2003/4. The number 
earning more than TSh 1 million (€710) has jumped from less than 100 to over 
800. Over 2700 Mtibwa farmers now harvest cane – twice as many as 6 years 

Income from sugar earned by farmers in Mtibwa Outgrowers Association
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previously. Their average revenue from sugar was over TSh 1,300,000 (€1014 
a year, or €2.78 a day). 

•	 Social Now they are paid on time, the farmers can afford to weed their cane 
fields at the right time, buy fertilizers and pay casual labourers – increasing 
job opportunities for others. They can also pay school fees, so their children’s 
schooling is not interrupted. The farmers are helping build two community 
secondary schools, and they are able to construct better houses for them-
selves.

•	 Management Farmers used to complain of malpractices at the weighbridge, 
but there is now an agreement to check its accuracy every 3 months. Every 
farmer’s load of cane is sampled and analysed to determine grades. Haul-
age, loading, transporting and offloading are coordinated closely with the 
mill’s crushing capacity to avoid delays and stoppages. Both the miller and 
the outgrowers realize they have a symbiotic relationship: their prosperity 
depends on each other. The outgrowers have some bargaining power because 
as a group, they supply over half of the cane milled. The farmers have some 
influence over the management of the chain: prices, amounts of cane supplied 

The intervention has greatly improved relations between growers and the millers – and 
has created a mechanism to solve problems in the future
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Chain movements
The outgrowers started as chain actors �, with little influ-
ence over management. They now have control over many 
management activities, particularly in negotiating prices and 
supply quotas �.

��

to the mill, and decisions made by the company. The payment system has 
improved: payments are now never delayed by more than 2 months. Relations 
between the farmers and the mill management have improved markedly. 

Challenges	and	the	way	forward	
•	 Domestic market The government has given the Mtibwa sugar millers some 

30,000 ha of land to grow sugarcane and raise livestock. This poses a threat 
to the outgrowers: they fear that the company will be able to flex its financial 
muscle in cane growing. 

•	 International market The European Union is in the process of ending the 
preferential trade status of Tanzania and other countries selling sugar. It is 
expected that this will lead to price cuts of 39% within 2 years. Tanzania may 
lose €11 million a year in exports.

Tanzania can meet these challenges in two ways. 
•	 The industry can diversify and modernize to make it competitive in regional 

markets. 
•	 It can also exploit the domestic market: Tanzanians now consume only 9 kg 

of sugar each a year, the lowest rate in East Africa. This implies there is op-
portunity to expand the sugar industry if the national economy continues to 
grow. The farmers have established an infrastructure fund to enable them to 
expand production. Each farmer pays TSh 500 (€0.36) per tonne into this fund, 
which is used to improve accessibility to the cane fields.

More information: Reuben Matango, rmatango05@yahoo.com
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The	Cheetah	story:		
Helping	smallholders	in	Malawi		
access	the	paprika	market	

Cheetah Malawi ltd is part of the Dutch-owned Cheetah group of companies, 
which operates in Zambia (since 1994), Malawi (1995) and Mozambique 

(2001). Cheetah started paprika production in Malawi with smallholder farmers 
in 1995 as a way of spreading its political, financial and geographical risks into 
a new country. With its large tobacco production, Malawi seemed ideal for the 
introduction of this new cash crop. Paprika can be grown in the same areas as 
tobacco; the two crops are from the same botanical family, and they are grown 
in similar ways. 

Paprika is another name for sweet pepper. It looks like a hot chilli, but lacks the 
pungency. It is used to make oil (used as a natural food colorant) or ground into a 
powder and used as a spice. Cheetah delivers mainly to the oil extracting industry, 
but has its own powder plant with a state-of-the-art laboratory in Zambia. 

The trade in paprika is based on its colour, which is measured in a laboratory. The 
oil extractors have stringent colour requirements, so Cheetah de-seeds its paprika 
and exports the dried flesh, which has better colour. Nearly all the paprika grown 
in Malawi is exported to Europe, South Africa and America. 

When Cheetah started in Malawi, the smallholder sector was relatively small, but 
it grew rapidly after tobacco production was liberalized. The firm first introduced 
paprika to larger farms in various areas in 1995. The following year, smallholder 
farmers nearby started growing the crop as well. Their line of thinking was, “if the 
estate makes money with it, we can make money too”. More than 15,000 small-
holders in northern and central Malawi now grow paprika under contract with 
Cheetah. The smallholders grow an average of about 0.25 ha, producing about 
85 kg of paprika, earning €60 each season. Better organized farmers plant larger 
areas – an average of about 0.8 ha, yielding about 640 kg, worth €425 a season. 

Malawi currently produces about 1.1 million kg of paprika (expected output in 
2006) – less than 1% of world production. Cheetah trades 90% of Malawi’s output. 
The country has the potential to produce about 7.5 million kg of paprika, of which 
Cheetah hopes to trade about 3 million kg. To reach Malawi’s full potential, other 
serious promoters, investors and buyers of the crop are needed in the country.

Paprika is normally grown in rotation with maize, soybeans, groundnuts or 
beans.
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Malawi’s change from a dictatorship to democracy in the early 1990s has made 
loan defaults by farmers a serious issue. During election campaigns, politicians 
frequently try to attract votes by offering to waive loans. Naturally, this encourages 
farmers to default, ruining the credit facility. Over 10 years, all the major micro-
credit facilities have closed, and few smallholders can now get an input loan. 

Extension	and	procurement
Cheetah provides extension services to farmers through paprika clubs. Each club 
has 20–25 members, who elect a chairman, treasurer and secretary. 

Cheetah employs extension officers who are allocated to specific areas. They 
organize meetings with the paprika clubs and provide technical know-how to 
farmers, government extension workers and NGO staff. Each Cheetah extension 
officer is responsible for distributing seed, providing extension, and procuring 
paprika in his area. The extension officer coordinates a number of field assistants: 
these are local farmers with several years of experience with the crop.

Extension messages cover sowing, transplanting, field management, harvest and 
post-harvest management. Quality issues are emphasized, and all lead farmers 
and field assistants are trained how to grade paprika. For Cheetah it is very im-
portant to keep in contact with the farmers to control the quality and quantity 
of output. Without such controls, Cheetah will lose its export market. For this 
reason, Cheetah contracts with the farmers, offering them a minimum guaranteed 
dollar price before they start sowing. 

Cheetah treats smallholder farmers as business people. This means the farmers 
need to have enough information to make sound business decisions before they 
start growing paprika. 

During procurement the extension officer and paprika clubs (or the associations 
into which the clubs are grouped) together decide where to set up a buying depot 
(open 6 days a week) or collection points (open a few days a month). Farmers are 
welcome to deliver their paprika either individually, in club or association to the 
company warehouse in Lilongwe. Club and association deliveries of over 500 kg 
attract a bonus of 5%. The extension officer makes the payments to the depots, but 
club committee members can also collect their members’ money from Lilongwe. 
Cheetah subsidizes the bus fare.

Facing	problems
Cheetah and the farmers have faced several problems. These include: 
•	 Communication Cheetah’s extension officers had too little contact time with 

the farmers to get to know all the issues. They typically have one meeting in 
the morning, then must rush off to another somewhere else in the afternoon. 
They may visit a particular group of farmers only once every month or so. That 
means they have little time to get to know the farmers and their concerns.
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•	 Market structure Traders and middlemen were disturbing the procurement. 
They told false stories about Cheetah not buying in a particular area, then 
offered the farmers low prices – sometimes as little as half the price Cheetah 
was offering. 

•	 Procurement fraud Some Cheetah employees have paid farmers less than 
the correct amount for their produce. One trick was to buy A-grade paprika 
from the farmer but tell him it was B-grade – then pocket the difference. An-
other was to pay the farmer for less than was actually received.

•	 Efficiency of payment Payments to farmers were often delayed because of 
poor planning by extension officers.

•	 Registration and identification Farmers are often registered under differ-
ent names – for example, because their names are spelled in different ways 
in various documents. There are no identity cards available. This makes it 
difficult to track suppliers, and means that farmers have been able to default 
on credit. Cheetah’s computer database has 55,000 names, but only 15,000 
actually deliver paprika to the firm.

Cheetah is dealing with these problems through various initiatives – some of 
them supported by Cordaid through its “access to markets” focus. This is a 
good example of how a private sector company (Cheetah, in this case) can work 
together with an NGO (Cordaid) to improve the situation for both farmers and 
the industry.

Extra	extension	level
From farmer meetings, Cheetah realized there was need for more transparency 
and better communication. The firm has introduced a network of field assistants, 
who are elected by farmers from the area. These field assistants are prominent 
local farmers with several years of experience with paprika. Each one is respon-
sible for looking after 300–500 farmers. The field assistants are not employed by 
Cheetah, but receive a small allowance, get a bicycle and stationery, and report 
to the firm’s offices every first Monday of the month. Their incentive for helping 

Farmers bring their paprika to the collection points – or to Cheetah’s depot in Lilongwe
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farmers? Cheetah pays them a bonus, 
depending on the amount of paprika 
produced in their area. This bonus can 
be substantial: up to €250 a year, in a 
country where the GNP per capita is 
only €145.

If farmers are not happy with the per-
formance of their field assistant, they 
can elect another one. They are free 
to do so at the end of every season in 
October–November, before the next 
season starts. Cheetah has no influence 
over the farmers’ choice. 

The field assistants provide more 
detailed feedback than was possible 
through the extension workers alone. 
Communication between Cheetah and 
the farmers has improved, and the firm 
is better able to respond to issues as 
they arise. 

Computer	technology
It may seem strange to try to improve 
transparency by introducing a new computer program in a country as poor as 
Malawi. But this has proved very effective. Cheetah has developed a program 
that prints out a detailed seller-sheet for each farmer who sells paprika. The sheet 
shows information such as the bag number, quality, price, deductions, cash ad-
vances and levies for each farmer. Cheetah’s extension workers have explained 
to farmers how to read and understand this sheet. The farmers now have a 
record of what they have sold and what they are owed, can ask questions about 
their deliveries and payments, and are much less likely to be (or feel) cheated by 
Cheetah’s own staff. 

This program has brought benefits for Cheetah too. It gives the firm better insight 
and control over what it is buying. It prevents downgrading and under-weigh-
ing. Each bag is given a unique number, so can be traced throughout the process. 
Cheetah now has a full tracking and tracing system, not because of its European 
clients, but because of its producers. 

Along with the information from the field assistants, the computer system has 
enabled the firm to generate data which can be used for management decisions. 
It provides weekly updates on quality and quantity per area, as well as depot 
stocks. This helps cut transport costs and product losses. Trucks now return to 
the depot with full loads rather than half empty. 

A new computer system gives farmers a 
printout showing details of what they have 
sold. That reduces misunderstandings and 
fraud.
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The program has also shown that women are better paprika farmers than men. 
Only 22% of the farmers selling paprika are women, but they produce 35% of 
the crop sold.

Paprika	Association	of	Malawi
The Paprika Association of Malawi (PAMA) was formed by the Export Promotion 
Agency of Malawi and got its first funding from Danida. It is now supported by 
the European Union. It has grouped the paprika clubs established by Cheetah 
into associations. 

Each year a buyer–seller meeting agrees on prices for the season and sets modali-
ties and standards for buying, transport and packaging. This ensures that the 
quality and quantity are what the market requires. 

PAMA has established standards for the industry, which will reduce confusion 
among farmers, as well as with other buyers in the market. Standards on grad-
ing (4 grades have been agreed), purchasing methods and administration are 
important for a new and growing industry.

PAMA’s involvement has also helped create transparency and reducing fraud 
against, or by, farmers. All issues raised by farmers are directed to PAMA for 
consideration. This gives farmers a feeling that they are treated fairly. 

As is perhaps inevitable, PAMA faces constraints. Many of the farmer associa-
tions lack cohesion: most farmers do not feel committed to them. (This is one 
reason Cheetah provides every farmer with an individual seller-sheet.) PAMA’s 
management is also relatively weak, and has limited knowledge of the paprika 
market. 

PAMA is trying to cover its operational expenses by introducing a 5% levy, but 
it is clear that farmers will not pay it unless the government makes it mandatory. 
The farmers seem to want to benefit from PAMA’s services, such as extension 
and price negotiations, without having to contribute to it. It is important for the 
farmers and for the industry as a whole (including Cheetah) that PAMA develops 
into a capable, effective association.

Costs and benefits
Farmers have benefited in various ways from these developments. They now have 
better access to the market because the collection points are closer to their homes. 
The price negotiations have raised the average price they receive by about 11%. 
Paprika is currently a better cash crop than burley tobacco, and more farmers are 
likely to start growing it.

Cheetah has not benefited directly, but stands to gain in the long run because 
the paprika industry is slowly but surely growing and maturing. Volumes are 
increasing, and higher prices paid to farmers will stimulate production. Greater 
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volumes mean that Cheetah can reduce its extension cost per kilogram it buys, 
allowing it to raise the purchase price further.

Furthermore, PAMA monitors procurement procedures, so increasing the amount 
and quality of information coming to Cheetah management about the perform-
ance of the firm’s buying staff. This has contributed to more transparent dealings 
and less fraud.

Lessons
What lessons can be drawn from Cheetah’s experience? Here are four.
•	 Communication at the field level is very important Field assistants provide 

detailed reports about the crop and farmers’ concerns. They have improved 
the efficiency of crop collections, and it is now easier to get messages to the 
farmers, resulting in good-quality paprika.

•	 Access to markets improves production Siting the collection points care-
fully (and in agreement with the farmers) reduces the farmers’ transport costs. 
That means more farmers are willing to grow the crop, as they know who and 
where the market is.

•	 Computer technology creates transparency Cheetah’s computer program 
has enabled the firm to evaluate production better, monitor buying, track 
batches of paprika and trace any problems. The seller sheets give farmers 
much better information about what they have sold. 

•	 Other crops affect the market Tobacco prices have an impact on paprika 
production: if the tobacco price falls, farmers switch to growing paprika. 
Shortages of maize, the staple food in Malawi, mean that farmers plant maize 
to eat rather than non-traditional crops such as paprika.

Challenges	and	ambitions
Identity cards Cheetah hopes that the introduction of a “chip” card with bio-
metrics (photo, fingerprints, and identity information) for payments will help 
reduce problems in identifying farmers and cut the default rate. This new status 
item in rural areas is promoted by the Reserve Bank of Malawi. It will change 
the way Cheetah makes payments, and it will reduce the risk of running around 
with cash in the bush.

Building the capacity of PAMA PAMA requires more managerial skills as 
well as better market information on which to base price negotiations. PAMA 
is currently run on an ad-hoc basis, which is unsuitable for a newly established 
industry. PAMA and Cheetah are bound to have different interests during the 
buying season, but the two organizations help each other during the growing 
and buying seasons. PAMA informs Cheetah of problems at depots or collection 
points, enabling Cheetah to respond quickly. Farmers find that their problems are 
dealt with quicker. Problems arise when PAMA tries to be the most important 
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player in Malawi, even though it lacks market insight and information. This often 
results in confusing information going to the farmers.

Farmer cohesion in their associations is poor, since farmers are unwilling to fol-
low instructions that do not benefit them immediately.

Co-operation with NGOs Cheetah wants to work with NGOs to develop the 
full potential of the paprika industry. Many different areas need investment, but 
cannot currently be financed by existing players. Examples include training of 
trainers, capacity building, funding of research, and establishing added-value 
processing and direct partnerships with producer associations. NGOs are im-
portant at the initial stage of establishing a sound foundation for the industry. 
When volume is achieved, their support is no longer required for the core ac-
tivity, but may be vital for other new activities. The role of NGOs is not to get 
involved in trading, but to focus on linkages with the private sector if the market 
is a problem.

More players in the market Cheetah currently has an overwhelming share of 
the paprika market, but it believes that other competitors are desirable for the 
industry to grow. The government, NGOs and donors now see a near-monopoly 
situation, which they find difficult to support. Malawi has potential to produce 
enough volume of paprika to support 3 or 4 large processing and trading firms, 
as well as various smaller ones.

More information: sanderdonker@cheetah.malawi.net

Chain movements
As a result of Cheetah’s work, farmers who previously merely 
grew their crop and sold it � have taken on new activities in the 
chain (such as grading) and have increased their influence over 
operational issues such as crop collection �. Communication, 
transparency and trust have improved. 

Through PAMA, farmers have gained a larger voice in the 
industry, and can influence the price structure of paprika. 
This has moved the farmers towards the “chain partnership” 
quadrant �.

If PAMA is not able to strengthen its effectiveness, the farmers 
risk sliding backwards to their previous position �.

�

�

�
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Honey,	the	liquid	gold	of	the	North	Rift	
Valley	in	Kenya	

pastoralisM is the way of life for many people in West Pokot district, in the 
arid North Rift area of Kenya. But cattle, goats and camels are not the only 

animals that people here keep. Some of their livestock are small and brightly 
coloured, and alight gently on flowers to sip nectar rather than crushing them 
under their hooves.

Bees are important in West Pokot. In some parts of the district, nearly every family 
has a beehive. Honey is not only an important food; it also has many other uses: 
in medicine and brewing, to pay dowries, in rituals and ceremonies, and as a food 
preservative. It is given as gifts, sold for cash, or bartered for other items.

Owners harvest the honey twice or three times a year. Most of the producers are 
men, who may own anywhere between 5 and 40 hives. Relatively little honey is 
sold, but there is potential to expand this market, according to a 2004 study by 
SNV on alternative livelihoods in the area. 

Women play only a peripheral role in selling the honey, but this role is increas-
ing, especially where new technologies have been introduced. Some women now 
have their own hives – they may have inherited them, bought them or received 
them as a donation.

Honey	Care	and	PADO
Honey Care, a private company based in Nairobi, works with groups of beekeep-
ers throughout Kenya. The company collects, processes and packages honey for 
Kenya’s leading supermarkets. Honey Care sometimes finds it difficult to fulfil 
orders from its customers because of a limited supply of good quality honey. The 
firm has even had to source honey from neighbouring countries to make up this 
deficit. Honey Care needs to improve its supplies if it is to maintain its position 
as a market leader.

PADO (the Pastoralists Area Development Organization) is a community-based 
organization that represents and serves many of West Pokot’s farmers. PADO 
helps the farmers build their management capacity and improves their access to 
markets for livestock, honey and handicrafts. Farmers frequently ask PADO for 
advice on marketing honey. Production has been good recently, so farmers have 
stepped up such requests.
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Chain	analysis
A value chain analysis by SNV in April 
2005 found that the beekeepers process 
their honey using very crude methods. 
They scoop honey, comb, wax, brood 
and pollen from the hive and mix it 
all together. The process is not hygi-
enic, and the honey is so crude that it 
has no chance of being competitive in 
the market. One producer greeted the 
study team, then checked the honey by 
dipping an unwashed hand in it. The 
honey is typically stored in containers 
made of wood and leather, or in plastic 
buckets. For sale to consumers, it is 
poured into all kinds of recycled bottles 
– whisky, mineral water, Ribena and to-
mato sauce – or even soap containers. 

The study found that a large, complex 
distribution network, dominated by 
middlemen, moves honey to the market 
from distant areas, especially during 
periods of scarcity. The markets are 
both formal and informal, though the 
informal market is larger. Most of the 
few existing producer groups are not organized properly.

Most buyers are unable to meet the demands and volumes required by the super-
markets. The buyers have to go to Tanzania and southern Sudan to buy honey. 
This is despite the fact that districts in the North Rift produce organic acacia 
honey that can command premium prices. 

Getting	the	North	Rift’s	honey	onto	shelves
There was a clear opportunity for honey from the North Rift. SNV identified 
Honey Care Africa as a partner in a process that would see West Pokot honey 
on supermarket shelves in Kenya’s cities.

Honey Care staff visited West Pokot to map where honey was available. They 
also made an initial assessment of the pricing structures and honey quality.

Honey Care then brought in equipment such as buckets for storing honey, and 
trained the farmers how to harvest honey from log hives, and how to handle and 
store it properly. The firm then started initial trials: buying 1.4 tonnes of honey 
from West Pokot, processing it and putting it on the shelves of Nakumatt, one of 
the major supermarket chains in Kenya. 

Simple technologies can improve the 
quality of honey
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This process of training and initial trial has taken 3 months. Honey Care hopes to 
buy 10 tonnes of honey from West Pokot over the next year, and to gradually raise 
volumes over the following 3 years so more farmers in the district can benefit. 

The farmers have improved their handling somewhat, so have been able to 
increase their price per kilo. Prices used to be between KSh 40 and 80 per kilo, 
depending on quality, availability and other factors; farmers can now sell to the 
private sector at KSh 91–115.

PADO has established a collection centre where the honey is tested for quality 
and is stored under hygienic conditions. The organization has a revolving fund, 
supported by Cordaid, that enables it to buy honey from individual farmers. The 
organization adds a mark-up to sustain and increase this fund. 

These efforts are gradually increasing the farmers’ influence on the chain. Better 
handling already gives them some leverage as they can attract more discerning 
customers and negotiate better prices. 

PADO has asked SNV for assistance in drawing up a marketing plan for honey. 
The organization would like to add more value to the product so it can exploit 
other local retail markets. SNV intends to do a complete business plan with PADO 
as a way of strengthening the farmers’ influence in the chain. 

Lessons
Business opportunities equal motivation Farmers are motivated if they see a 
business opportunity: the faster they can translate it into cash income, the greater 
the motivation for learning and innovation. Only a short time ago, West Pokot’s 
beekeepers could only dream of putting their honey onto supermarket shelves. 
Once they have seen it there, they have started thinking of ways to make their 
product even better. PADO has asked SNV to help develop a plan to do just this. 
This plan envisages farmers adding value to their product and exploring other 
local retail outlets. 

Entrepreneurial attitudes are important right from the start It is not only the 
farmers who need to cultivate this; intermediary organizations which aim to cre-
ate a difference in the chain must also be entrepreneurially minded.

Involve the private sector early on The immediate involvement of Honey Care 
translated into faster results and practical solutions to problems.

Ensure that the private sector is committed The best private sector partners are 
those who share the principles and values of development. This does not mean 
they should neglect the bottom line; rather, it means they should be willing to 
go in for the long haul, and to support the production base.

Build on what the farmers already know Quick results come from dealing 
with commodities that the already farmers know, as opposed to coming up with 
entirely new products. It is easier and less risky to improve existing products and 
penetrate new markets than to develop entirely new products for new markets.



78

Chain empowerment 

Challenges	and	ambitions	
The aim of the collaboration between SNV, PADO, Honey Care and the beekeep-
ers is to forge sustainable business linkages between producer organizations and 
the mainstream buyers. Over the next 3 years it is hoped that 3,000 beekeepers 
will benefit directly from four districts in the North Rift. 

Traditional beekeeping is a male preserve because the log hives are mounted high 
in trees and are harvested mainly at night. Improved technologies should enable 
more women to become involved. Supporting linkages with credit providers will 
also help boost women’s role in the industry.

More information: Tito Arunga, tarunga@snvworld.org

Chain movements
The beekeepers used to produce and sell a low-quality product, 
�. They have improved the quality of their honey by improving 
production and storage methods. They have also improved their 
management of the chain: through PADO, they have become 
involved in bulking the product and marketing it �.

�
�



79

4 Chain partners

Developing	mango	market	linkages	
through farmer field schools in Kenya

sweet and deliCious – mangoes are a popular fruit in Kenya, as well as in Eu-
rope and the Gulf. Demand is high, and supplies are inadequate. So why are 

Kenya’s farmers finding it difficult to take advantage of this opportunity?

Quality is one reason. Pests such as the mango weevil – a larva that tunnels into 
the flesh of mangoes making them unfit to eat – are a serious problem. So is poor 
post-harvest handling: mangoes are easily damaged, and it is important to treat 
them carefully and keep them cool. 

Production constraints include poor farming methods, the high cost and low use 
of inputs, the old age of trees, price disincentives, weakened and uncoordinated 
marketing channels, limited adoption of improved technologies, lack of invest-
ment by farmers, and a lack of disease-free planting materials. Underlying these 
problems are limitations in the extension service advising farmers.

Processing constraints include a lack of capital, poor infrastructure and inad-
equate cold storage facilities, a preference to dispose of fruits in raw form, inad-
equate information on the market and available technologies, lack of promotion 
and support for processing on-farm, and a lack of a clear policy framework on 
the development of tree crops. There is an oversupply of fruit during the peak 
season, leading to low prices. Linkages among producers, exporters, agro-proces-
sors and consumers are poor, resulting in high transaction costs. 

Mangoes	in	Kenya
Kenya is only Africa’s ninth largest producer of mangoes, but ranks second in 
terms of exports (after South Africa). The Middle East is the main export market 
for Kenyan mangoes, where they compete with fruit from India and Pakistan. A 
few mangoes are air-freighted to Europe from Nairobi. Mango exports are worth 
around KSh 150 million a year (around €1.7 million), accounting for only about 
5% of total production. The low export volume is partly because export prices 
are lower than local market prices.

Most of Kenya’s mangoes are produced by some 100,000 small-scale farmers. 
Each farmer has only a few trees, so produces and sells very small amounts. The 
farmers typically sell to brokers, export agents or local traders. These tend to be 
unreliable trading partners: they offer low, unstable prices, and take an unpre-
dictable amount of produce. Farmers are not organized for bulk handling and 
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transportation, so they and the buyers cannot benefit from economies of scale. The 
farmers feel exploited, and would prefer longstanding commercial relationships 
with buyers who are able to buy in bulk at reasonable prices.

Tana River and Lamu, in Coast Province, are Kenya’s leading mango producing 
districts, with 8,230 ha out of the country’s 15,000 ha under mango production. 

Farmers sell mangoes in various ways:
•	 They sell small amounts of fruit directly to consumers at open-air markets 

and by the roadside.
•	 They sell to brokers who visit the farmers. These brokers in turn feed whole-

sale markets (such as Kongowea in Mombasa or Wakulima in Nairobi), local 
retail shops and supermarkets. 

•	 They sell at central collection points where producers, brokers, traders and 
middlemen meet and trade wholesale volumes. The fruits are sorted, graded, 
packaged and transported for sale to institutions, grocery stores and super-
markets.

•	 Agents and brokers buy mangoes at the farm gate and deliver to Milly Fruit 
Processors Ltd. This firm makes various products: mango juice concentrate 
for export, canned juice that is sold to tourist hotels and Unilever (K) Ltd., and 
a locally popular soft drink (Picana). The state-of-the-art plant at Mtwapa, 12 
km north of Mombasa, can handle 30,000 tons of fruits a year. It also proc-
esses pineapples, grapefruits, oranges, passion fruits and tomatoes into fruit 
concentrates. 

Before

Now

The goal

The evolution of the mango value chain in Tana River and Lamu
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•	 Some individuals have set up cottage industries producing mango juice for 
sale to the tourist industry. These are key suppliers to tourist hotels in Mom-
basa.

•	 Some farmer groups have invested in mango drying and juice extraction; they 
supply hotels and street vendors.

Intervening	in	the	chain
Recognizing the fruit’s high growth potential, Kenya Business Development 
Services (KBDS) (a USAID-funded programme) and two government agencies 
(the Ministry of Agriculture and the Coast Development Authority) decided to 
focus on improving the production, processing and marketing of mangoes. They 
introduced a new approach that emphasizes commercialization in production, 
marketing and provision of support services such as extension. The Coast De-
velopment Authority in collaboration with Fineline Systems and Management 
Ltd. were commissioned to implement this approach. 

A study of the mango sub-sector identified constraints and appropriate business 
development services, and led to the design of market interventions. The study 
found that smallholder farmers were unorganized, isolated, and detached from 
commercial market opportunities. They understood the benefits of collective or-
ganization, but they lacked the initiative to form producer groups. Such groups 
were needed to improve the producers’ market position in terms of quality and 
quantity, as well as increase their bargaining power and leverage over buyers. 
A strong, dynamic producer network would also streamline the mango supply 
chain.

Developing and honouring contracts between farmers and firms used to be a 
problem. Tempted by higher prices offered by “briefcase exporters” and preda-
tory brokers during the peak seasons, many farmers broke their contracts. The 
major firms, in turn, expended limited effort to sign contracts with farmers, or to 
help them form groups. The firms clearly saw the benefit of doing this, but they 
lacked the capacity to nurture such groups into reliable entities that would be 
capable of honouring their commitments.

The Food and Agriculture Organization of the United Nations (FAO), the Coast 
Development Authority and KBDS introduced a “farmer field school” approach 
to tackle these issues. Farmer field schools are an agricultural extension methodol-
ogy that empowers farmers’ groups to understand their production environment, 
identify production problems and develop solutions internally. Farmers analyse 
problems as a group, solve problems together, and learn by doing so. The field 
schools are held on the farmers’ own land. 

The field school approach was used to help the farmers learn various aspects of 
mango production, processing and marketing. The training covered: 
•	 Production: mango production and orchard management, pests and diseases, 

and induced flowering to reduce seasonality.
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•	 Post-harvest handling and processing.
•	 Marketing.
•	 Credit: establishment and strengthening of micro-credit facilities. 
•	 Networks: formation of district farmers’ networks to coordinate the mango 

sub-sector, deal with production, processing and marketing, and improve the 
bargaining power of mango farmers in marketing their produce.

•	 Extension: the need to pay for extension services.

Chain	upgrading
The farmers formed district-wide networks as a result of this training. These 
networks in turn attracted firms such as Cirio Del Monte Ltd. as a market for 
fruit juice concentrate. Other players have come in too: the United Nations De-
velopment Programme and the Poverty Eradication Commission will provide 
small-scale processing plants to the networks so they can process mangoes into 
concentrate, which they will supply to Del Monte.

Building	engagement
The farmers have greater access to demand-driven extension services, resulting 
in increased productivity as well as product quality. The networks are registered 
as legal entities and can sign contracts with bulk mango buyers. Traders and 
brokers buying mangoes have to go through the networks, which has increased 
the farmers’ bargaining power and pushed prices up. Fresh markets have opened 
through contracts with new buyers. The buyers have also benefited, since their 
transaction costs have fallen. 

The facilitating agencies established microcredit schemes to ensure the pro-
gramme could continue after the donor funding ceased. The networks in both 
districts opened bank accounts and started raising funds from registration fees 
(KSh 2500, or €28 per group) and monthly subscription fees (KSh 200, or €2.25 
per individual member). They hope to raise KSh 2.2 million (about €25,000) so 
they can buy a lorry.

Outcomes	
The farmers have made significant gains from the improved supply chains and 
linkages with buyers. Prices have risen in the last 2 years from KSh 0.30 to KSh 
5 per fruit (from less than half a euro cent to 5 cents). Production and marketed 
volumes have more or less doubled, and quality has improved significantly. 

Many development agencies used to avoid the Tana River district because of se-
curity concerns. The mango project has shown it is possible for outsiders to work 
in this area, so there is increased interest to implement other projects there.
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Lessons
•	 Farmer field schools can be used as a participatory tool to promote market 

linkages. They ensure sustainability, and both private and public sectors are 
willing to support them.

•	 The public sector, NGOs and donors may have to take the initiative to pro-
mote pro-poor market linkages. The initial social costs involved may make it 
impossible for farmers or the private sector to act on their own.

•	 Private-public sector partnerships are easily achieved through the farmer 
field school approach since it offers a participatory, inclusive approach to 
marketing initiatives.

Challenges	
The project was implemented in one division in each district. It has benefited 
about 2,000 farmers. Its positive impact has raised the hopes of other divisions 
and other farmers – but donor funding will be needed to support the start-up 
costs for further up-scaling.

Much was achieved during the 2-year life of the project. But continuity is threat-
ened because the institutional structures are still very young. Brokers and traders 
who have been dislodged from the supply chain may compete or interfere with 
the new marketing arrangements. 

More information: contact Masai Masai, ffsprogm@africaonline.co.ke or shmasai@yahoo.
com

Chain movements
Before the intervention, farmers were chain actors: they were 
disorganized, had little bargaining power, and had limited con-
trol of marketing and processing �. 

Through the project, they have signed contracts with the buy-
ers, so are moving into a chain partnership �.

��
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Learning from challenges: Sunflower 
contract	farming	in	northern	Tanzania

farMers have to adapt in order to survive. The farmers of Mwada Ward, 140 
km west of Arusha in northern Tanzania, know this from bitter experience. 

Up to the 1980s, Mwada was a major cotton-growing area. The smallholder farm-
ers there used to sell their cotton to the Rift Valley Cooperative Union, which 
provided them with all their inputs and marketed the cotton they produced. 
When it collapsed, the farmers were forced to sell to private traders. These proved 
unreliable partners: they offered such low prices that the farmers could not make 
any money, and sometimes did not turn up to buy, leaving the farmers with large 
stocks of unsold cotton.

So the farmers looked around for other sources of income. The local soils are light 
sandy loams, good for growing oilseeds. So the farmers started planting peanuts, 
sesame – and sunflower. 

The crops produce well, but in terms of markets, things have not improved much. 
The farmers still sell their produce at the farm gate to middlemen who collect small 
amounts from each farmer. The farmers have no control over prices, weights or 
measures. Instead of using kilograms, the traders use over-filled bags as the unit 
of measure (see also page 22). The farmers are forced to take whatever price they 
can get, and bow to the traders’ dictates. Demand and prices fluctuate wildly, 
depending on the season and yields. Sometimes the farmers are still unable to 
sell their produce. 

The traders transport the sunflower and sell it to processors in Arusha, Moshi and 
Dar es Salaam. Small-scale processors in Babati town also buy sunflower through 
the same middlemen, process and sell it to wholesalers or consumers in Babati. 
Most of the farmers cultivate 1–3 ha of rainfed land. They are not organized into 
producer groups, and have no direct link to the processors. Extension services, 
credit facilities and other types of support are poor or absent. 

Supporting sunflowers
Faida MaLi, a non-profit organization working on market linkages in Tanzania, 
analysed the sunflower seed market and the problems faced by farmers and 
buyers. Sunflower processors complained that their seed supply was unreliable, 
while farmers were planting low quality varieties and did not have an assured 
market outlet for their produce. Faida MaLi decided to help the farmers find 
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better markets. The idea was to link them with reliable buyers under long-term 
business agreements. This intervention proceeded along the ten basic steps of 
the Faida MaLi market linkage approach (see page 178). 

Part of Faida MaLi’s analysis was to identify potential buyers (Step 1 in the ap-
proach). Faida MaLi found that most companies are not interested in working with 
small-scale farmers and do not have the capacity to set up outgrower schemes. 
But more important, they have little interest in developing the capacities of farm-
ers in the first place. 

However, Hai Investments, a firm based in Arusha, heard of Faida MaLi’s ac-
tivities in oilseeds. Hai Investments was involved in gemstone mining and the 
petroleum business, but became interested in sunflower processing. 

Faida MaLi assisted Hai Investments to develop a business plan. The company 
decided to set up two small plants to process 8 tons of seeds per day. A memo-
randum of understanding was drawn up, stating that Faida MaLi would facilitate 
the linking and contracting process with the sunflower farmers. 

Faida MaLi did a detailed location survey to map out specific villages with suit-
able agro- ecological conditions. The district and village governments helped 
mobilize farmers in these villages. Faida MaLi organized about 180 interested 
farmers into three groups so they could benefit from economies of scale and 
market their produce collectively. The farmers were trained on contract farming 
schemes, how to negotiate and make sure the contract covers everything (seeds, 
transport, etc.). Faida MaLi also helped the farmers to calculate their costs so they 
would know the price they would need to be profitable.

The farmers discussed the contract arrangements
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Faida MaLi also helped Hai Investments draft a contract for the outgrower 
scheme. The firm discussed this draft with the farmer groups. The farmers were 
able to negotiate changes in some of the contract conditions: for example, rather 
than the farmers’ having to transport the produce to the city, the company would 
come and collect it at village collection centres. The fixed price was set at TSh 120 
(€0.09) per kg. This was a good price for the farmers because it gave the farmers 
certainty: market prices would fluctuate between TSh 50 and 150 (€0.04–0.11), 
depending on the season. 

Faida MaLi played a crucial role: to ensure a smooth and transparent business 
engagement, and to build trust among the farmers and between the farmers and 
the firm. Hai Investments signed production contracts with the farmer groups. 
Every farmer signed an annex to the contract indicating how much he would grow. 
Each farmer agreed to pay to Faida MaLi 5% of the value of what they sold to Hai 
Investments, while the firm also agreed to pay Faida MaLi a 10% commission on 
the amount it bought. It was important for both the company and the farmers to 
understand the essence of ownership and commitment to the partnership. 

Season	by	season
The first season went well as far as contracting arrangements were concerned. 
However, yields were well below expectations (only 5 tons), and incomes low 
(around TSh 608,400, or only €440) because many farmers, despite joining the 
group, did not grow the crop, and others planted only test plots for fear that the 
company would not honour the contract – like other traders before. Despite the 
shortfalls, the company liked the arrangement – it was highly committed to the 
contract scheme. Farmers started to trust the company when it came back in the 
second season. 

The second season saw more farmers joining the scheme. Seven producer groups 
with 104 farmers (75 men, 29 women and 5 primary schools) produced 137 tons 
of sunflower, worth TSh 16.5 million (€12,000). The price per kilogram stayed at 
TSh 120 (€0.09) – still a competitive price on the market. 

During the harvesting season a problem arose. A buyer from Dar es Salaam 
came, offering double the price. The buyer could offer these high prices because 
he mixes the sunflower oil with bad quality, unpurified, imported oils. Faida 
MaLi warned the farmers that the new buyer could not be trusted. Still, two of 
the seven farmers groups decided to sell to him, breaching their contract. The 
buyer bought 7 tonnes and never appeared again. 

Hai Investments was disappointed and decided to withdraw from the contract for 
those groups who had sold on the side. But now they had nowhere to sell. They 
came to the Faida MaLi for help. Faida MaLi advised them to talk to the company 
and if possible, negotiate new terms. Through Faida MaLi’s mediation, Hai Invest-
ments agreed to buy the crop, but at the prevailing low market prices. 

Yields were very high and Hai Investments had too little working capital to buy 
all the produce. Faida MaLi facilitated access to a commercial short-term loan to 
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help it manage its cash flow problems. 

In the third season the farmers negotiated with the company to pre-finance 
production activities such as ploughing, the supply of higher yielding seed with 
high oil content, and weeding. The farmers paid 40% upfront into a group savings 
account to be used as collateral, while the company covered 100% of the produc-
tion costs, to be recovered from farmers’ sales after harvest. A total of 572.5 acres 
(232 ha) were ploughed, all through the pre-financing scheme. Over 500 farmers 
(410 men, 122 women) joined the scheme.

Unfortunately, the seed did not germinate well, leading to very poor crop stands. 
Faida MaLi mediated once more in this conflict and advised the group leaders to 
report the issue and discuss it amicably with the company, based on the stipu-
lated contract conditions. They reached a consensus: the company visited the 
fields to check on the crop, and then supplied better quality seed and harrowed 
the fields. 

The weather was very dry, leading to total crop failure in many places. Only 49.4 
tons were harvested, and the farmers could not repay the loan. The situation was 
made worse when the market was suddenly flooded with cheap imported cooking 
oil, rendering locally processed oil uncompetitive. Faida MaLi facilitated Hai In-
vestments to boost demand for its oil by promoting it at a trade fair in Arusha. 

Despite this, in the fourth season, the company decided to pull out of the sun-
flower business, sold off its remaining stocks, and closed the factory. Most of the 
farmers stopped growing sunflower, while others had to sell again to traders.

Outcomes
The farmers were disappointed about losing this business opportunity. But they 
were satisfied about the experience itself. They could count various achieve-
ments:
•	 Their incomes had gone up within a short period because of the better market 

and higher prices: TSh 120 (€0.09) instead of the prevailing price of TSh 70 
(€0.05) per kilogram.

•	 They could plant improved sunflower varieties and produce quality seeds. 
Their yield per unit area rose from 180 kg/acre to 480 kg/acre (from 440 to 
1000 kg/ha).

•	 They were better organized into groups and had acquired basic managerial 
and business skills. Five of the women farmers now participate in local gov-
ernment councils. 

•	 The intervention created jobs: each family employed at least two casual work-
ers to supplement the family’s own labour. 

Despite Hai Investment’s withdrawal, the farmers were satisfied with growing 
sunflower, and they requested to be linked to a new buyer. Faida MaLi has already 
identified another interested buyer based in the city of Moshi. 



88

Chain empowerment 

Faida MaLi must also improve the farmers’ capacity so they can identify new 
market opportunities without depending Faida MaLi’s services.

Lessons
•	 Build farmers’ entrepreneurial capacity The farmers did not have the ca-

pacity to find new market opportunities by themselves. Without Faida MaLi’s 
assistance, the farmers would stay as chain actors. Bringing the farmers into the 
process at an earlier stage, particularly during the initial sub-sector analysis, 
might have avoided this problem. 

•	 Choose partners who are committed The crop being promoted should 
be the main source of income for the company. Hai Investments had other 
businesses to attend to (gemstones, petroleum), so investment in marketing 
and promoting sunflower were not a priority for it after a losing season. The 
facilitator should avoid building linkages with start-ups or companies that 
are new to a particular line of business.

•	 Ensure all sides are committed Initial commitments are crucial for building 
engagement, and to ensure continuity and expansion of the scheme. All parties 
must honour contracts. Total commitment by the company and farmers is a 
prerequisite for success. Side-selling by farmers to other buyers is a problem, 
as is a sole buyer that can dictate unfair conditions.

•	 Choose commodities carefully Realize that a crop with a single buyer poses 
high risk that needs to be compensated for by a higher price. Alternatively, 
crops need to be identified that have several buyers to reduce risk.  

•	 Be prepared to mediate One of the most important roles that Faida MaLi 
played was to mediate conflicts. In situations where contracts are not hon-
oured (e.g., farmers side-selling, companies not delivering inputs on time), 
the market facilitator must spend a great deal of time to re-establish trust 
between the partners.

More information: www.faidamarketlink.or.tz or contact Tom Sillayo, tom.sillayo@
faidamarketlink.or.tz

Chain movements
The intervention helped the farmers to develop from chain ac-
tors � into chain partners. The farmers were able to negotiate 
contract conditions and influence the management of the chain 
by negotiating for the company to collect the seed from village 
collection points, demanding high-quality seeds, having their 
fields re-ploughed, and getting production loans �.

However, now that Hai Investments is out of the sunflower 
processing business, the farmers are back to being chain 
actors �.

��
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Organic	coffee	from	Kilimanjaro

volatile priCes, high input costs, high overhead costs, unhappy coop members 
– these are problems familiar to many cooperative managers. The manag-

ers of the Kilimanjaro Native Cooperative Union (KNCU) knew they had to do 
something to stop even more of the union’s members from selling the coffee they 
had produced to private buyers rather than to the coop.

KNCU’s solution? Go organic. The organic and fair trade markets offer better 
prices than the regular coffee market. But penetrating these markets is not simple: 
they have strict conditions, and it is necessary to develop linkages with different 
players.

The	coffee	chain
KNCU’s 120,000 smallholder members 
are grouped into 90 small groups or 
primary societies. Individual farmers 
grow coffee, harvest the cherries, re-
move the pulp that covers the beans, 
then wash, dry and grade the beans. 
They bring the dried beans to their 
primary group, where the amount each 
farmer brings is registered. The coffee 
is then taken to KNCU’s curing factory, 
where the beans are further processed, 
graded and packaged. Each batch is 
labelled so its origin can be traced. The 
primary groups are paid according to 
the amount of coffee processed. Most 
of the coffee is exported to the USA, 
and a small amount is sold as a finished 
product. 

KNCU’s management organizes the ex-
ports and negotiates the farm gate and 
export prices. The difference between 
these prices is intended to cover the 
coop’s overhead costs. Organic coffee fetches higher prices – but 

must overcome many hurdles before it can 
be certified
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Founded in 1929, KNCU is the oldest cooperative in Africa. It was originally set 
up by the government in a rather top-down way, with limited participation by 
the farmers. This legacy is still reflected in a feeling among members that the 
management does not take their interests fully into account. This gets worse when 
world market prices drop, causing farm gate prices to fall. The farmers complain 
about the coop’s high overhead costs. They feel that the formula used to calculate 
prices is unfair and they have limited involvement in “their” coop. Many started 
selling to private buyers who offered better prices. The coop was in a crisis.

Converting	to	organic
KNCU learned through its contacts that going organic and obtaining “fair trade” 
certification would open new opportunities to access better markets. For support 
it approached Epopa, a private consultancy company that specializes in market-
ing organic products. 

Epopa’s approach is to work with a small group of farmers and use them as a 
catalyst for innovation. The idea is that other farmers will see their good practices 
and higher incomes, and will want to learn from them and join in the project.

KNCU did not have organic expertise, so Epopa assisted the farmers convert 
their farms to organic production. Epopa conducted mobilization meetings with 
primary society members. Seven primary societies, with 1700 farmer members, 
were selected based on their willingness and readiness to join the project. The soils 
and microclimate on the slopes of Mt. Kilimanjaro are ideal for coffee production, 
but the farmers were applying high doses of synthetic fertilizers and pesticides. 
These inputs were expensive, and converting to organic production took quite 
some effort. At first, some of the farmers were sceptical about making a profit, 
while others did not comply with organic farming standards. For these reasons, 
two of the seven primary societies, with about 500 members, dropped out.

Each of the five remaining groups has a permanent technical field officer. They 
are supervised by a manager who is responsible for making sure that the organic 
standards are kept to. The Epopa consultant spends an average of 4 days per 
month coordinating the project activities. This includes technical advice, training, 
field visits to identify problems, and searching for solutions. 

Epopa also implemented internal quality control procedures, paid the certifica-
tion costs, and found new markets.
•	 Certification Epopa agreed with KNCU to share the costs of organic certi-

fication. The certification procedure requires a 3-year conversion period: in 
the first year, Epopa paid 100%; in the second year, 50%; and from the third 
year onwards, KNCU paid 100%. During this period Epopa trained KCNU’s 
technical staff, who in turn trained the farmers how to farm organically.

•	 Internal control system Epopa has helped the farmer groups get organic 
certification. The farmers have had to stop using synthetic inputs, relying 
instead solely on naturally available inputs and environmental restoration 
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principles. Epopa facilitated this conversion and developed an internal control 
system to ensure that farmers comply with it. 

•	 Marketing assistance Epopa has linked the KNCU management with po-
tential buyers. It surveyed the market provided market information to enable 
the management to adjust to market dynamics. Epopa takes the management 
to trade fairs where they can meet with interested importers and strike busi-
ness deals. 

Epopa does not take part in the chain itself. Rather, it facilitates the links between 
KNCU and the rest of the chain, hoping that during the 3 years of the project 
funding these links will grow and become sustainable. 

In the second year, KNCU applied for and was granted certification under the US 
Department of Agriculture’s National Organic Program. In 2004 the cooperative 
exported about 40 tons of organic coffee to three firms in the USA, at a price of 
TSh 400–500 (€0.28–0.36) higher than the conventional price.

Outcomes
The intervention has resulted in many benefits:
•	 Quality and price of product The quality of the members’ coffee has risen 

through the conversion to organic production. This has led to higher farm gate 
and market prices. The farmers make more money and are more motivated, 
and the cooperative earns more revenue. 

•	 Lower costs Now they no longer have to buy synthetic inputs, the farmers’ 
production costs have sunk, and they have revived neglected fields. 

International buyers (USA)

KNCU

Organic coffee growers

KNCU management and technical staff

Structure of the Kilimanjaro Native Cooperative Union

Primary 
society

Primary 
society

Primary 
society

Primary 
society

Primary 
society
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•	 Increased competitiveness KNCU has increased its competitiveness and 
is now able to compete with the local private traders by offering higher farm 
gate prices to its members. 

•	 Stronger market position With organic coffee as a unique selling point, the 
position of the coop in the market has improved.

•	 Strengthened capacity The coop staff are capable of ensuring compliance 
with organic standards, and the management has become more responsive 
to the needs of its members.

•	 Environmental benefits Abandoning the use of synthetic chemicals has 
helped restore nature and enhance biodiversity.

Challenges	and	the	future
The farmers’ interest in organic agriculture has been driven by their need to 
make a profit in the short term. Yet the switch to organic farming promises to 
have many environmental benefits that will continue into the future. In the short 
term, the switch may lower yields and discourage farmers. The conversion period 
offers a good way for farmers to adjust since they can get higher prices for their 
produce.

As farmers come to appreciate the benefits of organic farming, more can be 
expected to join the scheme. Including them is possible because it would not 
significantly increase the costs of the consultancy or KNCU’s overhead. 

The intervention has improved KNCU’s responsiveness to its members, and 
has enabled the coop to seek new markets by itself. The technical staff can now 
provide training and control quality on their own. 

Even after phasing out, Epopa still keeps an allowance to provide support to its 
former clients. This enables it to address minor problems that might threaten 
long term sustainability. The idea is not to make an abrupt exit without provid-
ing some limited support. 

Organic coffee is not the end of the road for KNCU. The coop is now moving 
into finished products and tourism, further diversifying and strengthening the 
income base of its members.

Lessons
•	 Transparency More transparency within the cooperative would help to 

improve the image of the cooperative among the members. There should 
be clear communication between the management and the farmers’ groups 
on issues such as delayed payments and price differences among the farmer 
groups.

•	 Seeing is believing Initially farmers are understandably sceptical about 
new ventures. They need assurance about the market and trust before the 



93

4 Chain partners

real business starts. Many would like to see the benefits first before they join 
in a project. 

•	 Difficulty of including poorer farmers Poor farmers initially do not meet 
the minimum requirements of joining in projects like this. But they can qualify 
later on as the project expands.

•	 Need for short-term benefits Farmers adopt an innovation if they can get 
quick returns. If there is only a small difference in the price of organic and 
conventional coffee, farmers are less likely to see a reason to join even if the 
longer term benefits are apparent. A number of farmers dropped out during 
the lengthy conversion period. 

•	 Competition helps The presence of private traders within the project area 
forced the KNCU management become more responsible to its members.

More information: www.epopa.info or contact Rainard Mjunguli, ray.mjunguli@agroeco.
net 

Chain movements
The coffee farmers of KNCU started off as chain actors, with 
little control over their marketing or over the coop that suppos-
edly represented them. Their only way of influencing the market 
was to sell to private traders rather than to the coop �.

The intervention has strengthened the coop’s linkages with 
the market and control over the prices it obtains. It has also 
made the coop management more responsive to the members’ 
needs �.

The coop is now moving into vertical integration by diversifying 
into finished products and tourism �.

��

�
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Farmer field school networks in 
Western	Kenya

sMall-sCale farMers in western Kenya produce mainly for their own use, and 
tend to sell any surplus quite close to home – often less than 30 km away, 

according to a study by the Kenya Agricultural Commodity Exchange (KACE) 
commissioned by FAO. Many farmers sell at the farm gate, or in open-air or 
roadside markets. 

Cities such as Mombasa, Nairobi, Nakuru and Kisumu offer a very high potential 
for farmers to market their surplus. So do smaller towns and the export market 
(especially for fruits and vegetables). Farmers grumble that they have limited 
market outlets for their fresh produce – while at the same time supermarkets 
such as Uchumi and Nakumatt complain that supplies are inconsistent in terms 
of both quantity and quality.

Identifying	the	problem	
Since 1996, FAO has supported farmer field schools in three districts (Bungoma, 
Busia and Kakamega) in Western Kenya. This work has been in close collaboration 
with the Ministry of Agriculture’s district offices, and has been funded by IFAD. 
The programme has provided field schools with grants to carry out experiential 
learning activities on agricultural production.

Initial phases of the programme succeeded in helping farmers orient themselves 
towards commercial farming, but individual farmers had limited opportunities 
to market their output. Selling as individuals resulted in fluctuating prices and 
high transaction costs such as transport. The situation can be summarized as 
follows:
• Poor access to reliable and competitive produce markets, coupled with low 

and fluctuating prices as a consequence of underdeveloped and inadequate 
market outlets and limited market information.

• Unexploited market opportunities because farmers lack the know-how and 
skills to take advantage of value-added activities such as grading, cleaning, 
sorting, packaging, storage, bulking and processing. Poor access to marketing 
services and facilities is also a major limitation. 

• Poor understanding of supply and demand among farmers, and how these 
forces create markets.

• Limited financing and credit facilities, so farmers have no capital to invest 
in jump-starting business-oriented farming. Part of this problem is that many 
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farmers tend to look for grants and not to consider loans. However, most loans 
offered to farmers in Western Kenya carry high interest rates, so present them 
with significant risks.

• High farm input costs, coupled with poor distribution services and long 
distances to input outlets have resulted in low use of farm inputs. Inputs 
come in bulk packages that smallholders cannot afford. Good quality seed is 
hard to find. Many outlets sell fake seeds, and input suppliers play on this to 
promote their own varieties.

• Lack of effective organizational and managerial capacity to meet the de-
mands of agribusiness development. There is no one who can identify and 
access service providers in agribusiness and establish linkages with the private 
sector. 

• Poor access to current market price information on any commodity.
• Poor communication among members of field schools and between field 

school groups, resulting in the failure to use their marketing power by selling 
as a group.

Individual field schools were not able to share information and best practices 
among themselves. They needed ways to increase their competitiveness in the 
market. 

The majority of the field school members sell small amounts of surplus produce. 
They do not deliberately plan to grow crops to satisfy particular consumer require-

Farmer field schools: A successful approach to organizing 
and empowering farmers
A “farmer field school” is an agricultural education and empowerment approach often used 
in extension programmes. Groups of farmers learn together; they study their production 
environment and constraints, and identify and develop solutions to problems. The approach 
emphasizes joint problem analysis, learning and problem solving. All the activities are done 
in the farmers’ own fields. 

The field school approach has been very effective to help farmers to test and develop im-
proved farming practices and to support each other through their groups. It provides farmers 
with tools and skills they need to improve their farm production. It is also very effective in 
empowering farmers and developing transparent leadership. 

The field school approach has been introduced in various African countries by FAO since 
the mid-1990s. It is now widely applied throughout the continent in a broad range of en-
terprises. Field schools are currently running in 27 countries in Africa, with support from a 
large number of organizations. 

Successful field school programmes have markedly improved production in both food and 
cash-oriented enterprises. But surpluses create a new need – for better marketing linkages 
and strategies, and to reorient production to meet market demands. 

In Kenya, Tanzania and Uganda, this has led to the formation of field school networks to 
bring the members into commodity or producer associations so they can improve their 
agri-business linkages. In Mali, groups of field schools have formed apex organizations, 
organized around value chains. 
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ments. Many farmers tend to sell similar produce, flooding the market during 
the harvesting season. They are forced to be price takers, as they have limited 
access to market outlets and information. They add very little extra value, though 
simple grading, product differentiation and convenience packaging are becoming 
increasingly important, especially for the urban consumers.

Another problem in Western Kenya is that field school members are the victims 
of the current “hot commodity”. Farmers tend to plant what they hear is a good 
commodity, without checking the market for it. Sometimes farmers in other ar-
eas with different growing and marketing conditions pass on news about these 
commodities. 

Chain	activities	
Most of the field school members in Western Kenya are still in the process of 
organizing themselves into commodity marketing or common-interest groups 
under a field school network. They are yet to have a significant influence on 
pricing structure and other value chain activities – though they do appreciate 
the potential to do so. 

Interventions
Farmer field schools were initially formed to address agricultural production con-
cerns. But it quickly became clear that members needed sell their extra output they 
were now producing, so had to strengthen their agri-business linkages. Most of 
the field schools have evolved to meet these new challenges and opportunities. 

After the initial stage of the field school programme ended, the graduates wanted 
to carry on. So they formed networks in 2000 (Busia) and 2001 (Bungoma and 
Kakamega). Farmer field school networks now exist in ten districts in Kenya. Most 
of the networks also act as intermediary or apex organizations linking farmers to 
service providers, markets and information.

On the upstream side, the field schools have been linking farmers to suppliers 
of seeds and fertilizers. They have also forged ties to extension and research 
agencies to learn about and test new technologies with commercial potential. 
The Kakamega field school network,  for instance, has been taking orders to buy 
bulk seed from the Western Seed and Kenya Seed companies. This should give 
its members low-cost, quality. The Bungoma network has opened its own input 
supply centre, which sells good-quality seeds and fertilizer at below the market 
price, in small packs that farmers can use and afford. The Farm Inputs Programme 
Support, a USAID-funded service provider has been a major partner in this proc-
ess. Some of the field schools have also supported initiatives in accessing credit 
and agro-processing activities.

On the downstream side, the field schools have started to link members to major 
buyers of fresh produce, such as supermarkets, hotels and restaurants and even 
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export markets, especially for fruits and vegetables. The Kakamega network, 
for example, has facilitated a marketing arrangement between its members and 
supermarkets (Uchumi, Nakumatt) and grocers in Nairobi through an interme-
diary market facilitator, the Kenya Agricultural Commodity Exchange (KACE). 
KACE links producers to non-traditional market segments without increasing 
their transaction costs. In the Coast Province, field school activities resulted in 
improved mango quality, leading to a contract to supply Del Monte (a large fruit 
exporter and processor) with concentrated mango juice (see page 79).

Adding value is becoming increasingly important. Farmer field school networks 
in Western Kenya have been collaborating with local service providers in bulk-
ing, cleaning, drying and packaging of maize and other grain legumes to sup-
ply major flour millers. Similarly, the Kakamega network has collaborated with 
service providers on bulking, cleaning, drying and packaging orange-fleshed 
sweet potatoes. It has also procured five hand-operated stainless steel shredders 
so members can produce dry sweet potato or cassava chips. The price of good-
quality dry chips in Nairobi through KACE is seven times higher than of the fresh 
produce. In addition, the chips can be stored longer until a buyer is found who 
is willing to offer the right price. The fresh product, on the other hand, can spoil 
during storage and transport.

Interventions to add value are promising for the networks as they reduce risks 
as well as increase commodity values. Continued efforts in this area help force 
the networks to sell as a group, open markets for the farmers, and increase their 
net income from commodity sales. 

Registering	the	right	way
When they were established, all the field school networks were registered as com-
munity-based organizations with the Ministry of Culture and Social Services. But 
this form of registration does not allow them to operate as a legal entity, so they 
are disqualified from buying and selling on behalf of their members, or register-
ing with brokers such as KACE. 

Some of the networks have sought legal advice on the most suitable form for 
registration. The Kakamega network concluded that the requirements of the 
Cooperative Act meant that it would not be suitable to register as a cooperative. 
So the network was advised to register as a limited company.

Chain	upgrading
Progress in transforming and re-orienting production to market-driven demand 
has been varied among the farmer field schools, enterprises and market outlets. 
Most of the field schools and their members are still chain actors. But in Western 
Kenya, efforts are more advanced because of efforts of various development 
partners: training in “farming as a business” (through FAO), market development 
facilitation (KACE), resource mobilization and business development.
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New and critical focus areas include building capacity in marketing, agribusiness 
development and farm management. Training modules on marketing linkages, 
“farming as a business” and other topics have been developed, and are being 
improved and incorporated into the field school curriculum.

Lessons	
The field school networks, especially in Kakamega, have been undergoing a major 
learning process as they have moved from chance marketing to more organized 
and formal marketing channels. The Kakamega network learned a major lesson 
when it experienced major problems in fulfilling a contract with KACE. The net-
work could not estimate the amount of sweet potatoes its farmers had in their 
fields. As a result, the farmers harvested one-quarter of the number of bags they 
needed, and they had to ask the Busia network  to help make up the shortfall. The 
Kakamega network realized it needed better data, so developed a crop inventory 
database to enable it to decide what trading offers and arrangements to make. 

Other problems occurred when some Kakamega network members provided 
shipments of mixed varieties and poorly graded tubers. The members have since 
received training in sorting and grading.

More serious was the transportation issue. The network hired a closed truck, 
leading to high temperatures in the load during transport. When the truck took 
too long to reach Nairobi, its load started to deteriorate. In future the network will 
hire an open truck. In the long run, it wants to acquire its own truck to overcome 
transport problems.

Despite these problems, KACE was still interested in working with the Kakamega 
network, and expressed interest in a new delivery of fresh sweet potatoes and 
quality chips. In December 2005 the network was in a position to deliver 6 tons 
of quality sweet potato chips at KSh 85 (about €0.80) per kilogram to a miller in 
Nairobi – worth half a million shillings. Despite the glitches in the first contract, 
the network still believes it can fulfil a contract for KACE. Its “learning by doing” 
strategy is a key principle of the field school approach.

Challenges
The three field school networks in Western Kenya (Kakamega, Bungoma and 
Busia) show clear differences as a consequence of differences in leadership and 
financial and technical resources. The Kakamega network, for example, benefits 
from the presence of a Peace Corps market facilitator. While the Kakamega net-
work is significantly ahead, it still has a lot to learn. The three districts will be 
receiving more major support through a second phase of the IFAD-supported 
field school programme. 
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Major challenges will include:
• Ensuring demand-driven market facilitation.
• Diversifying by seeking markets for other products.
• Continuing to search for value-adding opportunities. For sweet potatoes, 

these might include producing products such as fortified flour, mandazi (a 
sweet pastry), doughnuts, chapattis, uji (porridge) and juice, as well as buy-
ing mechanical chippers.

• Upgrading transport arrangements.
• Improving communication on market information among members of the 

field school networks.
• Improving the match between contracted amounts and the amounts delivered 

through crop surveys and the crop inventory database.
• Furthering understanding of the marketability and timing of commodities by 

working with marketing organizations such as KACE.
• Improving marketing strategies to eliminate unnecessary links in the chain.
• Setting up revolving funds to support new field schools and commercial 

activities by group members.
• Accessing capital to invest in inputs, farming operations and processing 

equipment.
• Training members on “farming as a business” and a general understanding 

of markets.

More information: 
• General: http://farmerfieldschool.net; Arnoud Braun, arnoud.braun@farmerfield-

school.net; Masai Masai, shmasai@yahoo.com
Farmer field school networks:
• Bungoma: Peter Waboya, bungoma-umbrell@farmerfieldschool.net
• Busia: Nelson Rapando, buffin@farmerfieldschool.net
• Kakamega: Habakkuk Khaamala, kakaffsnet@farmerfieldschool.net

Chain movements
Before the interventions, field school member farmers were in 
the segment chain producing mainly for home consumption 
and selling whatever surplus they produced. Field schools were 
not organized, had low bargaining power and limited control 
of marketing and processing along the different market outlets 
or channels �. 

As result of the interventions by development partners and 
the networks, the field schools are now able to get into large 
contractual arrangements with bulk buyers, as well as engage 
in value addition, including processing. The production is more 
organized with a market-oriented approach, so is moving into 
chain partnership �.

��
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