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EXECUTIVE SUMMARY  

This report summarizes the discussions from a national training on Inclusive Business Models (IBM) 
which took place in Freetown from 6 to 8 May 2014. The meeting was organized by the Rural 
Infrastructure and Agro-Industries division (AGS) of FAO in collaboration with the Sierra Leone country 
office and contributes to FAO’s Strategic Objective 4 on Inclusive and Efficient Food Systems. This event 
falls under the aegis of a Government of Ireland funded project on Upscaling Inclusive Business Models 
(GCP/GLO/455/IRE).  

 
The overall goal of the training was to foster a change in mind-set on how farmer-market linkage 
projects should be approached and to move project entry points away from production, producer, or 
farmer organizations to prioritizing activities that build back from business and to strengthening 
business relationships between buyers and groups of organized farmers.  
 
The objective of the training was to improve the delivery and quality of results under the FAO/GAFSP 
support to the Smallholder Commercialization Programme (SCP) in Sierra Leone. With specific objectives 
including: 

 Familiarize project staff on the concept and objectives of Inclusive Business Models.  

 Reflect on assumptions related to linking farmers to markets – including on the roles of value 
chain actors. 

 Identify and use practical tools that may be used within the SCP in Sierra Leone.  
 
Twenty five professionals including district extension officers from the Ministry of Agriculture, Forestry 
and Food Security (MAFFS) and service providers’ staff working under the GAFSP funded project 
UTF/SIL/038/SIL participated in the training. Buyers also attended the first day of the meeting to provide 
participants with insights about the opportunities and challenges of procurement from smallholders. 
Companies represented at the meeting were: Sierra Leone Produce Marketing Company (SLPMC), Pajah 
Poultry Ltd, Heineken Sierra Leone and West African Rice Company (WARC).  
 
Training sessions 
The training was organized in different sessions with specific objectives as follows:  

 Session 2: Develop a common language on the topic of Inclusive Business Models. 

 Session 3: Listen to buyers of agricultural produce provide their insights on the main challenges 
of working with smallholders. 

 Session 4: Reflect on the inclusiveness and viability of different Business Models with cases from 
Tanzania, Cameroon and Ghana.  

 Session 5: Reflect on the roles of buyers, the government and project extension staff and service 
providers when driving inclusive business models, with cases from Kenya and Ghana. 

 Sessions 6: Review and apply the steps under the FAO IBM approach to specific business models 
under the SCP, to identify upgrading activities that could strengthen the producer-buyer 
relationship.  

 
Reflections on the IBM concept 
Participants contributed to the development of the IBM concept by noting that IBM not only implies 
mutual benefits but also shared responsibilities. It was also suggested to include the goal of food 
security in the IBM definition. A revised definition of IBM could thus be: 



 

 7 

 
Inclusive Business Models imply a business case for trade between business of all scales, with shared 
responsibilities and mutual benefits for the poor and the business community – based on the objective 
that people move out of poverty and improve food security. 
 
The role of the government 
The Sierra Leonean government should to continue its efforts in facilitating an enabling environment in 
which new firms can enter the market, small business can grow and small producers are included in 
agricultural value chains. Some of the actions suggested include: 

 Review tax regime for local companies to promote local small and medium scale enterprises 
(SMEs) and sourcing from smallholders.  

 Strengthen the national standards system and quality control to support the private sector 
marketing strategies for high quality local products. 

 Focus on programmes and activities to increase smallholder productivity. 

 Increase cross ministerial collaboration to support the development of the ABCs. 
 
Role of project staff 
Project staff (including public extension officers and service providers), can play a crucial role in the 
facilitation of business partnerships between private buyers and smallholders. During the training the 
following best practices were identified to promote stronger and sustainable market linkages for 
smallholders: 

 Support target beneficiaries without performing activities on their behalf. Project staff should 
guide project beneficiaries, build their technical and managerial capacities and bring in 
appropriate partners to carry out activities that contribute to both viability and inclusiveness. 

 Mainstream a business mind-set among project beneficiaries, particularly the managers of the 
ABCs, to design and implement solutions that contribute to financial sustainability.  

 Increase communication with buyers to understand their challenges and requirements in order 
to design solutions starting from market demand. 

 Work also with and support small buyers, particularly small traders to whom smallholders 
usually sell most of their produce. 

 Perform detailed analysis of costs and benefits and associated risks before proposing value 
addition activities. 

 Design activities that could be easily incorporated into their daily work with potential to 
contribute to more efficient trading relations. 

 
Next steps for FAO 
The discussions during the sessions will contribute to informing FAO’s future programme of work, 
particularly under Strategic Objective 4 on “Enabling inclusive and efficient agricultural food systems.” In 
moving forward the main activities identified for FAO are: 

 Provide information materials on inclusive business models for practitioners and governments 
such as case studies of inclusive and viable enterprises and tools for market-linkage projects.  

 Continue to mainstream agribusiness skills among project staff so that project interventions are 
planned with buyers, considering their demand and needs as a starting point and building back 
from it.  

 Develop different engagement strategies according to the type of buyer - large multinational 
company, small buyer, informal traders. The support required and the way to interact with each 
of them (including language) needs to be adjusted. 
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 Continue to use its role as a neutral facilitator to promote greater interaction among diverse 
actors (e.g. government, private actors, local universities and financial institutions). FAO could 
support national platforms and multi stakeholder meetings in Sierra Leone. 

 Support in the design and implementation of trade and agricultural policies that foster an 
enabling environment in which SMEs, traders and smallholders can be easily integrated in value 
chains. 

 
Moving forward 
The objective of the training was to improve the delivery and quality of results under FAO market-
linkage projects. This objective was met by familiarizing project staff and partners with the concept, 
goals and principles related to Inclusive Business Models, reflection on assumptions related to linking 
farmers to markets including the roles of value chain actors and presenting business tools to assist in the 
design and implementation of activities that promote inclusive business models.  
 
Overall participants appreciated the participatory approach which allowed them to build on theoretical 
concepts with an analysis of real life case experiences. The opportunity to talk directly to private sector 
buyers on smallholder procurement, the challenges they face and how they think it can be improved 
was also appreciated. Participants gained knowledge on the concept of inclusive business models as an 
approach to facilitate viable and more inclusive trading relations between buyers and small farmers.  
 
Participants acknowledged how they usually focused only on smallholders, ABCs and farmer based 
organizations, having limited contact with other actors. However after listening to buyers, analyzing 
diverse cases and following the IBM approach, participants reflected on how each actor has their own 
strengths and weaknesses, and recognized the need for greater collaboration with private companies to 
support IBM.  
 
The material and programme for the training will be updated based on the feedback provided by 
participants, the results from the evaluations and the analysis performed by the resource persons at the 
end of each day of the training. The updated version of the training will be used for a new EU funded 
project and other market linkage projects. Additionally, the training could be packaged as an electronic 
public good for further dissemination within countries.  
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BACKGROUND 

Over the past decade there has been an increase in investments aimed at improving linkages between 
smallholder organizations and buyers of agricultural produce, many of which adopted a value chain 
approach. The success and failures of many of these initiatives have been well documented. The results 
confirm that, for most cases, the producer-first buyer point of sale continues to be the most inefficient 
linkage, thereby reducing the overall chances of a competitive and inclusive value chain.  
 
Many interventions have been on a pilot basis, isolated to geographic areas and with specific 
commodities, which have led to localized innovations, improved local capacity and some changes in 
policy direction and decision making. There have been very few cases where initiatives have nationally 
transformed smallholder-based value chains.  
 
To better support the producer-first buyer linkage, from 2007 to 2011, FAO, under an European Union 
(EU) funded project, pilot tested an Inclusive Business Model (IBM) approach in sixteen countries across 
Africa, the Caribbean and the Pacific region. The approach helps identifying common priorities required 
for improving farmer-first buyer business relationships under different contexts and commodity market 
structures.  
 
To mainstream lessons from the EU’s initiative and other learnings from FAO’s work on the promotion of 
market linkages, in June 2012 a project funded by the Government of Ireland (GCP/GLO/455/IRE) was 
launched on upscaling IBM. Under this project two workshops have been organized: 

 An expert IBM workshop in October 2013, at FAO headquarters in Rome, which brought 
together 20 professionals from 12 organizations. A main output of this meeting was the 
development of good practices for the private and public sector implementing IBM and the 
development of a community of practice for upscaling IBM1.  

 A Regional IBM workshop in December 2013 in Accra, Ghana which brought together 41 
participants from 15 African countries including mid-level policy makers from Ministries of 
Agriculture and Ministries of Trade and Industry, alongside representatives of national and 
international companies such as Olam, Nestlé and Premium Foods. The meeting disseminated 
the results of the expert workshop and identified regional specific activities to support IBMs. 

 
An output of the project on upscaling inclusive business models is to improve the efficacy and quality of 
service provision under FAO projects, based on the IBM approach and lessons. With this purpose an IBM 
training has been developed to foster a change in mind-set on how farmer-market linkage projects 
should be approached and to move project entry points away from production, producer, or farmer 
organizations to prioritizing activities that build back from business, strengthening business relationships 
between buyers and groups of organized farmers. Target project teams and partners were identified, in 
collaboration with FAO offices in East and West Africa. The first IBM training targeted East Africa project 
teams from Kenya, Uganda, Ethiopia, R.D. Congo, Rwanda and Burundi and took place in Kampala, 
Uganda on 4-6 February 20142. The second IBM training targeted staff under the FAO/GAFSP project in 
Sierra Leone. 
 

                                                 
1
 IBM expert workshop proceedings can be found at: http://www.fao.org/ag/ags/ivc/inclusive-business-models/en/  

2
 IBM EA IBM training proceedings can be found at: http://www.fao.org/ag/ags/ivc/inclusive-business-models/en/ 

http://www.fao.org/ag/ags/ivc/inclusive-business-models/en/
http://www.fao.org/ag/ags/ivc/inclusive-business-models/en/
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This report summarizes the discussions over the three day national IBM training in Sierra Leone which 
took place in Freetown from 6 to 8 May 2014.The meeting was organized by the Rural Infrastructure and 
Agro-Industries division (AGS) in collaboration with the FAO country office in Sierra Leone. 

 
The objective of the training was to improve the delivery and quality of results under the FAO/GAFSP 
support to the Smallholder Commercialization Programme (SCP) in Sierra Leone. Specific objectives 
included: 

 Familiarize project staff on the concept and objectives of Inclusive Business Models.  

 Reflect on assumptions related to linking farmers to markets – including on the roles of value 
chain actors. 

 Identify and use practical tools that may be used within the SCP in Sierra Leone.  
 

Twenty five professionals including district extension officers from the Ministry of Agriculture, Forestry 
and Food Security (MAFFS) and service providers’ staff working under the Global Agriculture and Food 
Security Programme (GAFSP) funded project (UTF/SIL/038/SIL) participated in the training. Buyers also 
attended the first day of the meeting to provide participants with insights into the opportunities and 
challenges of procurement from smallholders. Companies represented at the meeting were: Sierra 
Leone Produce Marketing Company (SLPMC), Pajah Poultry Ltd, Heineken Sierra Leone and West African 
Rice Company (WARC). The complete list of participants is provided in Annex 1.  
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1. OPENING 

Welcome 
Andrea Woolverton, the FAO/GAFSP project coordinator, facilitated the opening session and welcomed 
all participants from MAFFS and service provider organizations. She explained how the IBM training has 
been developed by the AGS division from FAO HQ and that it was first delivered in Uganda for East 
African market linkage project staff. She went over the programme and explained how material had 
been updated to respond to the context in Sierra Leone. She encouraged participants to actively take 
part in the sessions and share their experiences during the discussions to make it a more dynamic and 
interactive meeting.  
 
Opening remarks by Mr Mwesigwa, head of programme implementation FAO-Sierra Leone 
The training was officially opened by Mr. David Mwesigwa on behalf of the FAO Representative. He 
highlighted the importance of inclusive business models within FAO’s area of work in the country, 
specifically under Strategic Objective 4 on enabling more inclusive and efficient food and agricultural 
systems at local, national and international levels.  
 
He encouraged participants to take advantage of the opportunity the training provides to reflect on the 
concepts of inclusiveness and viability. The IBM concept cuts across not only small scale farmers but also 
medium scale farmers and diverse types of buyers including small informal traders, medium businesses 
and large national or multinational companies. He mentioned how attention needs to be given not only 
to including a large number of smallholders in value chains, but also to the quality of that inclusion.  
 
Mr Mwesigwa was pleased that the training would offer participants the opportunity to: 

 Learn about the concept of Inclusive Business Models. 

 Listen to private sector actors, who were invited to provide their insights on the main challenges 
when sourcing from smallholders.  

 Reflect on the inclusiveness and viability of different business models with cases from Ghana, 
Cameroon, and Tanzania. 

 Reflect the roles of actors driving business models such as government, private companies and 
project extension staff and service providers to ensure sustainability. 

 Learn and apply tools that can help to strengthen the Agribusiness Centres’ (ABCs) business 
models. 

The detailed agenda is provided in Annex 2.  
 
He concluded by encouraging participants to incorporate what they will learn during the training on 
their everyday work. He motivated them to use the concept of IBM to identify actions that could 
strengthen the business models of the ABCs, which constitute a viable option to increase 
commercialization of smallholder produce across the country. The complete speech is included in Annex 
3.  
 
Opening remarks by Mr. Bakarr J. Bangura, Director of Extension, Ministry of Agriculture, Forestry and 
Food Security (MAFFS) 
Mr. Bangura, thanked FAO for organizing the training. He reflected on how MAFFS’ staff and service 
providers generally have a technical background with limited knowledge on business management 
concepts and tools. Also they generally work at farm level with producers and their organizations, 
having limited contact with buyers, particularly large companies. Therefore, he motivated participants to 



 

 13 

take advantage of the opportunity to interact with diverse private buyers in a neutral setting and to 
learn about business management concepts. By strengthening their agribusiness skills, extension officers 
and service providers can support the ABCs to become more business oriented and commercially viable.  
 
He questioned the district extension officers about how they perform their daily work. He acknowledged 
that with current resources it is not possible to serve all actors in the agricultural sector, so he urged for 
reflection on: Who are the key actors that need support with extension services and technical expertise? 
How extension officers can serve most efficiently their target beneficiaries? - What types of actions have 
resulted in positive outputs and should be continued? What interventions could be modified for better 
results? 
 
He concluded by stating that to strengthen the business model of the ABCs the role of extension officers 
and service providers is not to perform activities on behalf of the ABCs, but to assist the communities 
and the managing councils by providing them with the necessary tools and expertise in order for them 
to manage the ABCs in a more efficient way.  
 
Opening remarks by Mr. Prince Kamara, SCP Coordinator, MAFFS 
Mr. Kamara highlighted how the government, FAO and partner organizations each have a role to play in 
supporting the ABCs to become successful businesses models. He reminded that the role of FAO and 
development organizations is not to design and implement interventions on behalf of the government, 
but to disseminate knowledge and strengthen local capabilities, so that national institutions can design 
and implement policies and programmes to promote agribusiness on their own.  
 
He motivated participants to reflect on what types of actions they can perform in their daily work to 
support the ABCs instead of seeking for external donor support and proposing activities that need to be 
implemented by other organizations. It will difficult for the ABCs to operate as profitable businesses if 
they continue to wait for external support to solve their problems. He challenged participants to think 
out-of-the-box and propose innovative ideas of how they can assist the ABCs. 
 

The role of the extension officers is not to supervise the ABCs but to support the people managing them. 
The rural communities are the ones really in charge of running and managing the ABCs. In some cases 
where the community has not stepped-up to take ownership of the ABC and manage it, the government 
is considering selling them to private investors. In other cases a cooperative-owned ABC, in which 
people in the community buy shares to become co-owners, seems to be the most appropriate model. 
Regardless of the model, extension officers and service providers should bear in mind that they should 
not directly perform activities on behalf of the people managing the ABCs, instead they should seek for 
ways to guide managers to run profitable enterprises.  
 
He announced that MAFFS is organizing a national conference on ABCs to share success stories and 
failures, and identify best practices. There is no one ideal business model for the ABCs, but the 
appropriate one depends on the context, commodity on offer and actors involved. He insisted on raising 
the benchmark of ABCs and agribusiness used as a reference point to achieve greater results. Also he 
encouraged project staff to facilitate business relationships beyond traditional buyers of ABCs such as 
WFP through its P4P programme, and consider alternative buyers, including both small and large 
companies.  
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He concluded by urging participants to use the concepts and tools they will acquire during the training, 
in their daily work to support the ABCs to become independent economic entities. With that, Mr. 
Kamara declared the workshop officially opened. 
 

Picture 1: Opening ceremony 

 
 
Participants’ expectations 
After the introductory speeches, participants presented themselves and stated their expectations, with 
the main points being: 

 Learn about diverse models to integrate business and smallholders with potential for replication 
by the ABCs. 

 Gain useful tools to support ABCs to function as profitable businesses and prevent further ABCs 
from closing. 

 Expand the knowledge on agribusiness management. 

 Acquire new skills that can be practically applied to the challenges faced by the ABCs. 

 Be able to transfer new knowledge to producers. 
 
Icebreaker activity 
The session ended with an icebreaker activity in which participants were divided into four groups and 
analyzed a statement to discuss if they agree with it and the reasons for agreement or not. Below the 
statements analyzed by each group and a summary of the discussion. 
 
1. Traders are by nature only interested in profit without providing any service or adding value. The 

group partially agreed with the statement. They agreed that traders are interested in making a profit 
but that does not mean that they do not provide services to producers. They argued the quality of 
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services provided depends on the type of traders, service provision by local small traders is different 
to the services provided by larger traders. They also suggested that if producers clearly understood 
traders’ requirements they can negotiate additional service provision.  
 

2. Farmer organizations should always try to take on more value adding activities in the value chain. 
The group agreed with the statement, they argued that by performing more value added activities 
producers can increase sales and make a higher profit. More added value activities performed by 
producers such as packaging and branding, also generate greater investment opportunities and 
attract new customers. 

 
3. It makes better business sense to link farmers to markets through producers’ organizations, than 

through traders. The group agreed with the statement, they argued that when farmers sell their 
produce through a producer organization they have a greater bargaining power and can do a better 
contract negotiation to obtain higher prices. Also Farmer Based Organizations (FBOs) can more 
easily support farmers in increasing the quality of products and provide services such as machinery, 
market information, transportation and input provision. 

 

4. All private sector actors (farmers, farmer organizations, traders, processors, retailers, wholesalers) in 
the chain carry equal responsibility for delivering the required products/services at the right price. 
The group agreed with the statement. However, they clarified that all actors in the chain not only 
have the responsibility to ensure the delivery of the products and services at the right price, but that 
all actors have equal responsibility in ensuring that products are delivered with a high quality, in the 
required quantity and in a timely manner. 

 

2. WHAT DOES INCLUSIVE BUSINESS MODELS MEAN?  

IBM within the value chain 
The objective of session two, led by Cora Dankers, FAO Agribusiness Officer, was to introduce 
participants to the concept, framework and lessons learnt on the topic of IBM. She started her 
presentation clarifying the difference between the value chain approach that includes all actors across 
the chain, and the IBM approach that focuses on the producer to first buyer point of sale which is often 
the weakest link in the chain.  
 
A key driver behind the growing importance of IBM in both research and real-world application is that it 
is a much more manageable concept than the value chain which includes far more moving parts (all 
actors, all channels and all environmental elements). However IBM does not replace the VC approach, it 
is just another tool to support market linkages and business models within the value chain. 
 
Participants’ perception of “inclusive” and “business model” 
Participants were invited to discuss in small groups their interpretation of the respective meanings of 
“inclusive” and “business model”. 
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Picture 2: Exercise on the meaning of inclusive and business models 

 
Inclusive: Participants suggested inclusive refers to the involvement, participation and integration of key 
actors in the value chain. The term also refers to a set of actors that discuss and take decisions (both in 
the planning and implementation phases), in a participatory manner, setting common goals and shared 
responsibilities. In this sense it is about bringing diverse actors to work together with a common 
objective. Inclusive also refers to relations that take place between actors of different sizes, including 
smallholders but also small, medium and large size enterprises.  
 
Business model: Participants suggested a business model includes the: overall strategy, activities, 
methods, infrastructure, structure and marketing strategy (4Ps: place, product, price and promotion) of 
an organization. These are the set of elements that a business sets in place in order to create, capture 
and deliver value. A successful business model ensures the delivery of quality goods and service in a 
timely manner to maximize profits.  
 
The IBM concept 
Besides FAO a number of development organizations, non-governmental organizations (NGOs) and 
private sector actors are working in the development and implementation of IBM. Each organization has 
its own slightly different definition of what is an IBM. According to GIZ, IBM is about mutually beneficial 
business partnerships; for CIAT it is about market integration of low income groups into value chains; 
UNDP defines it as building bridges between less endowed people/actors and the business community; 
while SNV believes that IBMs are economically profitable and environmentally and socially responsible. 
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In spite of the differences in the definition of IBM, there appears to be some common elements and 
basis for mutual work. Based on FAO work with partners it was proposed that Inclusive Business Models 
imply a business case for trade between business of all scales, with mutual benefits for the poor and the 
business community – based on the objective that people move out of poverty. 
 
The growing importance of IBMs is also due to the fact that it represents a common ground in which 
businesses and development actors can work together towards shared objectives. Businesses have 
reasons to work with smallholders including: smallholder comparative advantage in producing certain 
crops, establish local procurement mechanisms that can reduce logistics cost, diversify their supplier 
base and improve their reputation for corporate responsibility. For development organizations working 
with the private sector represents an opportunity to involve the private sector in development, link 
smallholders with a sustainable buyer, increase incomes of the poor and facilitate the transferring of 
business skills to smallholders.  
 

 
Picture 3: Presentation on the IBM concept and approach 

 
FAO’s approach to using the IBM concept 
In order to promote IBM, the Rural Infrastructure and Agro-Industries division (AGS) of FAO has 
developed the IBM approach. The approach has been pilot tested across countries in Africa the 
Caribbean and the Pacific3. Its purpose is to support the design and implementation of interventions 
that strengthen business linkages between small-scale producers and buyers. There are four key aspects 
for consideration when implementing the IBM approach:  
i) Organized and capable farmers: the IBM approach targets existing groups of organized farmers 

with experience and the ability to commercialize products.  

                                                 
3
 The IBM approach was pilot tested in 16 countries from 2007-2011. 
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ii) Receptive buyers: the IBM approach focuses on pre-identified buyers willing to procure from 
smallholders, instead of trying to respond to the general demand of the broader market.  

iii) Experienced intermediary organizations such as local service providers and NGOs to facilitate 
the partnership between smallholders and buyers, without unduly taking over activities that 
should be carried out by the value chain actors.  

iv) Enabling environment: for IBM there is a need for a local enabling business environment that 
promotes or at minimum does not impede small-business activities. 

 
There is no one-size-fits-all solution, hence different types of linkage models and an iterative approach is 
needed according to context and commodity specifics. When working on strengthening the relations 
between producers and buyers there is also the risk of over-dependence on a single market outlet and 
crop. Appraising the quality of inclusion requires appropriate indicators. It is also important to design 
projects that address short term needs with a proper exit strategy to ensure sustainability.  
 

Session Findings 
 
IBM concept 
The IBM concept includes a change in how private and development actors tackle the inclusion of 
smallholders in value chains. It provides a framework for bringing together companies and smallholders 
that could appear to have conflicting objectives. The IBM concept capitalizes on recent changes such as 
the prioritization of interventions with potential to become economically profitable by development 
organizations, and businesses being more concerned with social development with the ideas of 
corporate social responsibility and shared value. However, more work is needed on how the concept can 
be incorporated within projects. Practitioners require more practical guidance on how to engage more 
efficiently with buyers and private sector actor of different sizes. 
 
IBM definition 
The IBM definition should not be limited to the goal of transitioning out of poverty, but include ensuring 
food security. Participants also observed that it not only implies shared benefits but also shared 
responsibilities.  
 
Use of language 
Even if the IBM concept facilitates working together with private companies and smallholders, the 
language used when addressing diverse actors needs to be carefully picked. The language for discussion 
within the development sector is not always appropriate to use when working with buyers and 
producers. Service providers and extension officers should avoid using development jargon when talking 
to business and producers, as there is a risk that producers simply use new words without fully 
understanding the meaning and implications.  
 
IBM in Sierra Leone 
There is scope to implement the IBM approach to upgrade current businesses models and strengthen 
relations between ABCs and buyers. Below are the main points that should be considered: 

 Organizational structure and governance of ABCs - A main challenge for ABCs’ business models is the 
dynamics in the selection of the board and management staff, and the relationship between the 
FBOs and the ABCs. The actions mentioned by Mr. Kamara regarding selling ABCs to people with real 
business interest in running them is trying to address this point.  

 Consider buyers’ requirements – Project staff should not only focus on smallholder needs and 
production issues, but analyze market issues from buyers’ perspective to develop solutions. An 
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example was provided related to vegetable producing farmers who in certain areas cultivated and 
harvested produce all at the same time, generating an excess of supply in the market, causing prices 
to fall and product losses. If instead, project staff would analyze market dynamics and engage with 
specific buyers, they could facilitate farmers’ organization to agree on diverse planting and 
harvesting periods according to demand. In this way farmers could ensure a secure buyer, prevent 
product losses and obtain stable prices.  

 Consider alternative buyers - It is not always necessary to work with formal or medium-large 
enterprises. Traders and middlemen also play a role in the value chain and they often are the most 
important market outlets for ABCs.  

3. BUILDING BACK FROM BUSINESS: THE ROLE OF THE BUYER 

The role of buyers in IBM 
Session three started with a presentation by Siobhan Kelly, agribusiness officer, FAO, on the role of 
buyers and sellers in building inclusive business models. It is important to engage directly with buyers as 
they provide market outlets for farmers, create jobs in rural areas, transfer knowledge about product 
and market requirements and can influence the enabling environment. She explained how there are 
different types of buyers, including traders and middlemen, small and medium scale enterprises (SMEs), 
institutional public buyers and large companies. Each of them has their own motivations for working 
with smallholders but also face specific challenges when sourcing from smallholders.  
 

Panel session 
To learn more about buyers of agricultural produce in Sierra Leone an interview style panel session was 
set-up. Moussa Djagoudi asked questions to a panel consisting of: Ahmid Kabba from the Sierra Leone 
Produce Marketing Company (SLPMC), Habib Pajah from Pajah Poultry Ltd, Ibrahim Suba Kamara from 
Heineken Sierra Leone and Emiliano Mroue from the West African Rice Company (WARC).  
 
Description of businesses 
Each buyer was first asked to present a brief description of their business.  
 
WARC owns a plantation with 1000 acres of land for rice production and has also developed an out-
grower scheme procuring rice from smallholders that are mainly subsistence farmers. WARC purchases 
rice to increase its supply base, but it is also interested in supporting the capacity development of these 
farmers and contribute to linking them to a profitable market. The company has two strategies for 
marketing the rice. The first one is supplying the local urban market in which currently most of the rice 
consumed is imported. However there is potential for growth as local consumers prefer a particular type 
of rice (parboiled rice of the Pa Kiamp variety) that is grown in the country. The second strategy is to 
produce high quality (fairtrade or organic) certified rice, for the export market (Europe and USA) that 
can be sold at a premium price that will be transmitted to farmers. 
 
SLPMC is also involved in the production and marketing of rice. The government has a 51% ownership of 
the company and has set the mandate to procure from smallholders. The company commercializes 
nationally and exports the agricultural products it purchases from the farmers.  
 
Heineken SL, also known as The Brewery, is the only beer producing company in Sierra Leone. Three 
types of drinks are produced: Star (lager), Guinness (stout) and Maltina (a malt drink). All drinks are 
brewed for the local market. To produce the drinks the company set up a local supply chain for the 
procurement of sorghum and imports malted barley. Currently the company buys 700 tons/year of 
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sorghum nationally from nucleus farmers, agents and outgrower farmers. The national beer is made 
with 30% sorghum and 70% barley, however the goal is to increase the level of sorghum to 60% by 2020, 
and also to produce a 100% sorghum beer. 
 
Pajah Poultry is involved in the business of maize production for feed, particularly for chicken. Previously 
all maize used as feed was imported, which is unsustainable due to the large volumes required, that 
making transportation very expensive. Smallholders traditionally grow rice and haven’t been actively 
involved in the production of maize. However, as maize usually can be marketed at a higher profit, there 
has been an increase in the volume of maize produced by smallholders.  
 
Services provided to smallholders 
In order to procure from smallholders each of the buyers provides particular services to smallholders. 
WARC supports the entire farming process by providing seeds, overseeing the production, harvesting 
and drying process. Heineken provides training to farmers in production and harvesting techniques. It 
also has developed a scheme in which producers are able to obtain soft loans through alliances with 
microfinance institutions. For instance some producers have received loans to acquire motorcycles to 
transport their produce. SLPMC provides transportation with trucks that collect produce at farms.  
 
Pajah Poultry believes in supporting farmers but without providing free inputs or services. With training 
and proper use of fertilizers they believe there is potential to increase farmer yields from 0.8 mt/ha to 
2.5 mt/ha. They have also made alliances with banks that provide loans to producers in which the 
contract serves as guarantee. Farmers can also get fertilizers from Pajah on a credit basis which is paid 
once the product is delivered.  
 
Product requirements 
Some of the buyers have particular product requirements. For WARC, compliance with quality standards 
is crucial. Important characteristics include: humidity, produce of a single variety and no foreign matter. 
Instead for maize, apart from the fact that it should not be moldy, the quality is not as important as a 
large volume.  
 
Challenges 
In spite of the willingness to procure from smallholders, buyers face major challenges when buying 
produce nationally. For Heineken the competition is unfair, with imported beers entering the market 
with low tax rates. On the contrary the tax regime for national products is high. An additional problem is 
that foreign products are perceived by consumers as being of superior quality. The company also faces 
trouble with contract negotiations with producers who push constantly for a price increase, while the 
price of the final product sold to consumers remains unchanged for long periods of time. Additionally 
the company has trouble with side-selling and fraud; with individuals without the capability of delivering 
sorghum applying to receive the benefits package.  
 
WARC also faces stiff competition from cheap rice imports. To illustrate the situation Emiliano provided 
an example with real numbers. The production cost of a bushel of husk rice is 40.000 Leones. After 
processing, the cost is around 150.000-170.000 Leones per bushel of milled rice, so the final price of a 
branded packaged mt of rice produced in Sierra Leone is around 680 USD. However, imported rice 
arrives to the country at 400 USD per mt. He argued that in order to compete with imports it is 
fundamental to increase productivity. Similarly, SLPMC argued that they are unable to compete with 
cheap imported rice that has no import duty and is of good quality.  
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The low productivity also limits the ability to have modern processing facilities in the country. A modern 
processing mill has the capacity to process around 20.000 mt of rice per day. However, total production 
in the country is currently around 1 million mt per year4, of which much is processed manually for local 
consumption, making it commercially unfeasible to invest in such equipment. 
 
For maize, the main challenge is the current low level of production due to the limited number of 
farmers involved in maize production and the low productivity. 
 
Policy actions 
The panel suggested the following possible policy actions to facilitate local sourcing and attract other 
private investors.  
1. Intensify farmer support through extension services and capacity building on best practices for 

planting, threshing and harvesting to increase productivity. 
2. Develop mechanisms to protect local enterprises and incentive national procurement. For instance, 

import tariffs could be raised gradually as national production increases.  
3. Develop mechanisms such as forums and platforms to increase interactions between actors and 

stakeholders in agricultural value chains for information sharing, the discussion of pressing issues 
and the design of joint solutions.  

4. Develop a better information system for national production. A possible starting point is to develop 
a database for ABCs including location, number of smallholders and volumes produced that could 
later be scaled-up. 

 

Session Findings 
 
Investment in processing machinery 
It is generally more efficient to invest in specialized processing companies with modern processing 
facilities than providing small-size equipment to producers. Due to economies of scale, by processing 
larger volumes of produce it is possible to reduce costs. Also in some cases FBOs do not have the 
capabilities to manage the machines or repair them if they are broken, generating extra costs and 
management requirements instead of economic benefits.  
 
Role of extension staff and service providers 
Types of actions that service providers and extension officers could perform to strengthen the ABCs’ 
business models include: 

 Increase the communication with buyers to understand their requirements and design plan of 
actions according to specific challenges. 

 Develop training material for farmers based on specific product and market requirements, not 
general best practices.  

 Design activities with potential to achieve efficiency improvements through changes in processes 
that do not require large financial investments.  

 Assist ABCs in analyzing the costs and benefits of processing activities.  

 Support producers with the adoption of certification schemes when required by buyers. 
 

                                                 
4
 FAOStat, data for 2011. 
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4. PRINCIPLES FOR INCLUSIVE BUSINESS MODELS 

Value addition by Farmer Organizations 
As an energizer, one of the statements of the first morning was discussed again: “Farmer organizations 
should always try to take on more value adding activities in the value chain”. Participants who fully 
agreed were requested to stand left of the room, participants who completely disagreed at the right and 
participants who somewhat agreed but also somewhat disagreed were asked to stand in the middle. 
There were no participants who fully disagreed. Most participants fully agreed with the statement and a 
small group was standing in the middle.  
 
Facilitated by Natalie Vergara, the groups were invited to convince the other group of their point of 
view. The group who fully agreed argued that value addition would bring higher prices and more profit. 
According to them, farmers should always try to add value, for example through proper drying and 
cleaning, and ensure the delivery of high quality products. The group in the middle argued that value 
addition can be beneficial but it also brings costs, and that some value added activities, for example 
certain processing activities, should be left to professional processors. At the end of the discussion two 
participants had gone from the fully agree to the somewhat agree group. They explained that they still 
believed engaging in additional value adding activities could be beneficial for farmers, but that before 
performing new activities producers should first excel in their core functions of production and 
harvesting and evaluate the costs and benefits before engaging in any new activity. 
  
Assessing business models on inclusiveness and viability 
The objective of session 4 led by Siobhan Kelly was to introduce the principles for inclusive business 
models to use as guiding reference when analyzing business models. As discussed in session 2 there are 
two main forces on inclusive business models. The ‘inclusive’ element relates to the constraints of 
linking smallholder and vulnerable groups to buyers, whereas the ‘business’ element relates to an 
enterprise’s way of doing business and its viability.  
 
The following principles have been developed to assess the inclusiveness and viability of business 
models. Their objective is to guide actors working on smallholder-based business models so that their 
efforts contribute to competitive and sustainable models – and at the same time also contribute to 
poverty reduction and food security.  
 
To assess the inclusiveness of a business model the following principles were proposed: 

1. Inclusion of actors: Does the business model include and uses the experience and knowledge of 
existing supply chain actors (traders, transporters, SMEs, village agents, wholesalers)? Has it led 
to the exclusion of any of these actors? Does it encourage the participation of the most 
committed and capable farmers? Could activities be extended to farmers with less assets, 
women and minority groups? 

2. Market opportunities: Does the business model encourage a range of market outlets available 
for small actors or are they mostly dependent on one market? 

3. Partners: Does the business model use the right actors (local government, private sector service 
providers) to address challenges and enhance sustainability? Do any of the partners dominate 
the business model? Or is there shared decision making? 

 
Viability can be defined as the capability of succeeding, when applied to businesses this refers to 
financial sustainability. To assess the viability of a business model the below principles were proposed: 
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4. Business competitiveness: Does the business model encourage efficiency, cost and waste 
reduction, timely delivery of products, consistent quality products and timely payments? Do the 
actors involved earn enough to continue their participation in the business model? Can the 
actors pay for the services, inputs, finance they need or access them independently of others? 

5. Business to business collaboration: Do the main actors (buyers/sellers) in the business model 
collaborate when doing business, or do they compete? Are there mechanisms aimed at 
improving collaboration between buyers and sellers?  

6. Business capacity and skills: Do the main actors have the business and technical skills to respond 
to customers’ needs (market knowledge, pricing, financial management skills, technical 
capabilities – production, harvesting – forecasting demand, standards, product requirement 
specifications production planning)? Does the business model or partners support capacity 
building in these areas? 

 
To apply the principles to a specific context and business model three cases studies were analyzed.  

 
Case1 – Transaction Security Services in Tanzania 
The first case was analyzed in a plenary session in which Siobhan Kelly led the discussion. Participants 
watched a video describing the Transaction Security Services (TSS) developed by Rural African Ventures 
Investments (RAVI) to link potato farmers in Tanzania to urban markets.  
 
The TSS model works with traders and brokers to link farmers to markets. A network manager in urban 
markets uses mobile phones to communicate with a TSS agent working close to the production areas. 
The two agree on price, volume and time for delivery of produce according to market demand. The 
agent is responsible for negotiations with farmers and organizing product delivery, including collection, 
ensuring quality is consistent with buyer requirements, and transportation in labelled bags that can be 
traced to producers. The TSS agent’s commission is tied to the price the farmer gets, offering an 
incentive for the agents to set the highest possible price for the farmers. The link to the video is 
provided in Annex 6. 
 
After watching the video participants discussed the inclusiveness and viability of the TSS business model 
according to the principles proposed. The main points analyzed are summarized in Table 1. Participants 
concluded that due to the inclusion of actors with diverse capabilities, transparency across the chain, 
partnerships generated, collaboration between agents, managers and producers, and efficiency 
throughout the chain, the model can be considered as a good example of an inclusive business model. 
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Table 1: Analysis of the business model (BM) of TSS in Tanzania 

Inclusiveness  Viability  

1. Inclusion of Actors 
1.1 The BM includes existing supply chain actors.  
One of the participants familiar with the case confirmed 
that TSS agents were selected from a base of successful 
traders. The BM takes advantage of traders’ familiarity 
with the product and relation with buyers and 
producers. 
The model includes farmers and takes advantage of their 
knowledge to produce potatoes. 
1.2 It is not clear if the BM has led to the exclusion of 
any actors. There is no information about FBOs that 
could have been included in the model. 
1.3 The BM encourages the participation of the most 
committed farmers that are capable to produce 
potatoes according to quality requirements. 

4. Business competitiveness 
4.1 The model encourages efficiency, cost and waste 
reduction, timely delivery of products, consistent 
quality and timely payments. 
4.2 There is a transparent pricing mechanism 
accounting for all of the costs, from production to 
delivery. Also payment of bonuses which allows actors 
involved to earn enough. 

2. Inclusion of market opportunities 
The BM links farmers to buyers in urban markets. 
 

5. Business to business collaboration 
5.1 Actors in the model collaborate to do business. 
5.2 There are mechanisms such as cell phones and 
meetings to facilitate collaboration among actors. 

3. Inclusion of partners 
3.1 The model is private sector driven and does not 
seem to include the local government. 
It includes local banks and cell phone companies to 
make payments to farmers and agents. Also probably 
support from development project (IFAD logo). 
3.2 There is a clear process for transactions between 
producers and agents. No actor seems to dominate the 
model. 

6.Business capacity and skills 
TSS agents have the market knowledge (information on 
prices), financial management (calculation of costs and 
bonus with the established form on an excel spread 
sheet). 

 
Participants’ were then divided into four groups to analyze two other cases using the proposed 
inclusiveness and viability principles as guiding questions. Two groups worked on the Premium food case 
in Ghana and two on the Pamol-MANAFACOOP case in Cameroon.  
 
Case2 – Premium Foods in Ghana 
Premium Foods is a large processing company sourcing maize, soybeans, sorghum and rice from 
smallholders through an out-grower scheme with the support of nucleus farmers. The company 
provides input on credit and supports the provision of mechanization services. The groups concluded 
that the case include some of the IBM principles such as the inclusion of farmers through lead farmers, 
the link to a reliable buyer (Premium Foods) and the partnerships established with organizations to 
support the model, but that there were some areas that could be improved such as the efficiency in the 
model, the incomes earned by smallholders and the mechanisms for collaboration and sharing risk 
between farmers and the company. See Table 2 for the analysis of the inclusiveness and viability 
principles and Annex 6 for a complete description of the case.  
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Table 2: Analysis of the business model of Premium Foods and Nucleus Farmers in Ghana 

Inclusiveness  Viability  

1. Inclusion of Actors 
1.1 The BM includes various actors: 
Farmers, lead farmers, Premium Foods. 
1.2 The BM leads to the exclusion of transporters as 
Premium Foods provides tractors for transportation. 
1.3 The BM encourages the participation of the 
most committed farmers (lead farmers) and takes 
advantage of their capabilities. 

4. Business competitiveness 
4.1 The model promotes good agricultural practices, but 
farmers need to adopt new techniques restraining them 
from using their traditional ones. There have been gains in 
efficiency with the trucks provided for transport. But the BM 
could improve in time management and record keeping. 
4.2 Actors in the BM do not earn enough as they are unable 
to pay back their loans. 
4.3. The company is taking more risks than producers as it is 
providing loans worth 30% of the tractor cost. 

2. Inclusion of market opportunities 
The BM links farmers to one buyer Premium Foods 
but it includes different types of products (sorghum, 
maize). Also smallholders are bound to work with 
nucleus farmers in order to sell to Premium Foods. 
 

5. Business to business collaboration 
5.1 Actors in the model have limited agreements of how to 
work together. 
5.2 There are mechanisms such as the Memorandum of 
Agreement to facilitate collaboration among actors, but 
actors do not adhere to them 

3. Inclusion of partners 
3.1 The BM includes partners such as universities, 
ministry of agriculture, national research 
institutions and Ghana Grains Council. However, it 
does not include financial institutions. 
3.2 There is no information about the decision 
making process between Premium foods and 
nucleus farmers or between nucleus farmers and 
smallholders. 

6.Business capacity and skills 
6.1 Actors have the business and technical skills, but lack 
financial capacity. 
6.2 Farmers are trained in new techniques, but they are 
struggling to incorporate them in their daily activities, they 
were not using the acquired skills for production and post-
harvesting. 

 
Case3 – Pamol and MANAFACOOP in Cameroon 
Case 3 describes the relationship between Pamol, a palm oil processing company and MANAFACOOP, a 
producer cooperative in Cameroon. Pamol owns large plantations but also regularly buys Fresh Fruit 
Bunches from smallholders that are part of MANAFACOOP. The model was considered a good example 
of an IBM as producers and the company work together to establish mechanisms to gain efficiencies 
including collection points, a quality control system and a faster payment mechanism. The model also 
clearly distinguishes the roles and responsibilities of each actor, ensures the inclusion of partner actors 
and builds the skills of both the coop and smallholders. See Table 2 for the analysis of the inclusiveness 
and viability principles and Annex 6 for a complete description of the case. 
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Table 3: Analysis of the business model of Pamol and MANAFACOOP in Cameroon 

Inclusiveness  Viability  

1. Inclusion of Actors 
1.1 The BM includes various actors: 
Farmers, cooperative, Pamol (processing company).  
1.2 MANAFACOOP is playing the intermediary role 
between Pamol and the farmers, this excludes 
traders. 
1.3 The BM encourages the participation of farmers 
who are able to produce according to Pamol 
product requirements. 

4. Business competitiveness 
4.1 The BM encourages efficiency through the use of quality 
seedlings, collection points, offering advice to farmers on 
production techniques, having a quality control brigade and 
a pricing mechanism to ensure prompt payments.  
4.2 Pamol buys regularly from MANAFACOOP at an 
attractive price. 
4.3. Risks are shared; farmers assume the risk until product 
is delivered at the collection points and Pamol the risk from 
the collection points to its facilities.  

2. Inclusion of market opportunities 
The BM links farmers to one buyer, Pamol. 
 
 

5. Business to business collaboration 
5.1 Actors collaborate with each other and the roles and 
responsibilities are clear. 
5.2 There are mechanisms such as the collection points, 
payment mechanisms, negotiations and frequent meetings 
to facilitate collaboration among actors. 

3. Inclusion of partners 
3.1 The model includes other partners such as 
NGOs, Donor (EU), financial institutions, the 
government that passed a law to impede large 
plantations and encourage smallholder production.  
3.2 There is a shared decision making process. 

6.Business capacity and skills 
6.1 Actors have the business and technical skills such as 
certified seeds, quality control, collection points and nursing 
facilities. 
6.2 Farmers receive advice on production techniques and 
have the support of the nursery facility and quality brigade. 

 

5. FACILITATING INCLUSIVE BUSINESS MODELS: IBM DRIVERS 

The objective of session five led by Cora Dankers was to present different drivers in the design and 
implementation of IBMs: the private sector, the government and facilitators or intermediary 
organizations, and to analyze their roles in promoting IBMs. 
 
Participants were asked to perform a comparative analysis including the advantages and disadvantages 
of each driver model relative to the inclusiveness and viability principles. To perform the analysis within 
a practical business model three cases were introduced: 

 Government driven - Afife rice in Ghana 

 Facilitator driven - Elreco in Kenya 

 Private sector driven - Blue skies in Ghana 
Below a brief description of each case, for the complete cases see Annex 6. 
 
Case 4, Government driven: The case of the Afife rice irrigation project in Ghana describes a 
government-led programme by the Ghana Irrigation Development Authority (GIDA). Smallholders are 
given a five year renewable tenant agreement for a land parcel between 0.5 and 1 ha. In order to 
benefit from the tenant agreement farmers need to become members of a cooperative, responsible for 
the operation and management of the irrigation scheme. Farmers pay a subsidized price for the 
irrigation system. Originally GIDA and the cooperatives were not involved in marketing activities, but 
later GIDA facilitated a linkage between the cooperatives and House of Remma, a processing and 
marketing company. 
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Case 5, Facilitator driven: Elreco, a development organization working with communities in Kenya, 
performed a study to understand the milk marketing situation. With the results, the organization 
mobilized 400 farmers to form the Kong’s asis Farmers Cooperative Society. The cooperative negotiated 
with an interested buyer (Brookside Dairies) a contract to supply 5,000 lt of milk per day. To facilitate 
transportation, the cooperative organized collection points and arranged for a vehicle to pick-up the 
milk and take it to the processor. The coop introduced standard measures for the milk and keeps 
records of the amounts bought and sold. The coop has also made arrangements with financial 
institutions for members to access loans. 
 
Case 6, Private sector driven: Blue Skies is a private agro-processor in Ghana that buys fruits from 
smallholders through a contract farming arrangement and sells natural juices. Most produce is procured 
locally from individual farmers and any gap is filled with imports. Farmers sign a contract typically 
covering a 6 months period specifying the fruit size, weight range and quality. Blue Skies provides 
training in good farming practices, technical advice and seeds on credit. Farmers supplying the company 
join a cooperative which represents them for price negotiations. The cooperative also has quality 
assurance teams to ensure that quality and certification requirements by Blue Skies are met.  
 
Using a “world café” approach, participants rotated in three groups along tables with a moderator 
discussing about a specific case. In this way all participants worked on each of the cases, using the 
analysis of the previous group as a starting point. At each table participants analyzed the advantages 
and disadvantages of the business model relative to the inclusiveness and viability principles. In a 
concluding plenary discussion, the participants reported on the main points of analysis and a 
comparative analysis was performed. Table 4 includes a summary of the advantages and disadvantages 
of the case studies.  
 

Table 4: Comparative analysis of drivers for IBMs 

 Government-Driven 
Rice Afife, Ghana  

Private sector-Driven 
Blue Skies, Ghana  

NGO-Driven 
Elreco, Kenya 

 
 

Advantages 
Inclusiveness 

- Transparency in decision 
making (with the consultation 
of actors through steering 
committee).  
- Easy access to land. 
- Support for capacity building 
of farmers (extension officers). 
- Ability to influence policy. 
 
 

- Development of out-grower 
scheme to supply raw material 
by smallholders. 
- Capacity building of farmers. 
- Access to loans through 
banks with no interest rates 
for farmers. 
- Sign of contracts (business 
security). 
- Access to transport. 

- Mobilize farmers to form a 
cooperative.  
- Ready available market for 
the farmers. 
- Democratic committee to 
managing the network 
(contract negotiation). 
- Access to loans. 
- Capacity building. 
- Access to transport. 

Advantages 
Viability 

- Availability of land for 
irrigation scheme to increase 
competitiveness. 
- Provision of subsidy – makes 
farmer competitive because 
they have reduced cost. 
- Production intensification as 
a result of irrigation. 
- Agreement between 
government and marketing 
company. 

- Efficient and effective 
delivery of services. 
- Opportunity of expansion. 
- Quality of products. 
- Flexibility in contract 
negotiation. 
- Price incentive (attract 
farmers to sell to Blue Skies). 
- Certification of products 
gives access to markets. 

- High quality products as a 
result of quality checks. 
- Collection points to prevent 
spoilage. 
- Contract negotiations. 
- Prompt payments by buyer. 
- Member contribution 
(member fee). 
- Advance payments. 
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 Government-Driven 
Rice Afife, Ghana  

Private sector-Driven 
Blue Skies, Ghana  

NGO-Driven 
Elreco, Kenya 

 
Disadvantages 
Inclusiveness  

- Only one buyer.  
- No transparency for land use 
which leads to conflict. 

- Some farmers were left out 
(farmers with less than 2ha 
are not part of the scheme). 
 

- Membership restricted to 
milk farmers residing in a 
specific area. 
- Only one market outlet, one 
product. 

Disadvantages 
Viability 

 

- Provision of subsidy – makes 
farmers lazy. 
- Not enough money to cover 
the cost of irrigation 
maintenance. 
- Increasing number of 
farmers on limited area of 
land. 
- Non-payment of land fee by 
farmers. 
- Political interference. 

- Exposure to external shocks 
(inflation, high taxes). 
- Burden of certification 
process. 
- Interest free loans is high risk 
for company. 

- Specialization in one product; 
if it goes wrong there is a high 
risk. 
- Facilitator has limited time to 
support the BM.  
- Rely on external support 
(donors). 
 
 

 

Session Findings 
 
Advantages of each driver 
Each driver has its comparative advantage relative to inclusiveness and viability. The main advantages of 
each driver in the promotion of IBMs are: 

 Government: facilitates access to productive resources (land, water), provides inputs at discount 
prices (or even subsidies), supports capacity building, ensures inclusion of disadvantaged groups 
and influences policy changes.  

 Private sector: transfers specific product knowledge, performs efficient delivery of services and 
provides access to a reliable market for smallholders as it is based on a profitable business.  

 Facilitator: knows smallholders’ needs and capabilities, can easily work with diverse type of 
actors and can act as representative of smallholders to raise their concerns.  

 
‘Ideal’ inclusive business model driver 
It is difficult to depict a scenario that corresponds to the ‘ideal’ inclusive business model driver. It would 
largely be dependent on the specific local context and commodity. However, the comparative analysis 
revealed the importance of including diverse actors with balanced roles for the promotion of IBM. Any 
over-dependence on any one of these actors can also have an adverse impact on either the 
inclusiveness or the viability component.  

 

6. IMPLEMENTING FAO’S IBM APPROACH 

The objective of session 6 was to provide an overview of practical steps which can be followed by staff 
working in market linkage projects to strengthen business models. A combination of presentations on 
theoretical concepts and group work applying the methodology to a particular ABC business model was 
used.  
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This chapter is divided in two parts. Part one summarizes the main concepts and tools presented during 
the session. Part two includes the analysis performed by each of the groups following the IBM approach 
for a specific ABC business model. 
 

6.1 Theoretical concepts 

Steps to implement FAO’s IBM approach 
Natalie Vergara presented the steps to implement FAO’s IBM approach, which was the guiding flow for 
the next concepts presented. The four steps are: 

1. Characterization of the business model: understanding how the farmer organization and the 
buyer are doing business, including the organizational structure, resources, capabilities, product 
characteristics, costs and revenues, trading relationships and logistics processes.  

2. Identification of the common priorities for producers and buyers. Information can be collected 
from existing market studies. Also it is possible to organize round-table forums that bring 
together farmer organizations, buyers and other relevant stakeholders to rank their priorities.  

3. Develop plans for upgrading the business model. The upgraded model should promote 
innovation and place more importance on the common priorities.  

4. Identify and implement sub-set of activities that can be supported by a project without 
distorting viability, unduly subsidizing or undermining sustainability. 

 
What is being offered to the market 
By understanding the value of the product or services offered to the market, sellers can improve their 
bargaining power when negotiating prices and can attract new buyers. It is useful to develop a 
statement that captures the value of what is being offered to the market.  
 
To develop a strong statement the following elements need to be appraised: Who are the targeted 
customers? What is their current alternative? What type of products/services are they currently 
purchasing? What are the characteristics of product/service offered? What is the key problem the 
product/service solves? What differentiates the product/service from alternatives (uniqueness)?  
 
As an example, a statement with the offer to the market of MANAFACOOP analyzed during session 4 
was presented: For Pamol Ltd. that is unable to expand its production base and is dissatisfied with bad-
quality Fresh Fruit Bunches and irregular availability, MANAFACOOP offers mature and recently 
harvested Fresh Fruit Bunches according to an agreed and regular harvesting schedule, unlike farmers 
who are not member of MANAFACOOP.  
 
Analyzing a business model - Checklist 
Siobhan Kelly made a presentation in which she revisited the definition of a business model: a 
description of how an enterprise functions, how it generates profits and how it stays in business. In 
order to analyze a business model she proposed a checklist based on the below elements. 

1. Commodity: What commodities are sold? What are its characteristics? What are the volumes 
traded? Is there any special package or marketing strategy? 

2. Producers: How are the farmers organized? How many producers are men and women? Where 
are they located? What is the size of land allocated to the crop? Is land owned or rented? What 
is the productivity (Yield/ha)? 

3. Buyers: Who buys the commodity? What volume do they purchase? How often do they buy? 
Why do they buy from smallholders? Who are their final clients?  
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4. Activities: What are the activities needed to get the commodity from the farmer to the buyer? 
Who carries out these activities?  

5. Costs and Revenue: What inputs/services are needed for the activities required? Who performs 
them? How much do they cost and who pays for them? Which activities generate profit? What 
are the costs of production (fixed and variable)? 

6. Logistics mechanisms: How and who harvests the commodity? How is it stored on farm? How 
and by whom are commodities collected from the farm? To where and by whom are 
commodities transported? Where and how are they stored? How does the buyer store and 
transport the commodity?  

7. Resources and partners: Which partners support the key actors in the business model? What 
resources/skills/inputs does their partnership provide? How will they be phased out?  

8. Pricing: What is the commodity pricing mechanism? What does the customer receive in return? 
How do customers pay? How regular is the demand? 

 
Common priorities 
Common priorities are those areas common to both the seller and a buyer. To move business forward it 
is important to clearly identify the priorities of producers and buyers and find the common areas that 
are the basis for building collaborative business partnerships.  
 
To identify the common priorities the business model descriptions of both the farmer group and the 
buyer are reviewed separately and the respective priority areas are identified and ranked. The results of 
both rankings are then compared to identify priority areas which are common to both actors. To 
perform this process, it is possible to organize a producer – buyer forum with a neutral convener, in 
which both producers and buyers list their priorities and then agree on the common most critical 
priorities for upgrading the business model. 
 
Upgrading the business model 
After identifying buyers and sellers common priorities, it is possible to design upgrading activities that 
respond to the top priorities. The goal of the proposed activities is to strengthen the business model to 
make it more inclusive and viable. Examples of activities to upgrade the linkage include: regular business 
meetings between producers and buyers, develop a pricing mechanism, perform contract negotiations 
or develop and maintain information sharing mechanisms detailing price, quantity required, dates, 
contractual details. Other examples of activities that can contribute to the organizational upgrading 
include: storage facilities, storage management training, financial management training, selling off 
unproductive assets or developing a contract with a service provider (e.g. transporter, accountant). 

6.2 Group work on ABCs Business Models 

In Sierra Leone under the Smallholder Commercialization Programme, 193 agribusiness centers (ABCs) 
have been established. The ABCs are owned by the member farmers and each ABC has its own individual 
business model. However, some products are sold by many ABCs and thus there are some typical 
situations. It is possible to identify the following typical product – buyer combinations:  

i) ABC selling rice to traders  
ii) ABC selling maize to poultry farmers 
iii) ABC selling gari to traders  
iv) ABC providing inputs and services to farmers 
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Participants were divided into four groups to work on the above business models. Each group was asked 
to consider their respective business model and work sequentially on the concepts presented: 

1. Develop a statement with what is being offered to the market. 
2. Analyze the business model using the checklist provided. 
3. Identify the priorities for producers and buyers. 
4. Rank the top three common priorities and according to them propose upgrading activities 

specifying who should lead them.  
The results from each of the groups are presented below. 
 
1. ABC selling rice to traders  
 
The group developed the following business statement: For traders dissatisfied with poor quality rice 
with high foreign material, not packaged, graded or standardized and with a low supply in the market, 
Munafa ABC can consistently supply 25kg, 10% broken high quality packaged rice. 
 
The business model analysis includes the following components: 

 Commodity: Rice milled and de-stoned. Sales in average of 5 mt per season. Products packed in 
50 and 75 kg bag 

 Producers: Individual farmers (both men and women) sell to ABCs. They are located in 
communities close to the ABC. Producers work on land of on average 5-10 ha. Some individuals 
own land while others rent it. 

 Buyers: Three types of buyers: Individuals: buy rice in cups (average 1.5 mt); Traders: buy rice in 
bags (average 1 mt); and Wolesalers: buy in mt (average 2.5 mt). There are interested buyers 
due to demand for fresh product and desire for local rice. Buyers sell the product to households 
in local communities. 

 Activities: production and processing (threshing, drying, milling, de-stoning). 

 Costs and revenues: Sales are performed both individual and aggregated. Buyers pay cash upon 
delivery. Producers pay for the processing fee also in kind with milled rice. Income is seasonal. 
Costs includes: input, labour, fuel, maintenance, infrastructure and salary of operation 
managers. 

 Logistics mechanisms: The buyer collects produce from ABCs using commercial transport. Rice is 
stored at ABC storage rooms for 1-3 months. 

 Resources and partners: Physical resources: rice thresher, de-stoner, rice mill, and generator. 
Human resources: trained operators, managers. Knowledge required: seed certification, 
packaging and branding, maintenance skills for the machines. Partners: input suppliers (MAFFS, 
private sector), commercial transporters, Financial Services Associations (FSAs), Sierra Leone 
Agricultural Research Institute (SLARI) and NGOs. 

 Pricing: Members inquire about the prices at the periodic market and determine the price to 
compete with it. Normally the price set is lower than the market price.  

 
Buyer and Seller priorities:  

 For the buyer: quality (12-14 moisture content) de-stoned, 10% broken, free from adulteration; 
regular supply; favourable price; standardized product and package; proximity and accessibility. 

 For the seller: better price; prompt payment; reliable buyer; advance payment; access to loan 
facilities; and market information. 
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Top common priorities for buyers and sellers and upgrading activities:  
 
Priority 1 Buyer: Purchase at a favorable price to compete in the market. 
Priority 1 Seller: Sell at a high price to maximize profit. 
Proposed activity: Develop a pricing mechanism to determine the price by holding meetings between 
producers and buyers. 
Lead: Sierra Leone Chamber of Agribusiness Development (SLeCAD) can organize trade fair to bring 
stakeholders together. It is also possible to establish pricing mechanisms at district level led by the ABCs. 
 
Priority 2 Buyer: Proximity and accessibility to suppliers. 
Priority 2 Seller: Access to market information (quantity demanded and price). 
Proposed activity: Market information system including volume, type of product and location through 
the use of mobile phones and producer-seller meetings. 
Lead: ABCs with the support of MAFFS and donor partners. 
 
Priority 3 Buyer: Access to regular supply. 
Priority 3 Seller: Access to a dependable buyer (regular demand). 
Proposed activity: Formal contractual arrangements between buyers and sellers in which local 
authorities act as guarantors. 
Lead: SLeCAD -link ABCs to potential donors.  
 
2. ABC selling maize to poultry farmers 

 
The group developed the following business statement: For poultry farmers we can consistently supply 
high quality and quantity which is cultivated three times per year, compared to other maize and 
sorghum growers. 
 
The business model analysis includes the following components. 

 Commodity: Dry maize. Characteristics: western yellow, high protein content, with early 
maturity, bigger cobs, high quantity with quality. Products are sold in 50 kg/bag.  

 Producers: 25 (10 female, 15 male) belong to the FBO. Producers are located in Fakunya 
chiefdom, waterloo in Moyamba district. Farmers work in rented land comprising around 25 ha. 

 Buyers: Buyers are poultry farmers. Purchase around 20mt/year. Buyers are interested in 
purchasing the produce because of good price, timely delivery, high quality and continuous 
supply. Maize is used as feed mainly for chickens. 

 Activities: Provision of quality seeds, drying of seeds, packaging, weighting and bulk purchasing 

 Costs and revenues: Buyers pay with a bank transfer to the ABC. 

 Logistics mechanisms: ABC collects produce from farmers at collection points. Buyers collect the 
product at the ABC. Maize is stored at the ABC in 50 kg bags on pallets for maximum 1 month. 

 Resources and partners: Physical resources: drying floor, tractors for ploughing, bags, stores, 
machines for sowing bags and corn harvester. Human resources: extension services, ABC 
membership, mechanics and ABC managers. Knowledge needed: Develop inland valley swamps 
and boliland, and proper agronomic practices. Partners: FSA, broker, mini market and IFAD.  

 Pricing: Forward contract negotiated yearly.  
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Buyer and Seller priorities:  

 For the buyer: quality product; affordable price; right quantity to be delivered; timely delivery of 
products; continuous supply; bulk purchase; uniform package and fast transportation of produce 
from ABC to buyer warehouse.  

 For the seller: profit maximization; standard quality product to reduce rejection; continuous 
production; customer satisfaction; timely delivery of product; packaging and branding; increase 
number of customers; and sales in bulk. 

 
Top common priorities for buyers and sellers and upgrading activities: 
 
Priority 1 Buyer: Buy high quality products. 
Priority 1 Seller: Reduce rejection of produce with standard quality of product. 
Proposed activity: Refresh training on new innovations especially short duration variety, specification of 
products, hygiene practices and agronomic practices. Exchange visits to buyers to understand their 
requirements. Set standard measures (bushel, bags). Quality control systems. 
Lead: ABC, Buyer, with support from extension officers MAFFS and standard bureau. 
 
Priority 2 Buyer: Buy products at an affordable price.  
Priority 2 Seller: Sell products at a high price. 
Proposed activity: Develop formal contract between buyers and sellers including price, characteristics of 
product, quality and quantity, packaging, terms of payment and delivery periods. 
Lead: Commercial lawyers. 
 
3. ABC selling gari to traders  

 
The group developed the following business statement: Our customers are wholesalers who like value 
added gari with high quality and standard specifications. Our competitors are not doing added value 
activities and have poor quality control.  
 
The business model analysis includes the following components. 

 Commodity: Gari of special variety selection, processed, packed and branded. It has a particular 
taste (includes milk, coconut and soybean). Product is packed in 1, 25 and 50 kg bags. 

 Producers: Each FBO has both men and women (usually more women). Producers are located in 
communities on average 2-6 miles distance from ABC. Land is rented to land owners. 

 Buyers: Buyers are wholesalers, who purchase on average 20-30 bags/week (50 kg bags). Buyers 
are interested in purchasing due to collection points and fair price. Wholesalers sell product to 
retailer who sell to the final consumers. Final consumers are students, miners and farmers. 

 Activities: Production, processing, marketing, logistics and quality control. 

 Costs and revenues: Buyers pay cash on delivery. Income is not stable and depends on the 
seasons 

 Logistics mechanisms: Buyers purchase product at the ABC. Gari is transported in commercial 
vehicles, powertillers and okada bikes. Product is stored in the ABC storage room for 3-4 weeks 
after processing. 

 Resources and partners: Physical resources: cassava grater, powertillers, pressers, parching 
trays, driers, seedling and branding machine. Human resources: machine operators, roasting 
team, grinders and packaging team. Knowledge needed: cassava variety, agronomic practices, 
hygiene practices and knowledge on product requirements (moisture content, texture and 
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colour). Partners: transporters, processors, input suppliers, wholesalers, retailers, consumers, 
community banks, research institutions, FSAs, NGOs, banks, and extension workers. 

 Pricing: ABC sells at current market price and in some cases negotiates price with buyers.  
 
Buyer and Seller priorities:  

 For the buyer: quality (taste, color, texture, package, weight, free of foreign material); quantity 
(reliability and frequency of supply); affordable price; timely delivery; and reliable business 
partners.  

 For the seller: make product according to buyers’ quality requirements; increase sales; access to 
market information; sell at a high price; and work with a reliable buyer. 

 
Top common priorities for buyers and sellers and upgrading activities:  
 
Priority 1 Buyer: To buy quality gari according to their specifications. 
Priority 1 Seller: To increase sales by selling high quality gari. 
Proposed activity: Refresh training on processing of gari for the ABCs to improve quality. 
Lead: Extension staff. 
 
Priority 2 Buyer: Reliable business partners to secure supply. 
Priority 2 Seller: Reliable buyers to secure market demand. 
Proposed activity: Buyers and sellers meet in a forum to exchange ideas. Cross visits across ABCs to build 
networking. ABC field days and trade fairs with buyers in which all ABC come together and bring their 
produce. 
Lead: Service providers (NGOs) with support from SCP and GAFSP. 
 
Priority 3 Buyer: Obtain affordable price. 
Priority 3 Seller: Sell products at high price. 
Proposed activity: Market information services. Meetings between buyers and sellers for price 
negotiation. 
Lead: ABCs with support of extension agents and service providers 
 
4. ABC providing inputs and services to farmers 

 
The group developed the following business statement: Our customer are FBOs who require high quality 
planting materials and high quality tools and machinery, to satisfy their production, processing and 
marketing objectives, our organization (ABC) can provide the services required against our competitors 
who are incapable of delivering and providing the service required. 
 
Because ABCs may provide many different inputs and services, the group was requested to continue the 
business analysis for the most important input or service from the buyer (i.e. the farmer) point of view. 
They decided that for the farmer the provision of seed was the most important service an ABC could 
deliver. 
 
The business model analysis for the sale of seed rice to farmers includes the following components. 

 Commodity: Seed rice Pa Kiamp, resistant to pests and diseases and with a high yield. Volume 
traded 5000 kg in six months. Product is sold in 50 kg bags (jute bags). 
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 Buyers: In this case the buyers are farmers who purchase individually or through the FBOs 
located around the ABCs. Farmer work on leased and owned land. Farmers are interested in 
buying the seeds because they are high quality viable seeds delivered in a timely manner. 

 Activities: Purchase, store and sell seeds. Actions that create value: sell viable seeds, with an 
average moisture content, have storage facilities and provision of transportation.  

 Costs and revenues: Farmers pay cash on delivery. Income depends on the planting seasons.  

 Logistics mechanisms: ABC sells to farmers but also buys from farmers seeds. Seeds are 
transported in a commercial vehicle that is hired from the ABC to the traders’ warehouse. Seeds 
are stored in jute bags placed on pallets. Seeds can be stored for 6 months with control 
moisture content and suitable temperature. 

 Resources and partners: Physical resources: power-tiller, thresher, winnower and drying floor. 
Human resources: ABC manager, shop keeper and financial secretary. Knowledge needed: 
machinery operations, knowledge on record keeping and good financial management.  

 Partners: service providers, government extension agents, FSAs, commercial banks and research 
institutions. 

 Pricing: The ABC acquires seeds from the government on cost recovery (loan). Selling prices are 
determined based on the current market price. 

 
Buyer and Seller priorities:  

 For the buyers: land availability; high quality seed; machinery tools and equipment; bumper 
harvest; ready markets (with high price and wide customer base); extension services; storage 
bag and drying facilities; and fast transportation of products.  

 For the sellers: quality seed; good storage facilities; loan facilities; ready markets; machinery 
tools and equipment and capacity building. 

 
Top common priorities for buyers and sellers and upgrading activities:  
 
Priority 1 Buyer: Obtain high quality and viable seeds. 
Priority 1 Seller: Increase sales through the provision of high quality seed rice. 
Proposed activity: Determine the standards, through the use of moisture meter, and grading of seeds. 
Proper handling to avoid foreign materials and varietal separation through packaging and tagging. 
Lead: SLARI, Seed Multiplication Project, ABC. 
 
Priority 2 Buyer: Access to storage facilities. 
Priority 2 Seller: Increase the number of customers by providing storage services. 
Proposed activity: Proper sanitation and use of pallets to prevent seed from damping. Stocking to 
facilitate good inventory system, stacking and tagging. Quality supply chain management and receipts 
for good voucher system.  
Lead: MAFFS, farmers (FBO), FAO. 
 
Priority 3 Buyer: Access to markets. 
Priority 3 Seller: Gain customers loyalty. 
Proposed activity: Improve market information system, Mechanisms to determine affordable price and 
support product promotion. 
Lead: SLeCAD in close consultation with the ABC and MAFFS extension. 
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7. CLOSURE 

To conclude the meeting participants were asked to highlight the most and least preferred aspects of 
the training. Participants accepted the IBM concept. They appreciated the fact that it is a term managed 
by a wide range of organizations from development actors to private companies. Participants also 
valued that the training not only mentioned FAO’s vision on IBM but gave examples from different 
organizations.  
 
The use of cases to provide examples of IBM was highly appreciated. Particularly the TSS video provided 
examples of good practices that could be followed by the extension officers to support the development 
of the ABCs in Sierra Leone. Also the use of case studies to reflect on the roles of each of the actor in the 
value chain, particularly the government, service providers, farmers and buyers was well received.  
 
Participants also highlighted the opportunity to talk directly to private sector buyers on smallholder 
procurement, the challenges they face and how they think it can be improved. The training was also 
appreciated as a good setting for cross fertilization of ideas.  
 
There was a sense however, that the training was too short to fully assimilate the concepts and to apply 
them in their every day activities, with the general feeling that an extra day or two days would have 
provided more time to investigate in more depth the theoretical concepts. For next similar trainings 
participants suggested to include representatives from the ABCs so that they take further ownership on 
activities proposed. Finally participants argued some of the cases are not so relevant to the situation in 
Sierra Leone. Annex 7 contains the details of the post-training evaluation.  
 
Gabriel Rugalema, FAO country representative gave participants a certificate for their attendance to the 
training. He closed the meeting by highlighting the importance of the training considering the objective 
of the country to become a middle income country by 2035. In order to achieve this, it is important for 
the government to focus on promoting a business enabling environment in which producers and buyers 
can work together. The concept and approach of IBM fits perfectly with the government goals and the 
objective of supporting the ABCs to become independent economic entities.  

8. CONCLUSIONS 

Results of the training 
The objective of the training was to improve the delivery and quality of results under FAO market-
linkage projects. This objective was met by familiarizing project staff and partners with the concept, 
goals and principles related to Inclusive Business Models, reflection on assumptions related to linking 
farmers to markets including the roles of value chain actors and presenting business tools to assist in the 
design and implementation of inclusive business models.  
 
Participants gained knowledge on the concept of inclusive business models as an approach to facilitate 
competitive and more inclusive trading relations between buyers and small farmers. Participants 
acknowledged how they usually focused only on smallholders, ABCs and FBOs, having limited contact 
with other actors. However after listening to buyers, analyzing diverse cases and following the IBM 
approach, participants reflected on how each actor has their own strengths and weaknesses, and 
recognized the need for greater collaboration with private companies to support IBM.  
 



 

 37 

Reflections on the IBM concept 
Participants contributed to the development of the IBM concept by observing that IBM not only implies 
mutual benefits but also shared responsibilities. They also suggested including the goal of food security 
in the IBM definition. An amended definition of IBM could thus be: 
 
Inclusive Business Models imply a business case for trade between business of all scales, with shared 
responsibilities and mutual benefits for the poor and the business community – based on the objective 
that people move out of poverty and improve food security. 
 

The role of the government, the private sector and project staff in promoting IBMs 
A recurring point during the training was how the promotion of IBMs requires the active participation of 
the government, the private sector, development organizations and service providers. Each of them has 
their own strengths, hence partnerships and collaboration among diverse actors is required in order to 
promote business models that are both inclusive and viable.  
 
Role of the government  
The Sierra Leonean government should continue to implement actions that contribute to an enabling 
environment in which new firms can enter the market, small business can grow and small producers are 
included in agricultural value chains. The concept of inclusive business models can serve as a reference 
point as it includes both social and economic development. Recommendations from the training 
discussions include the points described below.  
  
Review tax regime for local companies and import tariffs 
Buyers interviewed during the training suggested the tax regime for local companies and the tariffs for 
food imports should be reviewed, however in such a way as not to cause price hikes of basic staple 
foods, which would endanger food security for poor consumers. To stimulate local production, it is 
possible to set tax breaks for companies that procure a given amount of their demand locally. When 
designing such incentives, it is important to set mechanisms to ensure that this does not lead to the 
exclusion of smallholders with large farms supplying the entire demand.  
 
Mechanisms to control and differentiate quality of local products 
Buyers believe there is large domestic market for local quality food products. The development of 
appropriate national standards could be useful for the private sector to develop proper marketing 
strategies for local quality products. The government, in particular the Sierra Leone Standards Bureau 
could work to strengthen the national standard systems to ensure quality control and protect the health 
of consumers, but also to differentiate products with special characteristics (including sourced locally, 
produced by smallholders). 
 
Focus on programmes to increase productivity 
Buyers claim that one of the major challenges for the commercialization of smallholder based products 
is the low productivity. To address this issue it was suggested that the government could prioritize 
programmes that focus in developing mechanisms to increase national productivity (particularly that of 
small producers), by building the capabilities of producers, investing in infrastructure and ensuring 
producers have access to financial products, quality seed and appropriate inputs and mechanization. 
Also the government can increase the collaboration with private buyers to understand their 
requirements and design their training material based on market demand and not only general best 
practices.  
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Increase cross ministerial collaboration 
To strengthen the business models of ABCs greater collaboration across ministries is desired. For ABCs 
to become profitable business, it is important that they receive support not only from MAFFs but also 
from the Ministry of Trade and Industry that can assist in building the business capabilities of the 
managers of the ABCs and facilitate trading relations with private buyers. Also it is important to increase 
the private-public collaboration through partnerships with private investors, universities and financial 
institutions under a common goal. 
 
Role of project staff 
Project staff (including public extension officers and service providers), can play a crucial role in the 
facilitation of business partnerships between private buyers and smallholders. During the training the 
following best practices were identified to promote stronger and sustainable market linkages for 
smallholders: 
 
Support the target beneficiaries without performing activities on their behalf 
There is a tendency of project staff to try to directly solve the problems of smallholders, which can result 
in service providers and extension officers performing activities that should be done by the target 
beneficiaries. Instead, project staff should guide and support project beneficiaries, build their technical 
and managerial capacities and bring in appropriate partners (e.g. public and private actors, financial 
institutions, mobile companies and input suppliers), to carry out activities that contribute to both 
viability and inclusiveness. The objective is that smallholders and their organizations gradually require 
less external support and are able to manage their operations independently.  
 
Spread a business mindset across ABCs 
Project managers and staff should mainstream a business mind-set among project beneficiaries, 
particularly the managers of the ABCs. It is important that ABCs are managed as an enterprise and that 
business plans are developed with concrete actions to promote inclusiveness and a viable business 
model.  
 
Consider the needs and requirements of buyers 
During the training it was evident that extension officers and service providers have smallholders as 
their main focus, leading to limited interaction with buyers and a lack of knowledge on their specific 
needs and requirements. If instead, service providers increase their communication with buyers they 
could build solutions starting from market demand and focus their efforts according to specific buyers’ 
requirements. For example by discussing with buyers quality requirements, extension officers can 
incorporate guidelines on their training material and spread the information among small producers.  
 
Build the capacities of small buyers 
Project staff could also work with small buyers including informal traders to whom smallholders usually 
sell most of their produce. It is important to understand their capabilities and how it is possible to 
support them so that they constitute a reliable market outlet for smallholders. Project staff could also 
strengthen their agribusiness capacities so that they work with smallholders in a more efficient manner. 
 
Perform detailed analysis before proposing value addition activities 
In various sessions of the training (particularly during the analysis of statements during the icebreaker 
activity and energizer), most of participants argued that producers and their organizations should always 
perform more value added activities as they constitute an opportunity for obtaining higher incomes. As 
discussed during the training this is not always the case, as additional activities also include other costs 
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and risks. Hence it is important to perform a complete analysis including detailed costs and benefits, and 
associated risks, before deciding to engage in additional activities.  
 
Service providers and extension officers also advocated for processing machinery at the level of farms 
and the ABCs for producers to earn a higher income. However, buyers claimed that in most of the cases 
they are still having trouble with quality of the raw material provided and that for several products it is 
more profitable to invest in large processing facilities than a great number of smaller machines. Buyers 
suggested that before investing in processing machinery producers must excel at their core productive 
activities. Only then it should be advisable to perform an analysis to determine feasibility of further 
processing.  
 
Focus on activities within their reach 
When participants were asked to identify actions that could be performed to upgrade the business 
model they mainly suggested large impact activities that need to be implemented by donors, and other 
organizations. Although as mentioned before, these types of activities and collaboration with partners is 
crucial, service providers and extension officers could also implement activities that require few 
investments and that can be easily incorporated in their daily work. These could include starting an 
information system at the level of ABC, or facilitating contract negotiations between ABCs and buyers. 
Their role could also be just facilitating the process of identifying common priorities and the 
identification of activities that could be implemented by the ABCs and the buyers themselves. Such 
activities often offer the best potential to increase efficiencies in the business relationship.  
 
Role of the private sector 
The role of private actors in generating employment and influencing the market can contribute greatly 
to poverty alleviation and food security. Governments and development organizations can also tap-in 
financial resources from private investors willing to contribute to social progress.  
 
Increased collaboration with government and development actors 
In the absence of other actors performing actions to support smallholders, buyers have taken on the 
responsibility to work at the farm level and engage in actions that are not directly related to their 
business model. To avoid this, buyers could increase their communication with the government and 
development actors to transmit their needs and requirements (e.g. specific product quality 
requirements) so that the appropriate actors can perform their functions (e.g. extension officers training 
smallholders). 
 
Set mechanisms that facilitate smallholder sourcing 
To facilitate smallholder sourcing buyers can set mechanisms that facilitate sourcing from smallholders. 
Examples include establishing collection points, designing clear pricing mechanisms and making prompt 
payments. Even if engaging with formal buyers represents benefits for smallholders, for establishing 
sustainable trading relations buyers should also consider producers’ specific needs – particularly their 
need for cash.  
 
Develop high quality local products for a growing local market 
As noted before, buyers believe there is large domestic market for local quality food products. For 
example Sierra Leoneans prefer a particular type of rice (parboiled rice of the Pa Kiamp variety) that is 
grown in the country. However, in local markets it is common to find products at a low price, but of 
inferior quality, e.g. containing mixed varieties and foreign matter. Hence buyers need a differentiating 
marketing strategy to sell high quality products procured from smallholders at a price mark-up that 



 

 40 

could be passed to farmers. Companies can develop high quality products with accompanying brand 
names. The first initiatives in this direction are the SLPMC and WARC rice in high quality packaging for 
sale in Freetown supermarkets and a new beer launched by The Brewery. 
 

Next steps for FAO 
The discussions during the sessions will contribute to informing FAO’s future programme of work, 
particularly under Strategic Objective 4 on “Enabling inclusive and efficient agricultural food systems.” In 
moving forward the main activities identified for FAO are: 

 Provide information materials on inclusive business models for practitioners and governments 
such as case studies of inclusive and viable enterprises and tools for market-linkage projects.  

 Continue to mainstream agribusiness skills among project staff so that project interventions are 
planned with buyers, considering their demand and needs as a starting point and building back 
from it.  

 Develop different engagement strategies according to the type of buyer - large multinational 
company, small buyer, informal traders. The support required and the way to interact with each 
of them (including language) needs to be adjusted. 

 FAO could continue to use his role as a neutral facilitator to promote greater interaction among 
diverse actors (e.g. government, private actors, local universities and financial institutions). FAO 
could support national platforms and multi stakeholder meetings to stimulate collaboration in 
Sierra Leone. 

 Support in the design and implementation of trade and agricultural policies that foster an 
enabling environment in which SMEs, traders and smallholders can be easily integrated in value 
chains, and that provide a balance between promoting business and contributing to poverty 
reduction and food security. 

 
Finally, the material and programme for the training will be updated based on the feedback provided by 
participants, the results from the evaluations and the analysis performed by the resource persons at the 
end of each day of the training. The updated version of the training will be used for the new EU funded 
project and other market linkage projects. Additionally, the training could be packaged as an electronic 
public good for further dissemination within countries.  
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ANNEXES 

Annex 1: List of participants 

 
Name Organization 

1 Phibian Fofana MAFFS 

2 Sayo Tarawallie MAFFS 

3 Mary Mansaray  MAFFS 

4 Amadu BJ Sesay MAFFS 

5 Mohamed Sesay MAFFS 

6 Lesley Greywood MAFFS 

7 Brima Bangura MAFFS 

8 Gibson Foray MAFFS 

9 Amara Mansaray MAFFS 

10 Patrick J. Momodu MAFFS 

11 Edward Brima MAFFS 

12 Moriba Sonnie MAFFS 

13 Abdulai Jalloh MAFFS 

14 Phibian Turay MAFFS 

15 Philip Conteh MAFFS 

16 Emurana Sowa Welthungerhilfe 

17 Simon Olagai Welthungerhilfe 

18 Thomas K Combay Hands Empowering the Less Privileged (HELP) 

19 Mohamed Jalloh Hands Empowering the Less Privileged (HELP) 

20 Abdul Karim Kamara Cooperazione Italiane (COOPI) 

21 Janet Foday Musa Cooperazione Italiane (COOPI) 

22 Sagestine L Gandi Community Rural Development (CARD) 

23 Bernadette M Massaquoi  Community Rural Development (CARD) 

24 Ahmed Ajiran Kamara ACDI/VOCA Sierra Leone 

25  ACDI/VOCA Sierra Leone 

26 Bob Conteh SCP/GAFSP 

Buyers 

1 Ahmid Kabba Sierra Leone Produce Marketing Company (SLPMC) 

2 Habib Pajah Pajah Poultry Ltd. 

3 Ibrahim Suba Kamara Heineken Sierra Leone 

4 Emiliano Mrou West African Rice Company (WARC) 
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Annex 2: Training Agenda 

Day 1 Tuesday, May 6 2014 
 

Session May 6 - Agenda 

 08:30 – 09:00 Registration of participants  

1 
 
 

 
09:00 – 10:40 Opening session  
 
- Welcoming participants, training objective and agenda 
- Opening Remarks - FAO 
- Key note address - MAFFS 
- Round-table presentation of participants  
- Group activity 
  

Break 

2 
 
 

 
11:00 – 13:00 What does Inclusive Business Model mean? 
- Participants perception of meaning of “Inclusive” and “Business Model”  
- Overview of definitions and approaches that promote inclusive business models  
 

Lunch 

 
 3 
 
 

 
14:00 – 17:00 Building back from Business, the role of the buyer  
- Introduction on how companies look at inclusive business and the role of buyers 
- Panel session with buyers with private sector actors sourcing from smallholders, their motivations 
to source from smallholders and the risks and challenges they face when doing so 
- Risks and challenges that buyers face when doing business with smallholders 
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Day 2 Wednesday, May 7 2014 
 

Session May 7 Agenda 

 
4.1 

 
 

08:30 - 09:00 Recap day1  
 
09:00 – 10:00 Principles and Criteria for inclusive business models  
- Principles for inclusive and viable business models 
- Analyzing the Business Model of Transaction Security Services for potatoes in Tanzania 
 

Break 

 
4.2 

 

 
10:30 – 12:30  
- Analyzing Business models 

- Palm Oil, Pamol – MANAFACOOP, Cameroon 
- Maize, Premium Foods Ltd & nucleus farmers, Ghana 

 

Lunch 

5 
 

 
3:30 – 16:00 Facilitating Inclusive Business Models: IBM starting points  
- Introduction to different starting points  
- World café to analyze BM from different starting points 

- Government led: Rice Afife, Ghana  
- Facilitator led: Elreco, Kenya  
- Private sector led: juice Blue Skies, Ghana  

- Plenary discussion on results of world cafe and issues for sustainability and competitiveness of 
IBMs 
 

6 

 
16:00 – 17:00 Implementing the IBM approach, the offer to the market 
- Recap of steps for IBM Approach, Building a statement with the offer to the market 
- Group work: developing a statement with the offer to the market for an ABC product-buyer 
Business Model 
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Day 3 Thursday, May 8 2014 
 

Session May 8 Agenda 

 
6 

(cont) 
 
 

 
08:30 -09:00 recap Offer to Market statements 
Strengthening statements 
 
09:00 – 11:00 Analyzing a Business Model  
- Presentation checklist for analyzing a business model 
- Group work: Analyzing the business model for a typical ABC-buyer relationship  
 

Break 

 
6  

(cont) 
 
 

 
11:00 – 12:30 – Critical Success Factors 
- Presentation on critical success factors 
- Group work: identify critical success factors (from buyer and producer point of view) 
 

Lunch 

 
6  

(cont) 
 
 

13:30 – 14:30  
- Group presentation on Business model analysis and critical success factors for each business 
model  

6 
(cont) 

 
14:30 - 16:00 Activities for upgrading ABCs business models and role of facilitators  
Introduction to types of upgrading. Plenary discussion on potential upgrading activities for ABCs in 
view of critical success factors and the role of facilitators (service providers and government 
extension staff) on implementing them 
 

7 
16:00 – 17:00 Workshop closure 
- Participants comments 
- Written evaluation 
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Annex 3: Opening Statement 

By David Mwesigwa, head of the implementation programme for FAO Sierra Leone5  
 
Distinguished participants and guests   it is my pleasure to welcome you to this three-day training on 
Inclusive Business Models. I understand that this group includes extension officers from the ministry of 
Agriculture Forestry and Food Security, and professionals from: Welthungerhilfe, Hands Empowering the 
Less Privileged (HELP), the Italian Cooperation (COOPI), Community Rural Development (CARD) and 
ACDI/VOCA, all working for the development of the agriculture sector in Sierra Leone. 
 
This training has been organized by the Rural Infrastructure and Agro-Industries Division (AGS) of FAO 
Headquarters in Rome with funding from the Government of Ireland, in collaboration with the 
FAO/GAFSP project. Within FAO’s new strategic framework (2014-2018), it will contribute to Strategic 
Objective 4 – enabling more inclusive and efficient food and agricultural systems at local, national and 
international levels.  
This workshop is a response to the increase in projects across Africa aimed at linking smallholders to 
different types of buyers and markets and what is being increasingly called “Inclusive Business Models”, 
which can be defined as “implying a business case for trade between business of all scales, with mutual 
benefits for the poor and the business community – based on the objective of people transition out of 
poverty.” 
 
From 2009 to 2012 FAO tested an approach that promoted inclusive business models between sellers 
and buyers of agricultural food commodities. The approach helped identify activities required for 
improving the business relationship between farmer and their buyers.  
 
To share lessons from the experience of FAO and of partner organizations, FAO has convened a series of 
meetings: 

 An expert IBM workshop in October 2013, at FAO headquarters in Rome. 

 A Regional IBM workshop in December 2013 in Accra, Ghana which brought together 
participants from 15 African countries including 2 representatives from Sierra Leone. The 
meeting identified regional priorities for the topic. 

 
Main findings from these meetings include: 

 Inclusive business is not only about including smallholders in value chains, but also about the 
quality of that inclusion.  

 The role of the public sector is to facilitate private sector investment in agriculture that is 
inclusive of smallholders. 

 The role of small and medium sized agricultural enterprises in linking smallholder suppliers to 
markets and larger buyers is critical. 

Based on these findings, an inclusive business model training for professionals working on market 
linkages projects has been developed. A first version of the training took place in February 2014 in 
Kampala, Uganda.  
The current training is based on the training held in Uganda, but has been updated to respond to the 
context in Sierra Leone, particularly within the Smallholder Commercialization Programme under the 
GAFSP. The training will offer an opportunity to: 

                                                 
5
 On behalf of Gabriel Rugalema Country Representative, FAO 
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- Learn about the concept of Inclusive Business Models. 

- Listen to private sector actors, such as the Sierra Leone Produce Marketing Company, Pajah 
Poultry and Heineken who have been invited to provide their insights on the main challenges of 
working with smallholders. 

- Reflect on the characteristics of inclusive business models with cases from Ghana, Cameroon, 
Kenya and Tanzania. 

- Analyse the role of various actors such as government, private companies and development 
organizations in promoting inclusive business models. 

- Learn about tools that can help to strengthen the business models of the Agricultural Business 
Centres (ABCs). 
 

Dear colleagues and partners, I wish you fruitful deliberations over the next three days. Take advantage 
of the opportunity to share experiences and to reflect with your colleagues to identify areas of 
innovation that will accelerate the benefits to be derived from ABCs in Sierra Leone.  
 
I look forward to learning about the outcomes from this meeting, which contributes to a key area of 
work for FAO in the country. 
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Annex 4: Case studies 

Case 1: Transaction Security Services (TSS) in Tanzania 

Link to video: http://www.youtube.com/watch?v=grKlmiLHyjI 

Case 2: Pamol and MANAFACOOP in Cameroon 
Source: Draft publication The inclusive business model approach. FAO 2014. 
 
Pamol plantations Plc is the third largest company in the Cameroon palm oil sector. The Pamol mill 
produces Crude Palm Oil for direct sales in the local and regional market. Some of this oil is sold to 
refineries for soap making. Pamol owns large plantations but the production is not enough to satisfy 
demand for Crude Palm Oil. Because of recent laws, Pamol cannot increase the plantation and therefore 
it regularly buys Fresh Fruit Bunches from small scale oil palm growers.  
 
The small scale growers own on average two hectares of land. The relationship between the 
smallholders and Pamol is semi-formal. Smallholders are only able to sell to Pamol if they are a member 
of a cooperative, but there are no formal sales contracts signed.  
 
Many of the smallholders in the area around Pamol are members of a cooperative, MANAFACOOP. As 
part of EU funded project a local NGO acted as an intermediary between MANAFACOOP and Pamol. The 
first step was to organize producer-buyer meetings in which smallholders and staff from Pamol came 
together to discuss long-standing issues.  
 
After several meetings MANAFACOOP and Pamol agreed on specifications for good quality Fresh Fruit 
Bunches. To be able to reach this quality, both Pamol and MAFACOOP made some investments. Pamol 
offers certified seeds to farmers for a discount price and the farmers can make use of the Pamol nursery 
facilities. MANAFACOOP established a quality control brigade which provides production and harvesting 
advice and makes spot checks at harvest to control if the quality is according to the agreed 
specifications.  
 
MANAFACOOP and Pamol also established six collection points. Each farmer has been allocated a 
collection point within 3 miles from their farm. In each zone, farmers harvest at the same period. Dates 
are agreed beforehand with Pamol so that they come to collect all the harvest within a 2-3 day period. 
This decreases time between harvest and processing, which ensures higher quality oil and prevents 
product from rooting. 
 
MANAFACOOP also made negotiations with Pamol regarding price paid to producers. Pamol usually paid 
a higher price than local traders, but delayed payments, which caused farmers to not sell their entire 
production to the company. To solve this issue MANAFACOOP opened an account with a local 
community bank. Pamol pays every first week of the month into the account for all the Fresh Fruit 
Bunches received. The cooperative pays the farmers according to amount each of them supplied and 
signed for at the collection points. This way, the farmers know when they will be paid and the company 
does not have to deal with all individual payments.  
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Case 3: Premium Foods and nucleus farmers in Ghana 
Source: http://premiumfoodsgh.com/ and G8 Cooperation Framework to support The New alliance for Food 
Security and Nutrition in Ghana 

 
Premium foods Ltd. Is a very large processing company in Ghana. It has processing facility close to 
Kumasi with a capacity to handle 50,000 ton per year. The company is currently operating at 20,000 ton 
per year with projections to increase production to 50,000 ton within 3 years. To reach this goal, the 
company needs to increase its procurement of good quality raw materials. Currently it sources from 
smallholders maize, soybeans, sorghum and rice. 
 
The company wants to increase the number of outgrowers and to improve their productivity, through 
the Go Farming project. The Go Farming projects works with large commercial farmers who are also 
managing smallholder outgrowers.  
 
Each larger lead farmer manages an average of 500 farmers, and coordinates service delivery according 
to the Good Agricultural Practices.  
i. Provision of input credit: the lead farmer provides input credit directly to the outgrower farmers 

or they pay the agro-dealers and add an incentive for the inputs to be delivered to the farmers. 
ii. Provision of mechanization services with tractors. 

a. Premium Foods provides own tractors to lead farmers for service delivery to smallholder 
outgrowers. 

b. Lead farmers who own tractors do agreements with Premium foods to provide services to 
smallholder outgrowers.  

 
To assist lead farmers to buy tractors, the USAID/ADVANCE project provided 70% of the cost of the 
tractor and Premium Foods Ltd. advances the remaining 30%, which the lead farmer pays back to the 
company over 2 years with grains. 
 
Under an existing Memorandum of Agreement with the Ministry of Agriculture, ministry extension 
officers provide technical support to the smallholder farmers.  
 
The main challenges of the Go Farming programme are the unwillingness of farmers to adopt new 
techniques, the lack of proper documentation by lead farmers, the unwillingness of some farmers to pay 
back input credits to pay service charges and product adulterations. 
 
Furthermore, Premium Foods Ltd. initiated a partnership with the Crop Research Institute in Kumasi to 
develop high yielding maize varieties to boost production levels of smallholder farmers. At the 
marketing side, Premium Foods has a partnership with the Ghana Grains Council for developing grades 
and standards as well as conducting warehousing regulation and implementation of the warehouse 
receipts system in Ghana and with the Food Science Departments of two universities in Ghana to 
facilitate new product research in consumer maize and rice products. 
 

http://premiumfoodsgh.com/
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Case 4: Afife rice in Ghana  

Sources: AGSF Occasional paper 6: Strengthening farm-agribusiness linkages in Africa.2004 
 http://www.fao.org/docrep/019/i3404e/i3404e.pdf 

 
The Afife Rice Irrigation Project is part of a larger programme of the Ghana Irrigation Development 
Authority (GIDA), which manages around 50 public irrigation schemes in the country. This is done on 
government land acquired in the past from local communities.  
 
The Afife Rice Irrigation Project is located in the Volta Region and covers and irrigated area of 880 ha 
served by two main dams. At the earlier stages there were around 800 farmers but this has increased to 
1024, who cultivate between 0,4 – 1,8 ha each. The farmers have a five year renewable tenant 
agreement with the GIDA authority.  
 
The farmers are organized in cooperatives. Cooperative formation was initiated by GIDA, and the 
Department of Cooperatives provided the farmers with training. The umbrella Afife Rice-Vegetable 
Irrigation Cooperative Farmers and Marketing Society (ARVICOFAMS) was formed in 1996. The society’s 
steering committee is made up of two representatives from each cooperative together with GIDA 
management.  
 
The farmers’ cooperative is responsible for the operations and maintenance of the irrigation scheme 
under a joint management system with GIDA. The farmers pay an irrigation service charge of GHS100 
per ha per season, which is barely sufficient to maintain the irrigation scheme. Land fees were never 
paid even if it is a possibility that they will be introduced in the future, as in other irrigation schemes 
farmers are requested to pay. 
 
The GIDA authority provides extension and some inputs at a subsidized price (at a range of 40-50% 
under the national subsidy programme): NPK, Urea and Sulphur Ammoniac which are paid on the spot 
by farmers. GIDA does not provide any support in terms of seed supply. Farmers cultivate rice twice a 
year with an average yield of four tonnes per ha (per season). 
 
Originally, GIDA and the cooperatives were not involved in marketing activities. But in 2001, farmers’ 
marketing problems were addressed when GIDA facilitated a linkage between the cooperatives and 
House of Remma, a processing and marketing company. They developed an arraignment in which 
farmers who received loans from the Agricultural Development Bank had to deliver the equivalent in 
terms of paddy to the House of Remma, who paid back the bank. The price of paddy was agreed 
between the cooperatives and the processing company at the beginning of the planting season. In 
November 2007 CCTV signed a contract with the house of Remma for delivery of the now famous Afife 
naturally perfumed rice. By 2009 CCTV and the House of Remma were still the main buyers of rice from 
Afife. But according to interview with GIDA staff in 2013, GIDA did not have any facilitation role any 
more in marketing. 
 
The main challenges of the project are with the maintenance of the infrastructure and the small size of 
the farms. By 2010 the two dams were silted and one of the dams had to be closed. This limited the 
water supply to the farms. New externally funding for the rehabilitation of the dams was needed. To be 
able to keep the required level of maintenance, the farmers should pay higher irrigation and land rental 
fees.  
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The small farm sizes and difficulties in accessing tractor hiring services makes that rate of mechanization 
low, which lowers the quality of the rice and increases production costs for farmers. Also the use of the 
land is not transparent and leads to conflict: the project would benefit from registering and mapping out 
the land. 

 
Case 5: Elreco in Kenya 
Case adapted from Trading up. Building cooperation between farmers and traders in Africa. Royal Tropical Institute 
and IIRR. 

 
Eldoret Christian Community Services (Elreco) is a development organization working with communities 
in the North Rift region in Kenya. As part of an Economic Livelihoods project, in 2006 Elreco studied the 
milk marketing situation in Chepkorio (a district in the region). It found that farmers lacked bargaining 
power and organization to efficiently market their product and that there were buyers interested in 
purchasing milk.  
 
As a result of the study, Elreco mobilized 400 farmers of 16 self-help groups to form the Kong’s asis 
Farmers Cooperative Society. The objective of the cooperative is to organize the marketing of milk. 
Membership is restricted to dairy farmers residing in the area. Members pay a membership fee of KSH 
100 and elect a committee of nine people that manages the cooperative. 
 
The cooperative with support from Elreco identified a milk processor, Brookside Dairies interested in 
buying the coop’s produce. They negotiated a contract to supply 5,000 lt of milk per day and set a floor 
price.  
 
With a secure buyer the cooperative arranged seven collection points around the villages in Chepkorio. 
Farmers deliver their milk to the collection points and the coop arranges for a vehicle to pick up the milk 
and take it to the processor.  
 
Brookside Dairies pays Ksh 16 per lt of milk to the cooperative which deducts ksh 2.70 to cover for 
transportation and administrative expenses. The cooperative pays farmers promptly at the end of each 
month. The coop can also give cash advances on special circumstances.  
 
The coop introduced standard measures for the milk and keeps records of the amounts bought and sold. 
The coop weights and checks the quality of the milk at the collection points. It also checks for possible 
disease and adulteration before pouring the milk into a common container. Additionally and extension 
worker tours the farms to check the animals health. With support from Elreco the coop has also 
organized trainings for farmers on dairy management.  
 
The coop has also made arrangements with financial institutions. Members can access loans from 
commercial banks. One bank has developed a tailor-made credit facility for dairy farmers with 12-13% 
interest a year (lower than the commercial rate). The coop provides the contract with Bookside Dairies 
as a bank guarantee. The bank checks the coop’s record for deliveries from the farmers who apply to the 
loan. The coop also made credit arrangements with local stores for farmers to get dairy meal, drugs, 
seeds and fertilizes on credit. 
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Case 6: Blue Skies in Ghana 
Case adapted from Blue Skies Agro-processing Company Ltd (fruit) case study in Review of smallholder linkages for 
inclusive agribusiness development. FAO Investment Centre. 
 
Blue Skies Agro-processing Company Ltd is a privately-owned fruit processing company that procures 
from smallholders and has successfully implemented a contract farming arrangement with them. The 
company is located close to Accra. It processes 18tonnes/day of fresh fruits into juice that is sold 
nationally and exported to Europe. The present workforce includes 1600 staff members and operates on 
a 24-hour shift, 7days a week. 
 
The company does not have a plantation. Blue Skies procures 70% of its supply base from smallholders 
and the remaining 30% comes from large-scale farmers and export companies. Blue Skies selects 
farmers on the basis of their acreage (2-3 ha), their potential to operate as commercial enterprises and 
their ability to meet expected yields and standard requirements.  
 
To ensure a steady supply and to make sure fruits have the quality and certifications required 
(GlobalGAP, fair trade standards, ethical standards), Blue Skies developed an outgrower scheme. 
Producers sign a seasonal contract (normally 6 months period). The contract specifies the fruit size, 
weight range and quality, including quality assurance checks and the rejection of fruits. The contract 
includes a sanction scheme, however, the company reports that breaching is not common. 
 
The Blue Skies technical team educates farmers in good farming practices and follows them closely, 
providing interactive technical advice on inputs and providing seed on credit. Periodically trainings are 
also organized on topics like accounting, hygiene, soil fertility and technology. The technical team is also 
responsible for quality assurance. For instance it monitors closely during the rainy season to avoid fruits 
getting watery and ensure that farmers use the correct fertilizers. Blue Skies also crates, collects and 
transports the product. 
 
Farmers are organized into cooperatives. One of the main tasks of the cooperatives is to represent 
farmers in the yearly price negotiations. The price is set by Blue Skies although it is negotiated with the 
outgrowers, particularly when a price modification is deemed necessary. Prompt payments to farmers 
and fair prices have ensured regular supplies to the company and a steady market for the outgrowers. 
This has decreased side-selling: currently 80-85% of farmers are loyal. Within the cooperatives there are 
also quality assurance teams to ensure that quality and certification requirements are met. 
 
Blue Skies also used to provide credit through Standard Charters, Barclays and Ecobank providing 
interest free loans to loyal farmers. But due to the international financial crisis and exchange 
depreciation the company stopped the service. Currently only banks provide financial services. On some 
occasions Blue Skies borrows the capital on behalf of outgrowers and on-lends it to them at a subsidized 
interest rate. 
 
The Blue Skies juices are a successful product very much appreciated by consumers by its freshness and 
quality. However, Blue Skies profitable and inclusive model is being hampered by high domestic tax 
regime, inflation, exchange rate volatility and blackouts. The current main constrains for outgrowers are 
the rejection of fruits (5-10%), limited production skills, the burden of certification costs, seasonal 
shortage of inputs and delays in subsidies. 
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Annex 5: Results from training’s evaluation 

Participants were asked to evaluate various aspects of the training with a score from one to five (one 
being the lowest and five the highest). The overall rating for the training is presented in the below table.  
 

Training Evaluation   

Objectives Average 

The training met the specific objectives of: 
 Familiarize with concepts and tools for IBM  4.50 

Reflect on the role of different actors in promoting sustainable IBM  4.58 

Identify and apply tools to improve quality of results of existing projects 4.57 

Content 
 Training content met my expectations  4.67 

Content was consistent with stated objectives 4.75 

Content was easily understood  4.50 

Knowledge gained can contribute to improve everyday work 4.75 

Training sessions 
 Day1 
 Session1: Opening session  4.41 

Session2: What does IBM mean?  4.96 

Session 3: Building back from business, the role of buyers  4.79 

Day2 
 Session 4.1 Principles for IBM (plenary analysis of case study) 

Session 4.2 Principles for IBM (group case studies)  
Session 5: IBM starting points (case studies in world café) 
Session 6.1 Implementing IBM – value offered  

4.67 
4.79 
4.57 
4.57 

Day 3 
 Session 6.2 Analyzing a BM 4.52 

Session 6.3 Critical success factors  
Session 6.4 Group presentation and upgrading 
Closing session 

4.64 
4.00 
4.76 

Teaching methods 
 Speakers were knowledgeable in content areas  4.79 

Speakers were consistent throughout sessions  4.63 

Speakers were clear in the presentations and guidance on group work 4.83 

Handouts, case studies and presentations clarified content  4.75 

Teaching methods were appropriate  4.79 

Length of training was adequate  4.00 

Logistics 
 Meeting rooms were appropriate  4.78 

Lodging and food were satisfactory  4.75 

Overall rating 4.71 

 


