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EXECUTIVE SUMMARY  

 
The Food and Agricultural Organization of the United Nations in collaboration with the College 
of Agriculture & Consumer Sciences of the University of Ghana organized a five-day workshop 
at Mensvic Hotel, East Legon, Accra, Ghana from May 09-13, 2011 to build capacity of Farmer 
Organizations to respond to changing markets. The theme of the workshop was “Improving 

performance of farmer organizations in value chains”. The workshop was organized within the 
scope of the All ACP Agricultural Commodities Programme (AAACP), financed by the 
European Union, and was a direct response to a request at the regional consultation workshop in 
Dakar in 2008 for support to Farmer Organizations to improve their performance in value chains. 
The 25 participants were from Nigeria, Ghana, Liberia, Sierra Leone and The Gambia. The 
Facilitators of the workshop were Professor Daniel Obeng-Ofori, Dr. Irene Egyir, Dr. John 
Kuwornu and Dr. Akwasi Mensah-Bonsu of the University of Ghana and Cora Dankers and 
Stephanie Gallat of the FAO Rural Infrastructure and Agro-industries Division. 
 
The workshop began with a short opening ceremony. Professor Ben Ahunu, the Provost of the 
College of Agriculture and Consumer Sciences of the University of Ghana and Mr. Cheikh Ly, 
of the FAO sub-regional office for West Africa gave welcome speeches. They stressed the need 
for professional management of farmer organizations in order to support small farmers move 
away from subsistence agriculture and tap into more lucrative but demanding modern value 
chains. Market responsive farmer organizations that coordinate the provision of essential 
marketing services can strengthen small farmers’ participation in commodity value chains and 
facilitate linkages with other actors such as processors, traders and financial service providers.  
 
After a general introduction on the value chain concepts and potential role of farmer 
organizations in value chains by Cora Dankers, the workshop concentrated on three themes: 

1. Financial management of producer organizations 
2. Contract negotiation 
3. Logistics and post harvest management 

 
The methodology followed a four step approach: First the theory of the theme was presented and 
there were group exercises to clarify the meanings and definitions of concepts as well as test the 
understanding of participants. These were followed by case studies from different countries, 
group work and plenary discussions. Each case study was briefly introduced by a representative 
of the farmer organization involved in the case.  
 
Dr. Mrs. Irene S. Egyir presented the theme on financial management and stressed the need for a 
group enterprise to be profitable. It is important that farmer organizations keep records so that 
leaders are accountable to the members. With records, also minimum price and volume can be 
analyzed, to ensure that all costs are covered. The theme was illustrated by the case of the 
Mountain Farmers’ Association from Sierra Leone which has developed a business of delivering 
vegetable boxes to clients in Freetown. 
 
Dr. John Kuwornu presented the theme on contract negotiation. The use of more formal and 
written contracts is becoming more desirable in recent times. This is due to the growing distance 
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between the seller and the buyer and increasing value of transactions. The presentation reflected 
on the various elements of a contract: the parties to the contract; product, volume and price; 
quality specifications; date and mode of delivery and payment; exclusivity clauses; 
communication requirements; circumstances under which the contract could be renegotiated or 
cancelled; and resolution of disputes. The theme was illustrated by the contract of the Rubber 
Outgrowers and Agents Association (ROAA) with the Ghana Rubber Estate Limited (GREL) in 
Ghana, which was evaluated as fair and covering all necessary components of a commodity 
contract. It was emphasized that the outgrower association has an important role in representing 
the interests of the farmers in the negotiations with the bank and the buyer.  
 
Theme three on logistics management was presented by Stephanie Gallat. She elaborated on 
various aspects of logistics such as information management and production planning and 
forecasting. For many activities, such as transport and processing, organizations have to reflect 
whether it is more efficient to buy the necessary vehicles and equipment or to hire or outsource. 
The theme was illustrated with the DADTCO company, which has developed mobile processing 
facilities to reduce the transport costs in the chain and to make it possible for farmers further 
located from the central dryer to sell to the company. 
 
There was a field trip to Eden Tree, Cottage Italian Industries and Shoprite Supermarket.  Eden 
Tree is a vegetable company that buys vegetables from farmers, washes, packs and sells them to 
supermarkets and restaurants. Cottage Italian Industries is a company selling processing 
equipment and Shoprite is a supermarket that retails fresh foods and other household 
consumables. 
 
The last day of the workshop was devoted to the drawing up of country action plans by the 
participants to disseminate the workshop lessons to their organizations’ members and to apply 
the lessons in their own operations. All the countries specified the process of implementation of 
the action plans with timelines and budgets.   
 
Finally, all the participants evaluated the workshop by completing a mini test which sought to 
find out how well the participants knew the concepts discussed and could explain them to others. 
The organizers encouraged the participants to incorporate lessons in their activities and share 
with others. 
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1. INTRODUCTION 

 
1.1 Workshop Background 

 
Regional stakeholder consultations under the aegis of the EC funded All ACP Commodities 
Programme, identified the need to professionalize and build the competencies of member 
organizations to engage more effectively with the agribusiness sector. In response FAO with the 
support of the AAACP, organized capacity building workshops in each of the ACP regions 
between October 2008 and January 2009, on the topic of Strengthening the Capacity of Farmer 

Organizations to Respond to Changing Agriculture Markets.  
 
The workshop series found that while farmer organizations are not a panacea for all market 
linkage imperfections, market responsive farmer organizations that coordinate the provision of 
essential marketing services can strengthen small farmers’ participation in value chains. These 
services can include value addition; production technologies; credit programmes; collective 
marketing; supply management; and agribusiness contracts. Farmer organizations can support 
small farmers move away from subsistence agriculture and tap into more lucrative but 
demanding markets. In this regard certain critical priority capacity building needs that can be 
addressed by the AAACP to improve the competitiveness of farmer organizations in the sub-
region had been identified. In particular, there is a need to develop professional management and 
organizational skills to enable farmer organizations define business objectives and implement 
plans, appraise market opportunities and threats for the organization and its members, organize 
group marketing or help their members find buyers and negotiate contracts, access management 
information systems and information technology and to manage financial capital effectively. 
 
The workshop for West and Central Africa was held in Ouagadougou in January 2009 and 
brought together 22 representatives from regional and national producer organizations from 13 
countries in the region. A follow-up workshop for organizations from Francophone countries in 
West Africa was organized in September 2010. It was agreed that in May 2011, a similar training 
workshop would be organized in Accra, Ghana for representatives of farmer organizations from 
Anglophone West-Africa under the title “Improving performance of farmer organizations in 

value chains”. 
 
 
1.2  Workshop Objectives, Methodology and Themes 

 

The main objective of the training workshop was to strengthen the capacity of farmer 
organizations to respond appropriately to changing agricultural markets. The specific objectives 
were to:  

• Understand the concept of value chains and the potential roles of farmer organizations in 
value chains.  

• Appreciate the significance of record keeping on the activities and transactions of farmer 
organizations. 

• Upgrade skills and competences in financial management of producer organizations, 
contract negotiation, production planning, logistics and post harvest management. 

• Share experiences of success stories and failures 
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• Prepare achievable action plans  
 
The programme of the workshop is presented in Annex 1. A participatory approach was adopted 
to achieve the objectives of the workshop. There was an introductory session on value chain 
concepts and the role of farmer organizations in value chains. Subsequently, the training 
workshop focused on three themes: (a) financial management, (b) contracts, and (c) production 
planning and logistics.  
 
For each theme, the methodology involved a theory presentation, exercises on theory, a case 
study, group analysis and plenary wrap-up sessions. The in-depth presentation of the theory by a 
facilitator was interspersed with exchanges of the participants’ own experiences. The theory 
exercises were designed to apply the learning to real-life situations. This was followed by a case 
study which was briefly introduced by a representative of the organization involved in the case. 
In the subsequent group work, participants were asked to identify what worked or didn’t work in 
the case. The results of the group discussions were presented in plenary where participants were 
encouraged to share experiences of their successes, failures and contributing factors and critical 
constraints.  
 
There was a field trip to Eden Tree, Cottage Italian Industries and Shoprite Supermarket. Eden 
Tree is a vegetable company that buys vegetables from farmers, washes, packs and sells them to 
supermarkets and restaurants. Cottage Italian Industries is a company selling processing 
equipment and Shoprite is a supermarket that retails food and other household consumables, 
including fresh food sourced locally. The last day of the workshop was devoted to the 
development of country action plans to assist the participants (FO leaders) to disseminate the 
workshop lessons to their members and to apply the lessons in their own operations. All the 
countries specified the process of implementation of action plans with timelines and budgets. 
Finally, all the participants evaluated the workshop by completing a mini test which sought to 
find out how well the participants knew the concepts discussed and could explain them to others. 
The organisers encouraged the participants to incorporate lessons in their activities and share 
with others. 
 
 
1.3 Opening Ceremony 

 
The workshop started with a self introduction of the 25 participants. Each participant identified 
his/her country of origin, organization and specific work (Annex 2 for the list of participants). 
The participants were mainly farmers, executives of farmer based organizations, presidents of 
umbrella bodies and Directors of FBOs in the Ministry of Food and Agriculture. Pressmen from 
Ghana News Agency (GNA), Daily Graphic, Ghanaian Times and Radio Universe were present 
to cover the opening ceremony. The workshop began with a call to observe proceedings by Prof. 
Daniel Obeng-Ofori. He welcomed all invited guests and participants to the workshop and 
outlined the programme for the 5-day workshop and agenda for the opening ceremony (see 
Annex 3 for copy of programme). He then introduced the special guests to give welcome 
addresses. There were two formal welcome addresses from the University of Ghana, Legon and 
Food and Agriculture Organization (FAO).  
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Prof. Ben Ahunu, the Provost, College of Agriculture and Consumer Sciences, represented the 
Vice-Chancellor of the University of Ghana, Legon to welcome participants.  In his speech, Prof. 
Ahunu stressed the importance of strengthening the collaboration and partnership existing 
between the University and the FAO of the United Nations, especially in training and capacity 
building in order to achieve food and nutrition security in Africa. He noted that the liberation of 
agricultural markets present new challenges to various stakeholders in the industry including 
small farmers who produce the bulk of food in the sub-region. Market competition requires that 
the various actors including producers, processors, traders, exporters and buyers deal in larger 
volumes of high quality products at lower prices in order to be profitable. It is, therefore, 
important that farmer organizations re-orient themselves in the provision of market services so 
that they can compete effectively and participate in commodity value chains (see Annex 3 for the 
full text).  
 
The address of Prof. Musa Saihon Mbenga, FAO Sub-regional Coordinator for West Africa, was 
read by Mr. Cheikh Ly. While noting that farmer organizations were not expected to solve all the 
problems of all market linkage imperfections, he stressed that market responsive Farmer 
Organizations that coordinate the provision of essential marketing services can strengthen small 
farmers’ participation in commodity value chains. The choice of services to offer to their 
members will depend on the need and market structure, combined with context specific 
interventions. In general, farmer organizations can support small farmers tap into more lucrative 
but demanding markets if they can develop professional management and organizational skills to 
define business objectives, implement action plans and effectively appraise market opportunities 
and threats for the organizations and their members. He also stressed the need for the workshop 
to take a participatory approach and provide new information to participants (see Annex 4 for the 
full text). 
 
The declaration of purpose and background to the workshop was given by Cora Dankers of the 
FAO (see Annex 5). A recap of a similar AAACP workshop organised in January 2009 in 
Burkina Faso was given. The three themes of the workshop were outlined and the structure and 
methodology of the workshop were explained. 
 
The ceremony ended with closing remarks and a vote of thanks by Prof. Obeng-Ofori. The 
programme for the main sessions, facilitators and presenters were highlighted. There were group 
photographs and press interactions during the break that followed.  
 
 
1.4 Icebreaker Exercise 

 
In an icebreaker exercise participants were given a statement about an issue that they would have 
different opinions on. Dr. Irene Egyir facilitated the session. Participants were given one minute 
to make up their minds if they agreed with the following statement or not: 
 
“Selling your products as a group is more profitable than selling as a single farmer”. 

 
The participants paired up with someone they did not know. The pair had to come to a 
consensus. When all pairs found a consensus, they grouped with another pair to find consensus 
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among the four. A total of three groups emerged at the end of the exercise. Two of the 4-member 
groups came to a consensus and one group did not. At the plenary each group explained what 
their consensus answer was and how they had come to that answer. 
 

 
 
Group 1, with participants from Ghana, Liberia and The Gambia supported group selling for a 
number of reasons including the following:  

• Helps form associations or cooperatives;  

• Helps group have better bargaining power;  

• Meet the required demand;  

• Assured of minimum guaranteed price;  

• Minimize or drive way intermediary;  

• Better contracts are obtained. 
 
Group 2, with participants from Nigeria, Ghana and Liberia supported group selling for a number 
of reasons: 

• More bargaining power is achieved; 

• Meet large market demand (illustration given);  

• Group acceptance in the market; 

• Groups are able to fight control of market entry.  
 
Group 3 did not reach a consensus: Group 3a did not support group selling, while Group 3b did. 
 
Group 3a held the opposite view: “Selling your products as a single farmer is more profitable 
than selling as a group”. The main reasons adduced to support their decision included: 

• With group selling there is the problem of customer relations and education; 

• Lack of government assistance to purchase goods from locally organised groups;  

• Most farmers are poor and want quick payback;  

• There will be bulk storage problems;  

• Group selling reduces competition;  

• There is likely to be leadership problems;  

• Group does not guarantee similar quality for a product.  
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Group 3b agreed with group selling: 

• Bargaining power;  

• No price distortions; as it minimizes buyers’ tricks with prices. 

• Experiences are shared in a group;  
 
The participants were then asked what they have learned from the activity and from the process. 
Participants explained how their opinion had been influenced by other participants and how they 
influenced the opinion of others. The general observation was that consensus building can be 
easy or difficult as shown in the exercise: In group one and two it was easy to reach consensus 
while in group three it was difficult. 
  
The learning points are:  

• Two know more than one; 

• It is good to share ideas to increase one’s knowledge; 

• Decision making is difficult in large groups; 

• Situations differ from place to place; 

• There is not always a true answer; 

• A decision made by many is not always good for everybody, minorities have rights too; 

• Need to possess facts, negotiating skills and persuading power to convince others with 
one’s ideas. 

 
The groups were then asked if they know what “group norms” were and how they are applied in 
having successful discussions. It was agreed that to have a successful discussion the following 
are necessary: 

• Having a moderator; 

• Respecting other people’s views; 

• Speaking one at a time; 

• Listening to each other; 

• Understanding each other’s situation; 

• Being sensitive to other people’s culture; 

• Being open minded; 

• All opinions should be seen as valid; 

• Confidence and trust are critical. 
 
The answers were written on flip chart sheets and put up on the wall as the norms to be observed 
during the entire workshop. Participants indicated that the icebreaker exercise was useful 
because it enhanced interaction with the other participants. It enabled them to listen to the views 
of other participants and to recognise those views. 
 
The facilitator concluded the session by stressing the importance of respecting each others 
opinions, listening and sharing ideas. “In group activities, it is necessary to advance arguments to 
allow people to understand and agree with ones opinion. Every member of the group should be 
given opportunity to speak and share his/her views”. It was generally agreed that group norms 
are a collective agreement.  
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2. VALUE CHAIN CONCEPTS 

 
2.1 Summary of Presentation 

 
This presentation was given by Cora Dankers (see Annex 6). The value chain was presented as a 
combination of a series of activities (production, postharvest and marketing and support services) 
and actors such as producers, processors, transporters, traders and buyers. The concept of 
competitiveness was discussed in relation to price, quality, and service (e.g. able to deliver on 
time or specific volumes). The whole value chain must be competitive, for example domestic 
value chains must compete with international value chains importing similar products.  
 
Participants shared their experiences with various distribution systems. A participant indicated 
that consumers bought from producers at a higher price but in smaller quantities. Producers 
prefer a retailer who would purchase all the produce of the producer. Wholesalers demand high 
volumes which producers were normally unable to meet, but their price is also generally lower 
than retailers. The participants indicated that farmer groups or cooperatives were taking up the 
role of the middlemen in the value chain.  
 
The presentation continued with the importance of the value chain concept. One should adopt a 
value chain perspective because the competitiveness of the individual firm depends upon the 
competitiveness of the value chain to which it belongs. Therefore, the role of producer 
organisations in the value chain is key. Groups could coordinate planting dates; undertake group 
field preparation and harvesting activities; negotiate transport contracts or group sales; do market 
research or bulk purchase inputs. The main advantages and disadvantages or constraints of group 
marketing were outlined, most of which had already been identified during the icebreaker 
exercise. 
 
The presentation concluded with the observation that farmer organizations can not take on all 
roles in the value chain. They need to analyze the situation and their strengths and make strategic 
choices. 
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A participant commented that it was important to identify key competing factors, e.g. price of 
local rice versus imported rice; if one could compete on price then one must use tools such as 
advertising and other promotion elements.  
 
A discussion followed on the role of traders (so called middlemen) in the chain. Many 
participants had bad experiences with traders who did not keep promises or cheated and they 
tried to avoid them. However, it was also recognised that traders have a useful role that needs to 
be appreciated by other actors in the marketing chain, and not all of them cheat. They bear major 
risks which must go with a value. For example, some traders provide credit in cash or in kind to 
producers (farmers) during the production period and this affects the price paid to farmers. And 
sometimes also farmers cheat: some farmers would collect money from traders to undertake 
production or processing but would sell the products to other agents.  
 
It was noted that farmers must specialize in value chain functions to be more efficient and 
competitive. To ensure that every actor made a profit it was important to know the costs incurred 
and this would be discussed during the afternoon session on the theme on financial management.  
 
 
2.2 Key Lessons on Value Chains 

 
The session concluded with the following lessons: 

• Groups or cooperatives have advantages over individual producers in participating in 
modern value chains. 

• Farmer organizations have many options to help their members access markets and 
develop collective value chain activities. 

• Farmer organizations need to analyze the value chain and make strategic choices on 
where and how to intervene. 
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3. FINANCIAL MANAGEMENT OF FARMER ORGANIZATIONS 

 
3.1 Summary of Presentation 

 
This presentation was given by Dr. Irene Egyir (see Annex 7). The theme was introduced listing 
four groups of stakeholders that are interested in how farmer organizations manage their 
finances: members of farmer organizations, government, credit providers and any other persons 
who would like to do business with the farmer organization. Among the main reasons why 
farmer organizations fail are: over-spending; treating profits as personal income; incorrect 
pricing of produce bought from farmers and/or of sold products; poor record keeping; and high 
debt or negative cash flow.  
 
On record keeping, the presenter underlined the importance for accountability, in the analysis of 
costs and returns, in conforming to tax laws and for traceability. Traceability is especially 
important in international trade, for example for GlobalGAP certification. The case of the Roman 
Ridge Vegetable Farmers’ Cooperative Society (Ghana) was cited. In 2010 the group received an 
award for “Best Organized Group” at the Farmers’ Day Celebration, because of good record 
keeping.  
 
Some financial reports including bank statements; balance sheet statements; and profit and loss 
statements/accounts were discussed. It was stressed that it is important to report on financial 
records, periodically, usually during the annual general meetings of farmer organizations.  
 
Other key issues discussed were feasibility studies and cost benefit analysis. Participants were 
invited to open the discussion with their own definitions. Two participants explained that doing 
feasibility study means finding out if some project or business enterprise would be successful or 
work. 
 
A feasibility study and cost benefit analysis is necessary because while collective action may 
increase income for members, costs are also incurred. The presenter stressed that there should be 
no cheating (overestimating sales or underestimating costs) during the preparation of a feasibility 
study. Questions that a feasibility study for group marketing may try to answer could include: 
can the farmer organization offer members a better price than the traders; is the break-even point 
achievable; can the organization produce the quantity required to break even each year? 
Participants shared experiences of their organizations. Some of the organizations did not market 
as a group. Some indicated that they offer better prices to their members than traders. 
 
In the cost-benefit analysis the variable costs and fixed costs should be carefully identified. The 
formulae for calculating gross margin per unit and annual net profit were given and explained. 
Options for maximizing gross and net margins or turning them positive when they show negative 
were also discussed. Farmer organizations should at least achieve a break-even situation. This is 
the sales volume at which the revenues are equal to the total costs.  
 
Cash flow analysis and working capital were discussed and key strategies for improving the 
working capital were outlined as:  

• Setting budgets and monitoring actual expenditures against them; 
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• Minimizing stock levels; 

• Restricting amount of credit offered to customers; 

• Checking the credit worthiness of customers before agreeing to deliver on credit;  

• Following up on outstanding payments to shorten payment times.  

• If necessary, the members or suppliers should be requested to provide raw materials or 
inputs on credit to pay after sales of end product. 

 
It was concluded that key responsibilities for financial management should be clarified within 
the farmer organizations. This will depend on the type and size of the organization, but could be 
organized as follow:  

• Receipts should be provided by anyone who handles FO money; 

• Record keeping should be undertaken by the Financial Secretary; 

• Analysis should be undertaken by the Financial Manager; 

• Financial decisions are the responsibility of management team/executive committee;  

• Control is by the general assembly. 
 
During the presentation there were some concerns, comments and contributions. Some 
participants gave accounts of record keeping by their respective FOs. Record keeping is possible 
in areas with educated farmers but in the hinterlands where most farmers are illiterate record 
keeping poses a great challenge. Literacy was important for record keeping and for group 
members to appreciate the accounts. It was suggested that groups should organize literacy 
programmes for their members.  
 
There was a question on why farmers do not stop producing even if they are making losses. The 
response was that most farmers see farming as a way of life and for survival so they do not 
always count the costs. However, some farmers diversify and shift to other crops in response to 
losses in one crop.  
 
A question on how fixed costs can be reduced introduced the following suggestions after lengthy 
discussions:  

• Extending the useful life of the assets (equipment, vehicles and buildings);  

• Selling the assets and hiring when required; 

• Hiring out the underutilized assets to generate some income; 

• Reducing the size of staff, particularly permanent staff. 
 
 
3.2 Group Work on Financial Management 

 
Three groups were formed to reflect on the presentation on financial management of farmer 
organizations. There were three facilitators: Dr. Irene Egyir, Prof. D. Obeng-Ofori and Dr. J. 
Kuwornu who maintained their roles till the end of workshop proceedings on day 5.  Dr. Akwasi 
Mensah-Bonsu was the rapporteur who kept track of proceedings at plenary.   
 
The first exercise provided a list of the costs for the hypothetical cooperative “Our cassava” for 
the processing of cassava into gari and the marketing of the gari. Group members were made to 
sort the fixed and variable costs.  
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The second questions assumed that the price of fuel had increased, and this had increased the 
processing costs and also the transport fees. The financial manager had calculated that the gross 
margin had turned negative. The executive committee proposed to the general assembly to lower 
the price paid to the members for their cassava. The members refused. The group had to answer 
the following question: Are there other options to solve the problem and if not, how could the 

executive committee convince the members that they have to accept the new price? 

 
The final question bothered on what members should do if there was not enough capital for 
upfront payments. Again in the hypothetical cooperative “our cassava”, the members had 
accepted the new price, but with one condition. Until now they had to wait for their payments 
until the cooperative had sold all the gari. Now they wanted to be paid when they delivered the 
fresh cassava to the cooperative. But this posed a new problem to the cooperative. When the 
members who had already delivered cassava had been paid, there was just enough money left in 
the bank to pay for the fuel, the salaries and other bills. There was not enough working capital to 
pay also for the fresh cassava that was arriving. What to do? 
 
 
3.3 Case Study of the Mountain Farmers’ Association 

 

The case study of the Mountain Farmers’ Association, located in the hills above Freetown, Sierra 
Leone, was presented by Mr. Umaru Saffa, Chairperson of the group. The opportunities of post 
civil conflict in Sierra Leone brought renewed interest in urban agriculture. The Mountain 
Farmers’ Association was formed in 2009. It was explained that the association has 87 members 
and general meetings are held every 3 months. It is registered with the appropriate local 
authority. It has a constitution and bank account with 3 signatories to the account. The 
association keeps books of accounts which are audited by an internal control team on a weekly 
and monthly basis.  
 
The association delivers vegetable boxes every Friday morning at the house or office of its 
customers. The association started with 5 customers and now has about 300 customers. They do 
cash sales only and no credit sales are allowed. Farmers are paid the following day after sales. 
The association hires 3 tricycles on weekly basis for their sale activities. The Association is 
currently receiving support from an Italian NGO, COOPI, as part of a project financed by 
Resource centres on Urban Agriculture and Food security (RUAF) and the EU. The EU has 
agreed to provide the Association with a delivery van soon. 
 
After the presentation, participants were allowed time to read the case study in silence. A copy of 
the case study is provided in Annex 8. Subsequently they could ask questions for clarification of 
the text. One question was whether the association sold the vegetable boxes by weight or by 
box? The answer was by box. Another participant wanted to know how the executive officers 
were selected and what was their term of office? They are elected to serve for 2 years.  
 
One participant did not understand why the case study concluded that the difference between the 
buying and the selling price of the vegetables could not be considered as profit. It was decided 
that the groups add this question to the group exercise. 
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Three groups were formed to examine the case study with the help of some guiding questions. 
Copies of the exercise and the answers are attached as Annex 10 and 11. The groups reported 
their findings during a plenary session.  
 

 
 
Group 1 reported on the first question to identify the value addition activities of the Mountain 
Farmers’ Association. They had identified washing, sorting and packing as main value addition 
activities. The other participants contributed to the issues and transportation was added as a value 
addition activity. 
 
It was noted that as farmers take over some of the value addition activities, some people will be 
out of business. For the farmers this is good as they are likely to gain from the value addition 
activity that they are responsible for.  
 
It was noted that at the Mountain Farmers’ Association, the marketing of the products seemed to 
be a sacrificial job (done by some members of the association without compensation). This 
situation might not be sustainable.  
 
Group 2 reported on question 2 on depreciation costs. They had concluded that the association 
should be able to replace the equipment considering the profit levels and cost of the machine. 
The group listed some unexpected cost items that might threaten profit. These are transportation 
and labour.  
 
Participants shared experiences on unexpected costs that might threaten profitability. On what 
could be done to ensure that the organization remained in business, a participant mentioned 
insurance. However, another participant indicated that insurance is not possible, particularly in 
Ghana and suggested the setting up of a contingency fund instead. Regular maintenance of 
equipment must be enforced and one should bear in mind that after some years the machine 
should be replaced. 
 
Group 3 discussed question 3 on cash flow analysis. They reported that the association does not 
have a liquidity problem because it has weekly cash inflows which are able to cover its outflows. 



 12 

Also, the annual income of the association is greater than the variable and fixed costs. Other 
group members generally agreed with the conclusions of group 3.  
 
As for the remaining question on why the difference between buying and selling price can not be 
considered profit, the participants agreed that that was because the association needed to cover 
other costs. For example, they had to set aside the annual depreciation value, so that they could 
replace the equipment. A participant was concerned that due to price increases, the present cost 
of the equipment might be higher than the value stated. A suggested solution was to invest the set 
aside depreciation value to earn interest income for the association. 
 
In response to some concerns raised by participants, Mr. Umaru Saffa, Chairman of the 
Mountain Farmers’ Association, noted the following:  

• The Association wanted to save as much money as possible so that when the project 
support ended they could sustain and support themselves. 

• The Association existed already before the project, but came to limelight under the urban 
agriculture programme in Sierra Leone. 

• When they started, the project told them they would be eligible for support if they had 
100 members. However, it was initially difficult to achieve the target, and they had only 
40 members. Through sensitization they were able to increase the membership to 87.  

• Registration of new members has been closed for now.  
 
 
3.4 Key Lessons on Financial Management 

 
In the wrap-up of the session on financial management, the following were identified as the key 
lessons learnt 

• Farmer Organizations need to separate the finances of the group from those of individual 
members.  

• Members of FOs should not be afraid of the numbers and calculations because with 
proper planning it is possible to do cost-benefit analysis. With constant practice, it would 
be realized that it is not after all too difficult to prepare such analysis.  

• For good record keeping, it is important that every transaction is covered by valid 
receipts.  

• The records and receipts are needed for preparing the accounts of the FO.   

• It must be noted that the money from transactions belong to the FO and not to individual 
members. They should therefore not be pocketed by the executives.  
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4. CONTRACT NEGOTIATION  

 

4.1 Summary of Presentation 

 

The theory of contract negotiation was presented by Dr. John Kuwornu (see Annex 9 for the 
power point presentation). The presenter explained that the increased importance of contracts 
was part of a set of recent developments in agricultural food markets, including: 

• Product diversification – quality is key factor 

• Responsiveness to consumers’ needs   

• Traceability and quality control 

• Globalization and stiff competition 

• Concentration at retail level 

• Negotiated coordination (contracts) 
 
The definition of a contract was provided, and the concept of mutual obligation was also 
explained. Different types of contracts were discussed, such as service contracts, marketing 
contracts and product contracts. Farmers can grow and sell their products without (farm-gate 
sales, sales at the market, sales at input shops); or they can sell them on order, either on short 
notice or under contract farming conditions. 

 
There are two forms of contracts: 

1. Informal or verbal: they are more difficult to enforce and require more trust between the 
parties.  

2. Formal – written contracts which may be even legally registered. 
 
It was generally agreed that a verbal contract has many disadvantages. Participants shared 
experiences of verbal agreements that were not honoured. Factors favouring formal contracts 
include increasing distance between parties and increasing value of transactions. How to prepare 
a contract, the elements that should be specified in a contract and the things to do before signing 
a contract were also discussed. Some participants shared experiences with written contracts.  
 
The presenter made the following observations: 

• Sometimes contracts are signed with multiple suppliers in order to meet the volume 
required by the buyer;  

• All clauses should be clear and verifiable;  

• “If you don’t understand a clause in a contract, you must seek assistance to clarify the 
clause. Otherwise, a clause in a contract may tie your hands and collapse your business”; 

• Only legally registered organizations can enter into formal contracts; 

• It was important that members agreed with Executives before signing a contract on their 
behalf;  

• Decisions for awarding a contract should be made by a committee (more than one person) 
and in all cases conflicts of interest should be avoided.  

 
Other issues raised included: 

• The role of FO in contract negotiation; 
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• Contract farming, types, advantages and disadvantages of contract farming for farmers;  

• Side-selling and motives of side-selling; 

• Force majeure: - events that cannot be controlled; normally there are no penalties. 
 
The presentation generated a lot of discussion and adequate time was allowed for contributions 
from participants and sharing of experiences. As a result there was no time to cover the theory on 
pricing. 
 
 
4.2 Group Work on Contract Negotiation 

 
Three groups were formed at the end of the presentation to reflect on the contract negotiation 
theory presented. There were three exercises; the first on the elements of a contract, the second 
on side selling and the third on getting paid (See Annex 13). The exercises were again based on 
the cooperative “Our cassava” that processes their members’ cassava into gari. 
  
Exercise 1 assumed that the cooperative found a new buyer for the gari and negotiated a 
contract. The question for discussion was: Which elements do the cooperative need to discuss 
with the buyer and include in the agreement? 
 
In answering the question, the groups concluded that the elements discussed under the theory 
session were all relevant: 

- who are the parties to the contract 
- product, volume and price 
- quality specifications 
- date and mode of delivery and payment 
- exclusivity clauses  
- communication requirements 
- which aspects will be agreed on at a later date and how  
- circumstances under which the contract can be renegotiated 
- circumstances and period in which parties can cancel the contract 
- how eventual disputes will be settled 

 
Exercise 2 assumed that the cooperative “our cassava” had negotiated a contract for the monthly 
delivery of 500 kg of gari during one year. It went well for a few months, but then some member 
farmers sold their cassava roots to other traders. The market price had gone up, and now the 
other traders offered a higher price than the cooperative. “What could the cooperative have done 

to avoid this problem?” 
 
The participants thought that the cooperative could have explained beforehand to members that if 
they agreed on a price they have to stick to it. The benefit is a stable price and stable volume, so 
stable income. If members don’t want to accept that the price will sometimes be lower than the 
market price, they will have to say so before signing the contract. The cooperative could also 
have negotiated a flexible price mechanism. 
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What can the cooperative do now so that they do not have to breach their contract because of 

volume shortages? The participants suggested that the cooperative could get new members or 
buy cassava from non-members. It was agreed that if this option was selected they will have to 
pay market price, so they will also have to start paying more to their own members. A third 
option was to renegotiate the contract with buyer. 
 
Asked for their own experiences with side-selling, one participant explained they did not have 
side-selling problems as their buyer was the only buyer of rubber in the country. Another 
explained they allowed selling to other buyers as they were not able to purchase all the products 
anyway. Others did not have contracts. 
 
Exercise 3 assumed that the cooperative agreed with the buyer to pay them by bank transfer. The 
person who delivered the cassava just received a receipt of delivery. At first the payment arrived 
promptly one week after delivery, but each month the payment arrived a bit later. Now after 
three weeks since the last delivery they still have not received payment, the cooperative’s bank 
account is empty and they urgently need to buy more cassava for processing, otherwise they will 
not be in time for the next month delivery. What can the cooperative do now? 
 
The following were given as key answers: 

i. The cooperative can explain to the buyer that if they are not paid, there will be no new 
delivery. It is important to document this communication; otherwise the cooperative will 
also be in breach of contract for delivery failure. 

ii. Ask for the reason, maybe the problem can be solved together with the buyer. 
iii. The last resort is to go to court. 
iv. Don’t get into debt to keep up the production schedule! 

 
How do you find out whether a potential buyer is reliable? 

 
The following were given as key answers: 

i. Find out whether reliable from neighbours and other suppliers. 
ii. Ask (bank) references. 
iii. Don’t go immediately for a long-term contract. 

 
Subsequently participants shared their own experiences with buyers and lessons. 
 
 
4.3 Case Study of the Rubber Outgrowers and Agents Association 

 

This case was presented by Mr. Paul L. Appiah of the Rubber Outgrowers and Agents 
Association (ROAA), Ghana. A copy of the presentation is attached as Annex 10 and the case 
study is provided in Annex 11.  
 
Mr Appiah gave a brief history and profile of the association. ROAA was registered in 1994 and 
currently has 4,012 members in the Western, Ashanti and Eastern regions of Ghana. The vision 
of ROAA is to become a major rubber market player. The association’s objectives are: to 
promote the interests of its members; to provide services to its members; to negotiate a good 
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rubber price; and to promote healthy relationships among its members. National and district 
executive councils meet once a month and once in two months respectively. ROAA organizes a 
general assembly once a year. 
 
The ROAA members are all outgrowers of Ghana Rubber Estates Limited (GREL), the sole 
buyer of rubber in the country. Mr Appiah explained that there are 2 contracts: a tripartite 
contract between the farmer, the bank and GREL and a technical and financial management 
contract between ROAA, the bank and GREL).  
 
There is an agreed price mechanism in place. The price changes monthly and is influenced by the 
world market price (Singapore commodity market) and changes in the exchange rate. GREL 
pays a percentage of the FOB price, currently about 64% (before deductions for services 
rendered by GREL). The association noted that with current high world market prices the price 
mechanism was in favour of GREL and negotiated bonus payments for its farmers when world 
prices exceed certain thresholds. 
 
Executives of the association need to follow the world market price changes in order to have a 
better bargaining power with GREL. Hence, the association employs professionals to assist in 
the tracking.  
 
Mr. Emmanuel A. Owusu of Ghana Rubber Estates Limited (GREL), and director of the 
outgrower programme, gave an account of the evolution of the pricing process from 1992 and 
noted that there is a good relationship between GREL and the association. He explained that the 
price component paid by GREL to farmers is comparable to other rubber outgrower schemes in 
the world. The rubber harvesting process was also explained to participants.  
 

 
 
The prepared case study was read out to members (see Annex 16 for full text). Participants 
requested clarifications on some terminologies. Mr. Appiah explained them: 

• Tripartite contract- contract between three parties 

• TSR - technically specified rubber, the type of rubber sold by GREL  

• FOB – free on board 
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Three groups were formed to undertake group work on the case study. The groups discussed the 
issue of fairness and success of contracts. They agreed the terms of the contract were fair, with 
rights and obligations for all the parties, and that all the necessary elements were covered. 
 
The workshop speculated about the question why the bank went to the trouble of signing a 
contract with each and every farmer, instead of just signing a contract with GREL and making 
GREL responsible for the credit scheme with the farmers. They concluded that signing of a 
contract between the bank and the outgrower provides the bank with greater control.  
 
A participant shared his experiences of a contract that did not work well because it had not been 
specified which party was to bear the transport costs from the fields to the buyer’s store. This 
meant there were unexpected costs for the farmer association and also a re-negotiation clause 
was not included.  
 
Recently the outgrowers and GREL are confronted with the problem of theft of rubber cups from 
farms. Mr Appiah clarified that some farmers live far away and GREL comes only once a while 
to collect the rubber. The harvested rubber lies therefore unguarded at the farm and sometimes it 
gets stolen and sold on to other farmers, who then include it with their own harvest.  
 
There was a discussion how to prevent this. Participants suggested employing guards, but this 
may be too expensive. Mr Appiah explained that they are looking into organizing farmers to bulk 
their produce so that GREL does not have to wait until one farmer has a truck full, but can come 
to evacuate more often. They may even construct stores at collection points which can be locked. 
GREL already has a database, and when a farmer suddenly sells much more rubber, they 
investigate whether that farmer has bought stolen rubber. Farmers caught in such practices are 
excluded from bonus payments, but it is very hard to prove. 
 
 
4.4 Key Lessons on Contracts 

 

• Written and formal contracts make agreements easier to enforce 

• The inputs of members on contract terms is very important 

• All parties should be fully informed on contract negotiations and the terms of the contract 
to foster trust and confidence 
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5. FIELD VISIT 

 
5.1 Visit to Eden Tree 

 

 
 
Eden Tree deals in the packaging and sales of spices, fruits and vegetables. The mission of the 
company is to produce stylishly packaged herbs, fruits and vegetables to the Ghanaian markets. 
Madam Catherine Krobo-Edusei Benson is the Managing Director and owner of the company 
and has about 87 workers. The group observed workers in some of their daily activities.  
 
There was a brief questions and answers session with the CEO of the company. The CEO started 
with personal savings from previous work as a banker. The company has its own vegetable and 
spices farm. Currently, the company produces 40% of their products from their own farm and 
buys 60% from local vegetable farmers in the city and its peri-urban areas. There are informal 
agreements with these farmers, no written contracts. According to the Managing Director, there 
were problems with the formal contracts because the mind-set of the farmers is not yet there. The 
legal regime in Ghana’s current system is not favourable for such formal contracts with farmer 
groups.  
 
Farmers are given occasional training in field husbandry practices, post-harvest handling and 
business practices. Eden Tree is currently operating a government guaranteed credit facility for 
farmers. Interested farmers are given small loan amounts (GHC500-2000) and Eden Tree has the 
first right to purchase their produce. It has been agreed that only good quality produce would be 
purchased.  
 
It is diversifying in order to grow and maintain profitability. It purchases and sells imported 
onions from the Netherlands and commodities like salad dressings and bottled water for 
interested clients. The company has a strategic customer base. It also has a restaurant which 
serves both local and continental dishes. The key lesson was that farmer organisations need to be 
quality conscious in order to have loyal buyers. 
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5.2 Visit to Cottage Italia Industries Ghana Limited 

 

 
 
The managing director of the company introduced herself and two other marketing officials. She 
gave a brief history about the company. The company provides multi-purpose machinery in the 
agricultural sector for both medium and large scale enterprises in Africa. Their vision is to 
support the agricultural sector in alleviating poverty and reducing post-harvest losses through 
processing. The company imports and sells small, medium and large food processing equipment. 
 
Although the company does not have any formal or informal relationship with farmer 
organizations, such groups can buy from the company. The CEO explained that the company 
was a manufacturer’s representative. The mother company was in Italy and the Ghana office 
served the West Africa sub region. 
 
The participants were shown the machinery for sale, including presses, juice extractors, 
industrial blenders, pasteurizers, cassava graters, meat mixers, and filling machines. Participants 
were impressed about the products, but the prices were deemed too high for farmer organizations 
in Africa.  
 
The key lesson was that the private sector is ready to support farmer organizations developing 
processing activities. There are simple equipments for farm level processing. Farmer 
organizations need to accumulate capital in order to obtain processing equipment. Financial 
management and discipline will get farmers far.  
 
 
5.3 Visit to Shoprite Supermarket 

 

The Shoprite Super market has a fruits and vegetables section. Members only observed the types 
of vegetables on offer, origin, nature of display and prices. No official was available to answer 
questions. It was obvious that Shoprite used standard weights and measures. It imported some of 
its commodities from South Africa and the Netherlands. It was also obvious that good quality 
fresh produce would be required. 
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In the evening there was a cocktail at the University of Ghana Guest Centre. The programme was 
graced by the Provost and two directors from the College of Agriculture and consumer Sciences. 
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6. PRODUCTION PLANNING AND LOGISTICS 

 

6.1 Summary of Presentation 

 
Stephanie Gallat, (FAO, Accra) presented the theory on this theme (see Annex 12 for power 
point presentation). Logistics is explained as a process that plans, implements and controls 
efficient and effective flow and storage of products. Good logistic management reduces 
operational costs because it helps to use money and resources more efficiently. It also helps to 
increase client satisfaction and reduce rejection rates of products through timely delivery of the 
correct products.  
 
Logistics management is important for farmer organizations involved in bulk purchase and 
distribution of inputs, sharing of equipment and collective processing and marketing. For all 
these activities, farmer organizations should engage in scheduling, developing activity calendars 
showing what was to be done, by who and when. Other major components of her presentation 
highlighted information management, inventory management, production planning, transport, 
post-harvest handling and equipment management. 
 
Logistic decisions are taken based on systematic information gathering and analysis. Tools that 
can be used to help gather, store and use information were discussed. The presenter highlighted 
that it is crucial to always keep a back up copy of information. Advantages of using computers 
for information management were discussed. Participants indicated types of information they 
store on their organizations’ computers, which included minutes of meetings, session plans, 
budgets, expenditures, monitoring, training, cash inflows and outflows, personal details of 
customers, orders and payments by customers. The Rubber Outgrowers and Agents Association 
(ROAA) in Ghana and Kombo Cashew Farmers Association in the Gambia use the internet to 
know the prevailing world market price which helps them to negotiate a competitive price for the 
products of their members.  
 
The presenter indicated that inventory management is a balancing act because it should respond 
to demand, reduce storage costs, avoid lock up of funds and ensure timely delivery. In 
agriculture, inventory scheduling of inputs and planting materials should follow the growing 
season. Inventory management was illustrated with an example of stock files in excel (see annex 
18). 
 
Production should be planned to meet the demand of customers. For large volumes, farmers have 
to coordinate production to meet demand. A participant explained that his association’s rice 
farmers coordinate production and arrange for collective transport. Mountain Farmers’ 
Association organizes staggered planting dates of vegetables by grouping farmers in order to 
ensure regular supply.  
 
The presenter then indicated that it is never possible to perfectly control agricultural production 
due to external factors. Hence, it is important to monitor and adjust forecasts through dialogue 
with producers and by maintaining an up-to-date database of producers 
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Transport is one of the most important and costly logistical operations. The presenter noted that 
to minimize transport costs it is very important to plan properly in terms of timing, routing, use 
of back loading if possible and by minimizing needs through grading or processing close to 
fields. Participants shared experiences on whether there was good justification for hiring 
transport services or owning vehicles.  
 
In Sierra Leone, it was better to hire because of bad road conditions and high maintenance costs. 
But the Koinadugu Women’s Vegetable Farmers’ Cooperative has two tractors used to transport 
their produce from the farms to the store. Also in Liberia the roads are bad and transport 
operators would not want to convey inputs to the hinterlands, hence it is better to own a vehicle 
but not all farmer associations do.  
 
A participant noted that it depended on the operations being carried out. The presenter agreed 
that it depends on individual cases and operations: “it is important to analyse your situation 
critically and decide whether you have to hire transport or get your own transport”. It was noted 
that an organization might start with hiring transport services and as the organization grows 
stronger it could buy a vehicle.  
 
It was recommended to minimize (physical) handling of produce in post-harvest operations. The 
presenter also advised to organize the processing unit so that product flow was smooth. 
Participants suggested the following reasons: 

• It is easier, faster and cheaper to operate  

• Easy to monitor 

• Congestion could be avoided  

• Contamination could be minimized  
 
Buying, hiring and outsourcing of equipment were discussed. Hiring or outsourcing have cash 
flow and sometimes also tax advantages and can be more flexible. The organization also does not 
need to have specialist technical expertise for maintenance. The major disadvantages of 
outsourcing are: lack of control over quality, availability and timing. The facilitator noted that 
year-round hiring or outsourcing is often more expensive than buying equipment. The presenter 
indicated that the equipment owned by the group might be managed directly by the group or 
indirectly by a private operator. The group could also create a small enterprise to manage the 
equipment. 
 
A participant from the Liberia National Farmers Food Security Union explained they charge fees 
for the use of their equipment, as decided by their Project Management Committee (PMC). The 
fee includes charges for administration, operator remuneration, maintenance costs, spare parts 
and depreciation costs. The latter is 50% of the total fee and goes into a bank account to save for 
the purchase of new equipment (replacement). 
 
There was a plenary exercise on theme three during the theory presentation. Two participants 
acting as Operational Manager and Financial Manager of a farmer organization spoke for or 
against the purchase of a mechanized cassava grater. After the debate the participants were made 
to vote. Seven participants voted for the purchase of the cassava grater and seven participants 
voted against. The final decision taken was that the farmer organization should use the grater 
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services available in the local village and when adequate funds were available it could buy and 
manage its own grater.  
 
After further discussions by participants, it was concluded that there were advantages and 
disadvantages associated with owning equipment (a grater in this case). The circumstances of the 
organization must be examined critically and a decision on whether to purchase the equipment or 
not taken on case by case basis.  
 
The presentation continued about the topic of production capacity. Production capacity has to be 
harmonized at all levels, input supply, production levels, equipment and storage capacity, labour 
and staff. The presenter also indicated that for logistics management communication is essential 
both up and down the chain with customers and partners. The presenter concluded that farmer 
organizations must endeavour to deliver and meet contract obligations without fail.  
 
 
6.2 Group Work Production Planning and Logistics 

 
There were two group exercises on logistics. 
 
The first exercise asked the groups to study a simplified map. It showed a co-operative area with 
a central storage place and three collection points from which various quantities of members' 
crops should be brought to the centre with a 10-tonne truck. How would the FO organize the 
transport? It turned out that there was more than one efficient option. 
 

 
 
In the second exercise the groups had to choose the best cassava collection systems out of two 
options.  
 
System A: One central collection point costing $ 5, 000 a year to run for the cooperative and 
costing $ 20 for the farmers to deliver their crop to the Central Collection Point. 
 
System B: Ten village collection points costing $ 1, 000 each to run for the cooperative. and 
costing $ 5 for the farmers to deliver their crop to one of the Village Collection Points. 
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It was noted that the size of the cooperative could affect the determination of the best system for 
a cooperative as a whole. For a cooperative of 400 members, system B was identified as the best 
collection system for the cooperative.  
 
 
6.3 The Case Study of the DADTCO mobile processing units 

 
This case was presented by Cora Dankers and read by all the participants (see Annex 13). In 
Nigeria, the requirement to include up to 10% of cassava flour in bread increased demand for 
cassava and revealed problems in the value chain. The available technologies to produce high 
quality flour are designed for central, high capacity industries. Because the roots must reach the 
plant within a day or so, the plant cannot buy from producers located too far away. In addition, 
transport costs per kilo cassava will increase if the cassava is bought in small quantities (because 
trucks drive around half empty). Therefore, traders preferred to buy relatively large quantities 
from producers closer to the plant. As a consequence, the supply base for these industries is 
restricted.  
 
In order to reduce inefficiencies, the DADTCO company designed mobile processing units so 
that small holders who were scattered could be reached. The rationale behind these Autonomous 
Mobile Processing Units (AMPU) is: "If the farmer cannot come to the factory, let the factory 

come to the farmer". With the AMPUs, DADTCO has increased the supply zone of the central 
plant. The result is that the dryer can work at a profitable capacity and the producers situated 
further from the plant can also sell their cassava to the company and profit from the demand for 
high quality flour.  
 
There were clarifications after the presentation. A participant wanted to know why the DADTCO 
paper indicated that production contracts were not respected. The facilitator explained that this 
was the experience of the company director and of the manager of the farmer support project in 
Nigeria. The linkage among the farmers, company and the project was also clarified by the 
facilitator. The company bought from the individual farmers, but there was a project that was 
working with farmer groups. The company was paying for the project activities in order to 
increase cassava production.  
 

Three groups were formed. Each group discussed all three questions (see Annex 21). At plenary 
group one presented their position on question 3; group two on question 2 and group 3 on 
question one. 
 
Question 1 considered that in central processing units the traders bring the roots to the factory 
and the company does not make transport costs. With the AMPU’s, the company has to pay the 
transport costs of the cassava cake from the AMPU to the central dryer. Why would the company 

still be interested to do it this way? The participants thought that they would pay for the transport 
costs anyway, as in the first case the traders would demand a higher price.  
 
Some participants thought we could not be sure that with the first processing phase closer to the 
farm, the transport costs in the chain are reduced. But others convinced them that because 
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cassava roots contain a lot of water, a lot of transport costs were saved by transporting cake 
instead of roots. 
 
Question 2 consider how DADTCO harmonized the production capacity at the various stages in 
the chain, by having three AMPU’s of with a capacity of 60 tonnes/day serving one central dryer 
with a capacity of 180 tonnes/day. Participants had remembered what they learned at the first 
theme on financial management, specifically on the fixed costs, to explain how using equipment 
at full capacity reduces production costs per unit.  
 
Question 3 considered whether there could be any logistic reasons behind the fact that DADTCO 
does not engage with producer groups, but with individual farmers. During the plenary 
discussions it was concluded that many of the groups are informally organised with no strong 
leadership for contracting. 
 

 

6.4 Key Lessons on Logistic Management 

 

1. Proper logistic management reduces costs and satisfies clients and is therefore important 
for farmer organizations to run a profitable business. 

2. Whatever activity the farmer organization is undertaking, it is always advisable to 
schedule activities specifying who is responsible for what, how and when and to 
systematically collect, store and analyze information to take the proper decisions. 

3. Transport costs are usually one of the major costs in the supply chain and therefore 
transport should be carefully planned. Bringing the first processing stage closer to the 
field can reduce transport costs. 

4. It is important to harmonize the production capacity at the various stages so that all 
equipment can be used at close to full capacity. 

5. Whether to buy vehicles and equipment or rather hire transport services and equipment or 
outsource processing operations needs to be analyzed carefully as there are advantages 
and disadvantages to both options. 
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7. COUNTRY ACTION PLANS  

 
Each country organised a short meeting to select from each of the three themes three key 
learning points most relevant for their respective country situation. Action plans for the 
implementation of learning points were then drawn, specifying time schedule and sources of 
funding. It was emphasised that the funding for the implementation of action plans would not be 
sourced from FAO or any external body. The country groups presented their key learning points 
and action plans at plenary. Other participants were invited to make suggestions on how to 
improve on the proposed action plans. 
 
 
Nigeria 

 

The key learning points and action plans for Nigeria were presented by Madam Gift Mokhua 
Aitebiremen. The three learning points for action in the short run were: 

• Development of effective organizational management culture;  

• Building capacity on the preparation of formal contract and contract negotiations; 

• Information and data management.  
 
 
Ghana 

 
The key learning points and action plans for Ghana were presented by Paul Annan Asante and it 
was proposed that in the short run they would concentrate on financial management, including 
record keeping and financial reports, feasibility study and cost benefit analysis, cash flow 
analysis and working capital. The group executives will be responsible for promoting the 
capacity building of members on proper record keeping and financial reporting.  
 
 
Liberia 

 
The key learning points and action plans for Liberia were presented by Randolph M. Zekeh. The 
following were identified for short term action: 

• Better management system.  

• Financial management: The organization will employ an accountant to train its members; 
Financial management will be controlled by the accounts; Financial transactions will be 
transparent and will be controlled by the accountant; At the end of the first year the 
account of the association will be audited 

• Contract negotiations will be taught by experts in the interest of both parties: System of 
payments, quantities supplied, when payments should be done will all be discussed with 
members 
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Sierra Leone and The Gambia 

 
Mr. Joseph Bob Mangu presented the key learning points and action plans on behalf of the 
participants from Sierra Leone and The Gambia.  
 
The key points to share were: 

• Financial management: cash book, bank deposit, bank statement, book keeping, receipt 
book vouchers, invoicing etc. 

• Contract negotiation: training and advocacy on formal written contracts, membership 
involvement through meetings, lectures, examination of samples of written contracts and 
select the best from the lots 

• Logistics and production planning: customer’s demand, acquisition of inputs, planting, 
harvesting postharvest management, and packaging. Good communication skills will be 
used to look for potential buyers. 
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8. EVALUATION AND CLOSING CEREMONY  

 
The participants individually evaluated the workshop content. A pre-test was held at the start of 
the workshop as well as a post-test and evaluation of appreciation at the end of the workshop. 
(see Annex 14 for test sheet).   
 

 

8.1  Evaluation of knowledge  

 
The pre- and post-test were in the form of a questionnaire in which participants self-declared 
their extent of knowledge of each theme on a scale from “not familiar with the concept” (valued 
as 0) to capable of explaining the concept to someone else (valued as 3). 
 
The table below gives an overview of average scores for each concept. When there was no 
response, no value was attributed and the average was calculated over fewer responses. At the 
start of the workshop only 13 participants were present, as 3 participants from Sierra Leone and 
2 participants from Liberia arrived later. The post-test analysis therefore took into consideration 
only those 13 participants that had also filled in the pre-test.  
 

 pre-test 

average 

meaning post-test 

average 

meaning score 

increase 

Value chain 1.1 heard about it 2.8 can explain 1.8 

Profitability 1.9 know it 2.8 can explain 0.9 

Distribution systems 1.6 heard/know 2.9 can explain 1.3 

Collective marketing 1.9 know it 2.7 can explain 0.8 

Value addition 1.4 heard/know 2.8 can explain 1.5 

Balance sheet statement 1.5 heard/know 2.8 can explain 1.4 

Feasibility study 1.9 know it 2.9 can explain 1.0 

Break-even point 1.2 heard about it 2.8 can explain 1.7 

Cash flow analysis 1.4 heard/know 2.9 can explain 1.5 

Contract farming 1.2 heard about it 2.9 can explain 1.7 

Side-selling 0.5 don't know/heard 2.8 can explain 2.4 

Quality specifications 1.1 heard about it 2.8 can explain 1.7 

Force majeure 0.5 don't know/heard 2.7 can explain 2.1 

Logistics 1.2 heard about it 2.8 can explain 1.7 

Inventory management 1.5 heard/know 2.8 can explain 1.4 

Harvest planning 1.7 heard about it 2.8 can explain 1.2 

Outsourcing 1.0 heard about it 2.8 can explain 1.8 

 
It should be mentioned that many participants at the end of the workshop filled in a straight 
column of “can explain the concept”. This surpasses the assessment through observation of the 
participants by the facilitators.  
 
As could be expected, subjects about which prior knowledge was lowest, like side-selling and 
force majeure, observed the highest increase in score. For some subjects it should be assumed 



 29 

that the participants already knew about the practice, but were not familiar with the terminology, 
such as side-selling, contract farming and outsourcing. The lowest increase in score was obtained 
for collective marketing, which surprisingly got one of the lowest final scores. This may be due 
to the fact that it was not an explicit topic in the presentations, although many aspects of 
collective marketing had been discussed.  
 
 
8.2 Evaluation of Appreciation by the Participants 

 
This analysis comprised the evaluation by 18 participants. The appreciation was evaluated on a 
scale of -2 (very unsatisfactory) to 2 (very satisfactory). Blank answers were not taken into 
account when calculating averages.  
 

 Average score meaning 

Workshop background 1.7 very satisfactory 

Icebreaker exercise 1.7 very satisfactory 

Value chain concepts 1.9 very satisfactory 

Financial management presentation 1.8 very satisfactory 

Exercise financial management (group) 1.7 very satisfactory 

Mountain Farmers’ Ass. case (plenary + group) 1.5 (very) satisfactory 

Contract presentation 1.7 very satisfactory 

contract exercise (group) 1.6 (very) satisfactory 

Rubber case (plenary + group) 1.6 (very) satisfactory 

Eden tree visit 1.4 (very) satisfactory 

Logistics presentation 1.9 very satisfactory 

Logistics exercise (group) 1.6 (very) satisfactory 

DADTCO case (plenary + group) 1.3 satisfactory 

Action plans (group) 1.6 (very) satisfactory 

Overall (content & organization) 1.8 very satisfactory 

 

The DADTCO case, the visit to Eden Tree and the Mountain Farmers’ Association case study 
were the least appreciated elements of the workshop. The most appreciated were the 
presentations on the value concepts (evaluated by only 13 participants as others arrived later) and 
the presentation on logistics, directly followed by the presentation on financial management.  
 
Overall, the interactive presentations were valued higher than the case studies and the group 
work. This can be explained by the fact that discussions in the plenary during the presentations 
were in general more animated and lively than discussions in the working groups. 
 
Participants were also asked how difficult they rated the workshop. 
 
Too easy:   3 participants 
Quite easy:  13 participants 
Quite difficult:   1 participant 
Too difficult:    0  
(No response:    1 participant) 



 30 

 
As for organizational aspects, the workshop was rated very satisfactory overall, with the Eden 
Tree visit scoring the lowest (but still more than satisfactory), which may be due to the fact that 
we took various wrong turns before finding the right location and the fact that participants had to 
stand huddled together in a small spot of shade to be able to follow the discussion with the 
owner. Indeed, it had been planned that the owner would return with the group to the conference 
room to answer questions, but this was changed on the last moment.  
 
The highest scores were given for the hotel room, the cocktail and the services provided by 
University staff to the participants.  
 
Among the suggestions for improvement received were: 
 

• Give more time for participants to see the country/places of interest (4x), or Ghanaians 
should have taken the other participants around town.  

• Organize more of such workshops (e.g. every year) (3x) / Organize the next workshop in 
Nigeria / Let more FBOs participate 

• Extend the workshop duration (2x) (One even suggested to a whole month) 

• Also participants from Accra should have been accommodated in the hotel for better 
interaction with the other participants. (2x) 

• Provide funds for the trained participants to organize dissemination activities / Find a 
way to monitor participants to assure they share the lessons 

• Arrange for physical air tickets instead of electronic one sent by email, since African 
countries still have problems in electricity provision / Arrange flights earlier 

• To take into account problems of literacy (although literacy had originally been a 
selection criteria, the organizers had failed to appreciate one of the candidates was 
practically illiterate until she arrived) 

• Limit the use of mobile phones and movements of participants 

• The name and email of the presenter of the presentation should have been printed on the 
top 

• FAO should bring seeds to the workshop to distribute to the farmers 

• Be more gender sensitive in selecting participants (only 2 participants were female) 

• Arrange for farm visit 
 
 
8.3  Evaluation remarks from the organizers point of view 

 
From the organizers point of view, the main problem was the organization of flights. Due to the 
late arrival of the second payment (processing of payment in FAO was delayed by the Easter 
holidays and subsequent slow processing by the banks), booked flights for Sierra Leonean 
participants could not be bought in time and in the end they could come only on Monday 
morning in business class. Furthermore, two Liberian participants did or could not print out their 
ticket and thus did not know their departure time and had to be rebooked for Tuesday, causing 
them to miss the first two days of the workshop. 
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A lot of preparatory time had been spent on the selection of participants. As most projects in the 
region focus on exporting associations, the organizers specifically targeted associations selling in 
domestic markets, but commercially oriented farmer organizations turned out to be difficult to 
find. In the end the search was successful, and all participants represented organizations that 
undertook collective commercial activities and were thus in a position to be able to benefit 
directly from the training themes of the workshop. Many participants had not received this kind 
of training often before, for some it was the first time. The organizers therefore believe the 
careful selection of participants has contributed to the impact of the training workshop. 
 
 
8.4 Closing Ceremony 

 
There were three speeches given to close the workshop. The first was from Professor Ben 
Ahunu, the Provost of the College of Agriculture and Consumer Sciences, University of Ghana. 
The second was from Mr Mbenga, FAO Sub-regional Coordinator for West Africa and the third 
was from Mr. Joseph Bob Mangu from Sierra Leone, representing the participants. 
 
Prof Obeng Ofori delivered the closing remarks on behalf of Professor Ben Ahunu. He thanked 
all participants from the Anglophone West Africa for attending the workshop which he deemed 
very educative. He noted that all participants showed enthusiasm, dedication and hard work 
which contributed to the success of the workshop. He urged the participants to take collective 
decision with their respective farmer organizations, share information, put what had been learnt 
into practice, implement and share it to influence the performance of their respective farmer 
organizations. He thanked the FAO and the EU for funding the workshop. He also thanked all 
those who assisted with the collection of data/information for the case studies for the three 
themes. Special appreciation went to Cora Dankers for the preparation of case studies and her 
wonderful facilitation.  
 
Stephanie Gallat, (FAO, Accra) read the closing speech of Mr Mbenga on his behalf (see Annex 
23). He recapped the theme of the workshop, the day-to-day activities and thanked “the 
University of Ghana for a very well organized workshop and the European Union for providing 
the funding, without which this workshop would not have been possible”. His final words were: 
“I hope you learned a lot during this workshop and also enjoyed your stay in Accra and I wish 
you a safe journey home.”  
 
After these closing speeches certificates were presented to the workshop participants by Cora 
Dankers and Prof. Daniel Obeng-Ofori.  
 
Mr. Joseph Bob Mangu expressed the appreciation of the participants for the knowledge shared 
with them and thanked the organizers, particularly University of Ghana and FAO for a well 
organized workshop. To the EU, the workshop sponsors, he was grateful for funding the 
workshop and expressed the hope that they would continue to fund such workshops annually to 
build capacity of more farmer organizations to improve upon their performance.  
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9. WORKSHOP CONCLUSIONS  

 
The FAO sub-regional training workshop on strengthening the performance of farmer 

organizations in the value chain has been organized within the scope of the All ACP Agricultural 

Commodities Programme (AAACP), financed by the European Union. Twenty-five participants 
were from Nigeria, Ghana, Liberia, Sierra Leone and The Gambia. Three themes that were 
necessary for farmer organizations that sought improvement in performance included financial 
management, contract negotiation and logistics management.  
 
Three approaches were used in discussing the themes: theory presentations, group discussions 
and case studies. The participants embraced them all. The sessions were lively and all the 
participants actively shared experiences regarding their respective success stories, lessons and 
failures. All the participants accepted the challenge to share the knowledge gained and lessons 
learned from the workshop with colleagues and also to implement the action plans that were 
developed with the view to improving the performance of their organizations to remain 
competitive.  
 
Professionally managed farmer organizations can provide essential services to support small 
farmers move away from subsistence agriculture and tap into more lucrative but demanding 
modern market value chains. However, until recently, most value chain development projects 
have targeted the export sector and there is a felt need for this kind of training to target farmer 
organizations operating in domestic markets in order to contribute to the development of 
efficient domestic value chains. 
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Annex 1: Workshop programme 

 

                                                                  
 

Improving Performance of Farmer Organizations in Value Chains 
Regional workshop for Farmer Organizations in Anglophone West Africa 

09 – 13 May 2011, Legon, Accra, Ghana 

University of Ghana  

Workshop Programme 

 

Sunday 08 May 2011: Arrival and registration of participants, pre-test 

Monday, 09 May 2011 

 
09.00-09.30 

Opening ceremony 
Welcome by University of Ghana  
Welcome by FAO 
Short introduction of participants 

09:30-10:00 Housekeeping announcements – University of Ghana 
Group picture 

10:00-10:30 Coffee break 

 

10:30-10:45 
 

10:45-11:30 

11:30-12:30 

Introductory Presentations 

Workshop background (AAACP project, results of the workshop of 
January 2009) and introduction to the training themes and workshop 
methodology 

Icebreaker exercise  

Presentation and discussion on value chain concepts and the potential 
role of Farmer Organizations in the value chain 

12.30-14:00 Lunch 

 
 
14:00-15:00 

Theme 1 Financial management of farmer organizations 
Theme 1 theory: interactive presentation with examples from 
participants   

15.00-15.30 Coffee break 

15.30-17.00 Group work: Reflection on theory through exercises  

17:00-17:30 Day wrap-up 
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Tuesday, 10 May 2011 

08:30-09.30 Short recap of the previous day by one of the participants  

Presentation of theme 1 case study: Mountain Farmers’ 
Association, Sierra Leone   
Reading of case study and questions for clarification 

09:30-11:00 Group work on case study (Coffee served during the group work) 

11.00-12:30 Presentation of group work to plenary, debate and wrap-up of theme 1 

12.30-14.00 Lunch 

14:00-15:00 Theme 2 Contract negotiation  
Theme 2 theory presentation with examples from participants   

15:00–15:30 Coffee break 

15:30-17.00 Group work Reflection on theory through exercises  

17.00-17.30 day wrap-up 
 

Wednesday 11 May 2011 

08.30-09:30 

 

Short recap of the previous day by one of the participants  

Presentation of theme 2 case study: Rubber Outgrowers and 
Agents Association, Ghana  
Reading of case study and questions for clarification 

09:30-11:00 Group work on case study (Coffee served during the group work)  

11:00-12:30 Presentation of group work to plenary, debate, Wrap-up of theme 2 

12.30-14:00 Lunch  

14:00-17:30 Study visit to Eden Tree Ltd (agro-processing and packing company), 
Cottage Industries Italia (equipment supplier) and a supermarket 

 

Thursday 12 May 2011 

08.30-10:00 

 

Short recap of the previous day by one of the participants 

Theme 3 Production planning and Logistics 
Theme 3 theory presentation with examples from participants   

10.00-10h30 Coffee break 

10:30-12:30 Presentation (cont.) and Group work: Reflection on theory through 
exercises 

12.30-14:00 Lunch 

14:00-15:00 Presentation of theme 3 case study: DADTCO, Nigeria 
Reading of case study and questions for clarification 

15:00-16:30 Group work on case study (Coffee served during the group work) 

16:30-17:30 Presentation of group work to plenary, debate Wrap-up of theme 3 
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Friday 13 May 2011 

08:30-08:45 

08:45-09:00 

Short recap of the previous day by one of the participants 

Introduction to group work per country (by facilitator) 

09:00-10:00 Reflection on workshop learning and action plan  
Group work per country: 
- For each theme select three key learning points most relevant for 
country situation. 
- Preparation of action plans including time schedule and funding. 

* At the level of the base organization: how to improve your 
services to your member farmers, specific for the three themes? 
* At the level of the national organization: how to disseminate 
the information to other member organizations not present at 
the workshop ànd how can you improve the services to your 
member organizations specific to the three themes? 

10:00-10:30 Coffee break 

10:30–11:30 Presentation of the group work to the plenary. The other participants 
are invited to make suggestions on how to improve on the proposed 
action plan. 

11:30-11:45 Facilitator will present top 3 of key learning points for each theme 

11:45-12:15 
 
12:15-13:00 
 

post-test and evaluation of workshop 
Closing ceremony 
Closing remarks FAO 
Closing remarks University of Ghana and awarding of certificate of 
participation 

13:00-14:00 Lunch 
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Annex 2: Participants list 

 

 

NAME 

 

 

COUNTRY 

 

ORGANIZATION 

 

TEL NO 

 

EMAIL (replace AT with @) 

1. Umaru Saffa Sierra Leone Mountain Farmers’ 
Association 

+232-88-734012 mountainfarmersATyahoo.co.uk 

2. Joseph Bob Mangu Sierra Leone National Association of 
farmers in Sierra Leone 
(NAFSL) 

+232-33687888 jbmanguATyahoo.co.uk 

3. Haja Sundu Marah Sierra Leone Koinadugu Women’s 
Vegetable Farmers 
Cooperative 

+232-76-908610 ssjawaraATyahoo.com 

4. Mathias Ugbo 
Akengbowa 

Nigeria Uyioghosa Multi-Purpose 
Co-operative Society 

+234-8075025023 uyioghosacooperativeATyahoo.com 

5. Adamu A. Dimis Nigeria Badara Youth Sugar cane 
Farmers 

+234-8037355097 
+234-8059146345 
+234-8120446611 

yayayi2000ATyahoo.com 

6. Suleiman Mu’azu 
Badara 

Nigeria Duguri Women Rice Farmers 
Cooperative Society 

+234-8065992383 
+234-8025561604 

duguriwomensocietyATyahoo.com 

7. Aitebiremen Gift 
Omokhua 

Nigeria Paradise Agricultural Co-
operative Group 

+234-8056524199 it4life2010ATyahoo.co.uk 

8. John K. Togbah Liberia Kokoyah Multipurpose 
Cooperative and 
Development Society 

+231-6522264 
+231-6449150 
+231-6541304 

kmultipurposecooperativeATyahoo.
com 

9. Randolph M. 
Zekeh 

Liberia Dokodan Farmers’ 
Cooperative Society 

+231-1880603395 mehnanuah1981ATyahoo.com 
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10. Harry A. Sesay Liberia Rural Community 
Development and Agriculture 
Service 

+231-6572123 rucodasrucodasATyahoo.com 

11. Jackson Baa 
Sanokpelle 

Liberia Liberia National Farmers 
Food Security Union 
(LINFFSU) 

+231-6667243 agezeon2009ATyahoo.com 

12. Layin Barra Toure The Gambia African Cashew Alliance +220-7778113 
+220-6534206 

kombocashewfarmersATyahoo.com 

13. King-David 
Amoah 

Ghana Ghana Federation of 
Agricultural Producers 

+233-302-502673 
+233-243863567 

gfapsecretariatATgmail.com 

14. Theophilus Osei 
Owusu 

Ghana MoFA, Directorate of 
Agricultural Extension 
Services (DAES) 

+233-302-668329 
+233-244204674 

koseiowusu2001ATyahoo.com 

15. Paul Lawrence 
Appiah 

Ghana Ghana Rubber Estate Ltd  +233-243380377 roaaghanaATyahoo.com 

16. George Kwame 
Ofosu 

Ghana Ghana Organic Agriculture 
Network (GOAN) 

+233-277776313 
+233-244275928 

fosukoATyahoo.com 

17. Ismaila Issaka Ghana Roman Ridge Cooperative 
Vegetable Farmers Society 

+233-261190263 ismailanombreATyahoo.com 

18. Paul Annan-
Asante 

Ghana Ashaiman Irrigation Farmers 
Cooperative Society Ltd 

+233-241784917  

19. J. A. Coleman Ghana Department of Cooperatives +233-24442331 jerricole31ATyahoo.com 

20. Dankers Cora Italy FAO  Cora.DankersATfao.org 
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21. Stephanie Gallat Ghana FAO +233-248180372 Stepanka.GallatovaATfao.org 

22. Daniel Obeng-
Ofori  

Ghana University of Ghana, CACS +233-277601861 
+233-242877113 

danielobengoforiATyahoo.com 
dobengATug.edu.gh 

23. Irene S. Egyir Ghana University of Ghana, CACS +233-240932768 ireneegyirATyahoo.com 

24. John K. M. 
Kuwornu 

Ghana University of Ghana, CACS +233-245131807 jkuwornuATug.edu.gh 

25. Akwasi Mensah 
Bonsu 

Ghana University of Ghana, CACS +233-266414906 ambonsuATug.edu.gh 

26. Samuel Darko Ghana University of Ghana, CACS +233-245875958 sdarko22ATyahoo.com 

27. Paul Kingsley 
Botwe 

Ghana University of Ghana +233-243107971 pkbotweATyahoo.com 
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Annex 3: Welcome Speech by Professor Ahunu 

 
WELCOME SPEECH BY 

 

Professor B.K Ahunu 

Provost of the College of Agriculture and Consumer Sciences 

University of Ghana 

 

DELIVERED AT THE OPENING CEREMONY OF 

The Regional Workshop for Farmer Organization Anglophone West Africa  

Improving Performance of Farmer Organizations in Value Chains 
Mensvic Hotel, 9

th
 May, 2011. Accra 

 
 

Dear Participants and Guests, 

On behalf of the Vice-chancellor  of the University of Ghana, it is my greatest pleasure to 

welcome representatives from Farmer Base Organizations (FBOs) from Anglophone West Africa 

namely Ghana, Nigeria, Sierra Leone, Liberia and the Gambia, representative of ROPPA as well 

as the facilitators from the College of Agriculture and Consumer Sciences, University Of Ghana 

and FAO of the United Nations to this 5-day training workshop strengthening the capacity of 

Farmer Organizations to Respond to changing Agriculture Markets 

I was told this workshop is funded by the EC-All ACP Agricultural Commodities programme, 

and is a direct response to a request made at the regional consultation workshop in Dakar in 2008 

for support to build capacity of Farmer Organizations to respond appropriately to changing 

trends in agricultural markets. 

The college of agriculture and consumer Sciences and the University of Ghana as a whole have 

for many years collaborated with FAO in diverse ways, particularly in training and capacity 

building to achieve food and nutrition security in Africa. The hosting of this workshop by the 

College is a further manifestation of strengthening the collaboration and partnership existing 

between University Of Ghana and the FAO. 

DISTINGUISHED Guests and participants, the liberalization of agricultural markets presents 

new challenges to various stakeholders in the industry including small farmers who produce the 

bulk of food in the industry including small farmers who produce the bulk of food in the sub-

region. Market competition requires that the various actors including producers, processors, 



 

 40 

traders, exporters and buyers deal in larger volumes of high quality products at lower prices for 

them to remain profitable. For this and other reasons, it is important that Farmer Organizations 

reorient themselves in the provision of market services so as to compete effectively and 

participate in commodity value chains. I am happy to note that this workshop will address some 

of the key essential services along the value chain to enable FBOs to become active players in 

the agricultural commodity markets 

The next five days promise to be quite busy for you but I certainly hope that you will find some 

time to soak in the cool atmosphere which has greeted you and to take a quick tour of our 

University campus and environs of Accra. I am sure the organizers will avail you the proverbial 

Ghanaian hospitality which I urge you to enjoy to the fullest. 

I wish you very fruitful deliberations. 

Thank you 
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Annex 4: Welcome speech by Mr Mbenga 

 
WELCOME SPEECH BY 

 

Mr Cheikh Ly, on behalf of Mr Mbenga 

FAO sub-regional coordinator for West-Africa 

 

DELIVERED AT THE OPENING CEREMONY OF 

The Regional Workshop for Farmer Organization Anglophone West Africa  

Improving Performance of Farmer Organizations in Value Chains 
Mensvic Hotel, 9

th
 May, 2011. Accra 

 
 
Dear Guests,  
 
It is my pleasure to be able to welcome representatives from Farmer Organizations in Nigeria, 
The Gambia, Sierra Leone, Liberia and different regions from here in Ghana, the representative 
of ROPPA as well as the facilitators from the University of Ghana and FAO to this training 
working on Strengthening the Capacity of Farmer Organizations to Respond to Changing 

Agriculture Markets 

 

This workshop, funded by the EC - All ACP Agricultural Commodities Programme, is a direct 
response to a request made at the regional consultation workshop in Dakar in 2008 for support to 
Farmer Organizations on this important area of work.   
 
Friends, the opening up of markets has meant that small farmers and other players in agriculture 
(processors, buyers, traders, exporters) now have to organize and interact with one another 
differently. Today’s markets demand larger volumes, lower prices and higher quality produce. 
The actors involved have to constantly cut costs to survive and make a profit. Smallholders 
struggle to keep up with these new trends and find themselves at a disadvantage as they have 
high transaction costs and low bargaining power.   
 
Of course Farmer Organizations can not be expected to solve all the problems of all market 
linkage imperfections. But market responsive Organizations that coordinate the provision of 
essential marketing services can strengthen small farmers’ participation in commodity value 
chains. These services can include: value addition; production technologies; access to 
information and training; credit programmes; collective marketing; supply management and 
agribusiness contracts.  
 
The choice of services to offer to its members will depend on the need and market structure, and 
can be combined with context specific interventions. On the whole, Farmer Organization can 
support small farmers move away from subsistence agriculture and tap into more lucrative but 
demanding markets.   
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Work to-date on this topic in the region has shown that the following priority capacity building 
needs that can be addressed by the AAACP are   

 

Professional management and organizational skills to enable organizations  –  
to define business objectives and implement plans  
to appraise market opportunities and threats for the organization and its members.  
to organise group marketing or help their members find buyers and negotiate contracts 
to avail of management information systems and information technology 
to manage financial capital effectively. 

 
One training workshop can not address all areas in which farmer organizations’ capacities may 
need to be strengthened. After a general introduction on the potential role of farmer 
organizations in value chains, this workshop will concentrate on three themes: 
- financial management of the organization 
- negotiating a contract 
- logistic management 
 
The workshop will take a participative approach: next to receiving new information, we hope 
that you will share your own experiences so that we may learn from your successes, but also 
from your problems, and may help each other forward. 
 
Last but not least, I would like to thank University of Ghana for the organisation and getting you 
all here.  
 
Hereby I declare this workshop opened, and I wish you all five interesting days. 
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Annex 5: Presentation of the Workshop background 

Presented by Cora Dankers, FAO, 9 May 2011 
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Annex 6: Presentation on Value Chain concepts 

Presented by Cora Dankers, FAO, 9 May 2011 
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Annex 7: Presentation on Financial Management 

Presented by Dr. Irene Egyir, University of Ghana, 9 May 2011 
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 51 
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Annex 8: Case study of the Mountain Farmers’ Association  
 

The Mountain Farmers’ Association, Greater Freetown Area, Sierra Leone 

Content 

Background 

Project interventions: From Seed to Table 

Results 

Financial Management 

Lessons learnt 

 

Background 

During the civil conflict in Sierra Leone, between 1991 and 2002, many persons fled to the Greater 

Freetown Area. As a result, it is estimated that up to 25% of the country’s population is now living in and 

around Freetown. Urban agriculture became an important livelihood strategy. Urban producers cultivate 

vegetables and fruits and raise poultry and pigs. Women constitute about 80 percent of the urban 

producers and they also do most of the marketing. Men provide assistance mainly in land preparations, 

building irrigation channels and supplying money to buy inputs. 

 

Almost all urban farmers belong to a farmer association or a community-based organization. However, 

marketing is normally done on an individual basis and so the farmers compete with each other. For 

example, the vegetable producers in the hills above Freetown had problems in marketing, because they 

had a short production season and were all producing and selling the same products at the same time to 

the same buyers. They sold on credit to middlemen, and it could take a long time before they were paid.  

 

Project interventions: From Seed to Table 

Since 2006 the International Water Management Institute (IWMI) has implemented the Cities Farming 

for the Future (CFF) programme of the International Network of Resource Centres on Urban Agriculture 

and Food Security (RUAF-CFF) in the Greater Freetown Area. This resulted in the Freetown Urban and 

Peri-urban Agricultural Platform (FUPAP), a multi-stakeholder forum, and in the Freetown City Strategic 

Agenda on Urban and Peri-urban Agriculture. 

 

Subsequently, RUAF decided to shift its focus from policy support to strengthening farmer organizations 

and promoting innovation in farming systems and their market chains. This new phase of the CFF was 

titled “From Seed to Table” (FStT) and started in 2009. The project obtained additional funding from the 

EU and is implemented in collaboration with the Italian NGO COOPI. 

 

In January 2010, the FStT project engaged 80 producers from three nearby villages in the hills above 

Freetown. To extend the cultivation season the project invested in the irrigation system and piloted 

covered cultivation.  The members were trained by COOPI in growing new crops like beetroot, broccoli, 

onion and other varieties of beans. The members were also trained in washing and packaging of the 

fresh vegetables.  

 



 

 54 

To improve marketing capacity, the farmers were organized in the Freetown Mountain Farmers’ 

Association. The organizational structure was developed, with an executive committee, a marketing 

team and production teams. The association opened a bank account. The executive committee was 

trained in association management; the treasurer and cashier were trained in book keeping and 

financial management. In May 2010 a pilot vegetable box delivery scheme was launched with only 5 

customers to start with. 

 

The association offers to their customers a box with 10 assorted types of vegetables. There are seven 

production teams. Each team supplies their vegetables to the scheme on a rolling basis, i.e. once every 

seven weeks.  

 

Every Tuesday, Wednesday and Thursday the marketing team along with COOPI support goes to collect 

orders from various offices, hotels and restaurants. They have order forms to record the order. During 

these days the marketing team also visits a few markets, where they collect price information. They use 

this to fix the price for that week. The price of a box of vegetables is thus equal to what a customer 

would pay if the same quantity would be bought at the market. Members of the marketing team rotate 

to fulfill this task. 

 

Every Thursday afternoon at 3pm the executive members of MoFA meet to check how many boxes have 

been ordered and determine how much of each vegetable needs to be harvested. This list is handed 

over to the production team which turn it is. The production team informs the respective group of 

farmers who will supply this quantity and Friday morning they coordinate with the farmers and only 

harvest the quantity that is ordered. Hence there is no wastage of vegetables. 

 

The farmers bring their produce to the centre, 

where they wash it and pack it in plastic and fill 

the boxes. The vegetable box is delivered to 

the customers in downtown offices and 

workplaces by members of the marketing 

team. The association rents two tricycles for 

this from a UNIDO project. On return, the 

farmers are paid immediately.  

 

Results 

The Mountain Farmers’ Association members 

now grow not only lettuce, spring onions, 

beans, cucumbers and herbs, but also 

additional crops like tomato, cabbage, cauliflower, eggplant, watermelon, pumpkin, French bean and 

beetroot. COOPI is still working with the group to develop a year-round production plan.  
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The operation grew to 230 customers a week in October 2010. The association hopes to grow further 

with an increased number of customers and farmers. From the end of the third year it is planned to sell 

also in supermarkets with a separate display shelf.  

 

The benefits for the farmers are threefold. First they have a more stable market outlet. Even if the 

amount of boxes per week fluctuates, they know when it is the turn of their production team to deliver 

and they can plan for it. They also harvest exactly the amount needed and do not remain with harvested 

but unsold produce. Second, the price paid by the scheme is higher than the price paid by the 

middlemen. Third, they are paid on the same day as the harvest.  

 

Financial management 

Books on cash receipts, petty cash and customer orders are kept. The treasurer is responsible for 

keeping the accounts. There are three signatories to the association’s bank account. The association has 

not yet completed one year, so they have not yet produced an annual financial report. 

 

So far, investments have been made by the project. The association has received seeds, manure, a 

sealing machine, a generator and packing materials. At the moment, the selling price of one box is 

around 30,000 leones. The cost of the vegetables in the box is 25,000 leones (the price paid to the 

farmer).  

 

The income minus the costs of the vegetables of 5,000 leones per box serves as a revolving fund to pay 

for operating costs, like purchasing new packaging material, fuel for the generator and the hiring of the 

tricycles from a UNIDO Farmer Field School project. The gross margin generated by the association is 

analyzed in table 1. If the association sells 100 boxes per week, the gross margin is 52,000 leones per 

week.  

 

Fixed costs are kept to the minimum. They use the government market in one of the villages as their 

packing facility. This market is not open on Friday and they can use it for free. To be able to buy a new 

sealing machine and generator when the ones provided by COOPI are broken, the association has to 

calculate the depreciation costs per year, see table 2.  

 

Also organizational costs are kept to the minimum. Refreshments for meetings are provided by a 

member on a rotational basis. The executive members receive only 10,000 leones (2.3 USD) per year as 

reimbursement for their time and efforts. It is estimated the association will be operational for 48 weeks 

per year. This would result in a profit of around 17,522,000 leones or about 4,000 USD per year, which 

they can use to invest to buy additional packaging material and equipment to increase the business. 

Profit is about 12% of total turnover. The break-even point is 725 boxes, or only about 8 weeks of 

operation per year. (NB For this calculation some of the operational fixed costs had to be estimated or 

assumed as no figures were available from the group) 
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Table 1. Analysis of gross margin per week 

variable costs per box 

(leones) 

total per week  (100 

boxes) (leones) 

total in 

USD 

Purchase of vegetables from farmers (incl. 

labour by farmers for packing) 

25,000 2,500,000 580.7 

Packaging material (plastic, boxes & bags)* 50  5,000 1.2 

labels* 30  3,000 0.7 

fuel for the generator (1gallon/week)**  22,000 5.1 

transport costs (to take orders + delivery)  40,000  9.3 

Total variable costs   2,570,000 597.0 

 

Income* price per box total income per week   

Income from boxes sold 30,000 3,000,000 696.9 

 

gross margin 4,300 430,000 99.9 

* Until now paid for by project 

 

Table 2. Analysis of depreciation costs** 

Depreciation costs purchase price (including transport) expected years of operation cost/year 

generator 456,000 3 152,110 

sealing machine 10,762,500 5 2,152,500 

 

Table 3 Analysis of annual profit** 

Fixed costs Cost per year (leones) USD per year 

- clothing (gloves, hair caps, aprons) 200,000 46.5 

- depreciation costs of generator 152,110 35.3 

- depreciation of sealing machine 2,152,500 500.0 

- Register Books  43,000 10 

- bank charges 500,000 116.1 

- reimbursement for time executives 70,000  16.3 

total paid fixed costs 3,117,610 724.2 

 

gross margin /week 430,000  

# operational weeks / year 48  

Annual gross margin 20,640,000 4,794.4 

 

Annual Profit = Annual net income (Annual 

gross margin – total fixed costs) 

17,522,390 4,070.2 

 

Break even-point: total fixed/gross margin per box = 3,117,610/4,300 = 725 boxes per year 

 

**Costs assumed and estimated by authors, these may not reflect reality
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Lessons learnt 

 

Lesson 1: No big capital investments needed to start a business 

This business was set up with less than 10,000 USD in capital investment. The most costly investments 

were the sealing machine and the generator. They make clever use of existing infrastructure, like the 

public market, and of other support, like renting the tricycles from another project instead of buying 

them. With the generated profit the group will be able make new investments to expand and to slowly 

build up their own assets.  

 

Lesson 2: For the financial management of group marketing, you have to analyze the collective 

business as a separate business from the members’ farms 

In this analysis we did not look at farm profitability. The farmers get paid for their vegetables by the 

group. This has to be sufficient to cover their individual production costs and earn them a living. But for 

the group’s business, these vegetables are considered a cost. Even as the group members are the same 

farmers. This makes it possible to see whether it is profitable to sell as a group. 

 

Lesson 3: The difference between buying and selling price of the vegetables is not profit! 

It is important to set the buying and selling price right. The difference has to cover other running costs, 

like packaging material and fuel. After deduction of other operational costs you have the gross margin. 

Also gross margin can not be considered profit. From the cumulative gross margin earned over the year, 

an organization has to pay the fixed costs.  

 

 

 

Sources 

 

IWMI/RUAF. 2008. Freetown Brief, In: Urban AgricInfo, Newsletter of the Anglophone West Africa 

Regional RUAF- CFF Programme, Volume 2, issue 2, November 2008, page 3. 

http://ruaf.iwmi.org/Data/Sites/4/PDFs/volume%202%20pg3.pdf 

 

IWMI/RUAF. 2007. Urban agriculture in Freetown: Status, opportunities and constraints - Policy 

Narrative.  

http://ruaf.iwmi.org/Data/Sites/4/PDFs/Policy%20narrative-Freetown11.pdf 

 

Hoekstra, F. 2010. RUAF partner cities; Freetown (Sierra Leone) 

http://www.ruaf.org/node/1133 

 

Direct communication from the Mountain Farmers’ Association and COOPI in April and May 2011. 
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Annex 9: Presentation on Contracts 

Presented byDr. John Kuwornu, University of Ghana, 10 May 2011 
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Annex 10: Presentation of the Rubber Outgrower and Agents Association 

Presented by Mr. Paul L. Appiah, ROAA 
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Annex 11: Case study of the Rubber Outgrowers and Agents Assocation 

 

Contract negotiation by the  Rubbers Outgrowers and Agents Association, Ghana 

 

Content 

- Background 

- GREL and the rubber outgrower projects 

- The contract 

- The Rubber Outgrower and Agents Association 

- Results and discussion  

- Lessons learnt 

 

Background 

Rubber is a perennial crop and rubber trees produce latex throughout the year, providing continuous 

income for the farmer. It is estimated that 4 ha of rubber is enough to provide permanent work and 

income for one farm family for up to 40 years. Tappers go through the plantation to tap the trees and 

collect the cup lumps every three days. Cup lumps are processed into dry rubber.  

 

The rubber industry experienced challenges in the 1980/1990s. However, from 1990 the Government of 

Ghana revived the rubber industry and liberalized it in 1996. From 1995 to 2010 the total area under 

rubber cultivation increased from 9,000 ha to 30,000 ha. The price has increased from USD 0.6/kg in 

2003 to about USD 4.8/kg of dry rubber in 2010. The country's 2010 production of 15,000 tonnes of dry 

rubber content (DRC) was valued at USD 30,816 m. 

 

Because trees must grow for seven years before they can be tapped, smallholders can normally not 

afford to plant rubber on their fields without long-term credit. Therefore, the Ministry of Food and 

Agriculture (MOFA) is implementing the Small Holder agroforestry rubber project. 

 

GREL and the Rubber Outgrower Projects 

In 1957, the Ghana Rubber Estates Limited (GREL) started as a small private plantation, but it was 

nationalized in 1960. In 1996 the government liberalized the industry and sold a majority stake of GREL. 

Currently GREL’s shareholders are SIPH (60%), Government of Ghana (25%) and Newgen (15%). The 

company manages a nucleus plantation with 12,869 hectares planted with rubber trees, of which 8,956 

ha are being tapped. In addition it has an outgrower scheme. Its processing factory is located at 

Apimenim, in the Western region of Ghana. GREL exports mainly to France. 

 

The Agence Française de Developpement (AFD) has been funding the Rubber Outgrower Project since 

1995. The first phase ran up till 1999 and involved 400 farmers. The second phase was for 500 farmers. 

The third phase started in 2006, funded by AFD and KfW, for a total 1,800 farmers. In total around 

11,000 hectares were planted. In August 2010, AFD agreed to finance a 4th Phase for 2,750 outgrowers 

to plant an additional 10,500 hectares of new rubber plantations.  

 

Farmers are each allocated 4 hectares and a loan to help them purchase agricultural inputs during the 

non-productive period before the trees mature. For the first two phases the credit was disbursed 

through the Agriculture Development Bank (ADB) and for the third phase through the National 

Investment Bank (NIB).  
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The contract 

The loans are agreed through tripartite contracts between the outgrower, the company (GREL) and the 

bank (ADB or NIB). The terms of the contract (on the basis of a sample from the second phase) contain 

the following stipulations
1
:  

 

The bank lends to the outgrower, for whom an account is opened at the bank. The outgrower authorizes 

the bank to administer the loan to pay for services delivered by GREL. For these services, GREL sends 

invoices to the bank and the expenses are deducted from the outgrower’s account. The loan is for a 20 

year period with an 8 year grace period and subsequent repayments over a 12 year period. Up to 5% 

interest is charged, plus a 3% per year service charge. The collateral security for the repayment is the 

rubber plantation itself and its’ products. 

 

GREL is obliged to provide the following services:  

• To assist the outgrower to obtain land title (the area is to be selected jointly with the outgrower);  

• Provision of planting material, agrochemicals and tapping tools as per the approved disbursement 

plan and other supplies subject to the bank’s consent in the Steering Committee;  

• Extension services;  

• Cash advances to the outgrower 

• To purchase the rubber at an economic price to be agreed upon from time to time between the 

parties, and to pay by bank transfer or cheque in the joint names of the outgrower and the bank.  

 

The outgrower agrees:   

• To obtain title deeds for the rubber plantation within two years of joining the scheme;  

• To develop the plantation following the technical advice from GREL, keep it in good maintenance at 

all times and to seek written approval prior to practicing any intercropping;  

• To tap the rubber as directed by GREL and sell exclusively to GREL and not dispose of the rubber to 

any other person or institution except with the consent of GREL and the bank;  

• To repay the amount of the loan with interest, and pay other fees from the proceeds of the rubber 

according to the stipulated schedule;  

• To contribute during the immature stage of the plantation annually 30.49 euro equivalent and 

during the mature stage 2.5% of the FOB price to the Rubber Outgrower Unit of GREL;  

• Not to mortgage, part with or lease the plantation without consent of the bank and GREL in writing;  

• To allow staff of GREL, the bank, AFD and the government access to the farm for inspection. 

 

The bank undertakes:  

• To provide the credit;  

• To honour all the invoices of GREL for the delivered services as agreed by the Steering Committee;  

• To deduct, from payments from GREL for the rubber delivered by the outgrower, the interest and 

charges as mentioned above and pay the balance to the outgrower;  

• To regularly inform the outgrowers of their debt situation and to quarterly visit the plantations;  

                                                 
1 Disclaimer: For readability, the contract is summarized by the author and may contain omissions, inaccuracies and 
misrepresentations. No conclusions about the terms of the contract between GREL, ADB and the outgrowers can be 
drawn from this summary, which serves exclusively as an example for learning purposes during the workshop. 
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The following events are considered a default: 

- The outgrower fails to pay any principal, interest or due fees. 

- There is an execution (= claim) against the outgrower’s plantation that is not withdrawn within 14 days 

- The outgrower fails in the performance of his/her responsibilities specified in this contract or in any 

other document 

 

If the default continues for a period of 60 days after the bank has given notice of the default to the 

outgrower, the bank may request GREL to manage the plantation on behalf of the bank and any profit 

derived from it shall be used to repay the loan.  

 

Any dispute which may arise between the parties out of the contract which cannot be amicably settled 

shall be referred to a single arbitrator in accordance with the Arbitration Act 1961 (Act 38) or any 

statutory modification or re-enactment thereof for the time being in force.  

 

The agreement shall terminate when all principal, interest, fees and other expenses have been fully paid 

by the outgrower.   

 

Together with the signature of the outgrower there is also a witness signature that the contents of the 

contract have been read out and interpreted in the language and that the outgrower seemed perfectly 

to understand the contract before signing.  

 

The Rubber Outgrower and Agents Association 

In 2004, the 900 outgrowers of the first and second phase formed and registered the Rubber Outgrower 

and Agents Association (ROAA). The ROAA has lobbied with success for the third phase and in 2010 for 

the fourth phase of the project. As a result, its membership has increased from 900 in 2004 to 4012 

smallholders in December 2010. ROAA received support and training from MOFA (with KfW and AfD 

funding). 

 

The vision of the ROAA is to become a major stakeholder in the rubber industry in Ghana. The ROAA 

objectives are: 

- to defend and promote the economical and social interests of its members 

- to set up services to its members in the management of their farms 

- to seek for better market in terms of good prices, both at national and international levels 

- to promote sound welfare and healthy relationships among its members. 

 

One of the main activities of the ROAA is to negotiate on behalf of the farmers with GREL and the banks 

on the terms of the outgrower contracts. For a new phase this includes the whole contract. For ongoing 

contracts the negotiation concerns are those aspects that are to be “agreed from time to time between 

the parties” and in the settlement of disputes between the company and outgrowers.  

 

Most of the negotiations take place in the steering committee (SC) which is chaired by the Ministry of 

Agriculture. The members of the SC are the project director, representatives from GREL, ROAA and the 

bank. Representatives from the donors (AFD and KfW) attend as observers. The SC meets twice a year to 

approve work plans (which includes the input disbursement plan) and budget, approve audited accounts 

and follow up on evaluation missions. In addition, GREL and ROAA discuss and set the purchase price of 

rubber every quarter. These prices are validated during the SC meetings. 
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Results and discussion  

Exports have increased to over 15,000 tonnes. While production from the nucleus plantation grew as 

well, the share of production from outgrower farms in total exports increased. Income from their rubber 

farms has improved the farmers’ living standards, allowing them to send their children to better schools, 

build houses with concrete blocks and aluminum roofing.  

 

With the contract, the buyer (GREL) is obliged to give technical support and to buy all rubber from the 

outgrower. The bank is obliged to provide credit. The farmer is obliged to adhere to this advice and to 

sell to GREL. As the payment from GREL to the farmer is done through the bank, 30% of the price is 

deducted automatically for loan repayment, so the number of defaults is very low. After full repayment 

of the loan, only service fees will be deducted from the price.  

 

Before ROAA, outgrowers already signed contracts with GREL, but there was no collective negotiation 

on the terms of the contract. One important aspect is the price for the rubber to be paid to the farmers. 

As the contract runs over 20 years, it would be impossible to fix a price in the contract. Instead, although 

not specified in the contract, there is an agreed price mechanism.  The price paid to the farmers is 62% 

of the FOB
2
 price, the price received by the company. This price depends on the developments on the 

world market. The ROAA representatives follow the Singapore price for TSR (=Technical Specified 

Rubber) on the internet. Because the ROAA monitors the Singapore market price, the farmers know they 

are getting a fair price from the buyer.  

 

According to ROAA, they know from internet sources that 62% of the FOB is a fair share for the farmer. 

However, after deduction of fees in return for the services provided, the farmers actually receive 56% of 

the FOB price. In the farmer price calculation, the price also has to be converted from the dry rubber 

sold by GREL to the latex (cup lumps) sold by the growers. According to the AFD evaluation study (2009) 

the conversion rate from latex to dry rubber seemed somewhat low, but this was under inspection.  

 

The farmers and their representative in ROAA have also been trained on quality standards. They accept 

that when impurities are high, they get a lower price, because GREL has to make extra costs for cleaning 

or because GREL will get a lower price for its’ dry rubber. 

 

Although the contract stipulates that input packages can change if approved by the steering committee, 

the AFD evaluation study found that prices billed by GREL for the inputs were exactly those defined in 

the feasibility study. According to this study, in 2008 cost for planting material had reduced and the 

outgrowers were thus overcharged.  

  

A new problem the farmers are facing is the theft of cup lumps from their farms. The thieves sell the cup 

lumps to other farmers and then they resell to GREL. ROAA has condemned the farmers who are 

engaged in this theft, but it seems difficult to control. 

 

Lessons learnt  

 

1. Tripartite agreement: A bank can become a party to an outgrower contract. 

An outgrower contract can be just the outgrower and the buyer. But in outgrower schemes where there 

is a bank providing credit, it is not unusual that the bank becomes a party to the agreement. This results 

in a tripartite agreement. Note that in the rubber contract all three parties have obligations. 

                                                 
2 FOB = Free on Board 
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2. Not everything can be fixed in a contract.  

In this case, the contract runs for twenty years. In twenty years, many things can change. The terms of 

the contract have to be clear and precise, but also have to be flexible enough to ensure the contract is 

still relevant in twenty years time. World market prices can change dramatically in twenty years. 

Therefore the contract says that the price will be “agreed from time to time between the parties”.  

 

3. Because the outgrowers are organized, they can better negotiate with the company 

To be able to negotiate a good price with the company, it is necessary to understand how the 

international trade of rubber works, to follow international market prices, to understand quality 

specifications and to know what terms like TSR and FOB mean. For a single farmer it would be time 

consuming and costly to monitor this information constantly on the internet. As many farmers are also 

illiterate or semi-literate it would be even impossible for them. As an organization they can charge their 

representatives with this task. Now only a few people have to spend their time on this, while more than 

4000 outgrowers benefit from the result. 

 

Sources: 

African Development Bank Group. 2011. Smallholder Agroforestry (Rubber) Project 

(http://www.afdb.org/en/projects-and-operations/projects-portfolio/project/p-gh-aa0-016 

Africa renewables Ltd. Our Partners. http://www.afriren.com/en/our-partners 

Daily Guide. 2009. Bright Future For Ghana's Rubber (21 December 2009) 

http://www.modernghana.com/news/255765/1/bright-future-for-ghanas-rubber.html,  

Delarue, J. 2009. Developing Smallholder Rubber Production, lessons from AFD’s Experience. Ex Post, 

Evaluation and capitalisation series N. 26. September 2009. Evaluation and Capitalisation Unit, AFD. 

Ghana News Agency. 2011. Rubber Out-growers and Agents' Association holds AGM, March 27, 2011 

http://www.ghananewsagency.org/s_social/r_27065/social/rubber-out-growers-and-agents-

association-holds-agm 

KfW. Programme – Rubber Outgrower Scheme. (Latest update June 2010) 

http://www.kfw-entwicklungsbank.de/EN_Home/Countries,_Programmes_and_Projects/Sub-

Saharan_Africa/Ghana/Programme_-_Rubber_Outgrower_Scheme.jsp 

MOFA. 2010. Agriculture in Ghana, facts and figures, Statistics, Research and Information Directorate 

(SRID) April 2010 

The Chronicle. 2010.Ghana: ADB and AFD Sign Eur 14.0 Million Project Financing Agreement. By Daniel 

Nonor. 4 August 2010.  

http://allafrica.com/stories/201008050098.html 

Direct communication from ROAA and GREL representatives to University of Ghana, in April 2011.  

Annex 11 Presentation on logistic management 
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Annex 12: Presentation on Logistics Management 

Presented by Stephanie Gallat, FAO, 12 May 2011 
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Annex 13: Case study of DADTCO Mobile Processing Units 

 

Use of mobile units for processing cassava by DADTCO in Nigeria 

 

Content: 

- Background: Brief overview of the value chain, problems and critical success factors 

- Interventions 

- Results  

- Lessons learnt 

 

Background 

Nigeria is the largest cassava growing nation in the world, producing over 38 million tons of fresh 

cassava roots annually. Cassava is mostly grown by smallholders. Due to demographic pressure, the 

traditional system of shifting cultivation with long fallow periods has disappeared. As a consequence, 

the soils are degraded and the yields are low. 

 

Cassava roots are highly perishable, and must be processed within 24 to 48 hours after harvesting. This 

calls for small scale processing technology, preferably at the farm gate. In effect, most cassava is 

consumed at household level or processed in small scale operations, for example for gari. Currently, 50 

percent of the urban population consumes cassava products, mainly gari. But imports of food products 

like wheat and rice continue to increase. The government of Nigeria has recognized that cassava can 

partially substitute wheat and maize and in 2005 adopted a law that obliges the gradual increase of the 

use of cassava flour in bread up till 10 percent. 

 

As a result, the national demand for cassava flour has increased to more than 400,000 tonnes per year. 

Combined with the starch and starch derivatives market, the total demand for (agro-) industrial use is 

equivalent to 2,500,000 tons of fresh roots, or 6.5% of current total root production.  

 

This new demand has revealed problems in the value 

chain of cassava flour. The available technologies to 

produce this high quality flour are designed for central, 

high capacity industries. Because the roots must reach 

the plant within a day or so, the plant can not buy from 

producers located too far away. In addition, transport 

costs per kilo cassava will increase if the cassava is 

bought in small quantities (because trucks drive around 

half empty). Therefore, traders prefer to buy relatively 

large quantities from producers closer to the plant. As 

a consequence, the supply base for these industries is restricted.  

 

This situation causes inefficiencies in the sector. At the one hand there are small producers further away 

from the plant who can not sell their production. At the same time, central cassava processing plants 

often run below design capacity, because the number of larger farmers in their limited supply area is too 

small to supply enough roots.  
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Interventions 

The company DADTCO has developed a new organizational model with mobile processing units and a 

central dryer. The rationale behind the mobile units (Autonomous Mobile Processing Unit, or AMPU) is: 

"If the farmer cannot come to the factory, let the factory come to the farmer". 

 

The assumptions of the company are:  

- The law demanding the use of 10% cassava flour in bread remains in force. 

- Cassava flour and starch are the most promising cassava products in terms of growth and new market.  

- The world market of starch continues to grow.  

- These factors will ensure continued demand for locally produced cassava flour and starch at a 

reasonable high price. This price will allow the company to offer a price to the producers that will 

avoid that they sell their roots to other buyers. 

 

The company has built several platforms in the intervention area. The AMPU moves to a zone where 

many cassava fields are ready for harvest. The AMPU is installed on the platform and producers and 

traders in that zone bring their roots to the AMPU, at reduced distances and reduced transportation 

costs. The AMPU processes the roots into cassava cake, which has a shelf life of 5-7 days, instead of 1 to 

2 days for the roots. The cake is transported to the central plant. The drying and subsequent processing 

are still done at the central plant because the drying requires a lot of energy.  

 

The AMPU needs at least 60 tonnes of roots per day to operate profitably. There are three AMPUs to 

supply the central plant, which has a capacity to produce 50 tonnes of flour per day, equivalent to 180 

tonnes of fresh roots. When the harvest in the zone is finished and the zone can no longer supply 60 

tonnes per day, the AMPU moves to the next platform.  
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The company signs pre-planting contracts with the farmers, in which a minimum price is guaranteed 

which will cover at least production costs for the farmer plus a margin. Each month, the final price for 

the next month is announced, which depends on the local market price and is almost always higher than 

the pre-agreed minimum price. If the company would not adjust its prices to the local market price, the 

farmers would sell to other buyers, even if they have a contract with DADTCO. 

 

In Nigeria, production contracts are not much respected. The reason DADTCO signs contracts with the 

producers is mainly to give them confidence that DADTCO will buy their cassava. In the past, there have 

been many promises from projects that in the end did not have any buyers and therefore the producers 

are sceptical of new cassava development projects. The main reason that they collaborate with this 

project is because they have seen the plant and the AMPU, so they are sure there will be a buyer.  

 

The interested producers are supported by a project called Cassava Plus. This project is financed by 

DADTCO and the Dutch government and executed by the IFDC
3
. Whereas DADTCO signs contracts with 

individual producers, the project works with groups. However, the project does not work with formal 

producer organizations, because they often exist only for political reasons or just to benefit from project 

aid. Therefore, the project organizes individual farmers in groups at the start of the training. The project 

helps the groups to formalize to the level that financial institutes can provide credit to them.  

 

The project assists the groups to improve their access to inputs (fertilizer, phytosanitary products and 

water) and organizes training on improved farming practices on demonstration farms. It is expected that 

producers will be able to increase yields from 13 tonnes per hectare to 23 tonnes per hectare. In the dry 

season the focus of the training shifts to group management, business skills and the use of credit. The 

IFDC also organizes training for input dealers, so that they can inform the producer on the correct use of 

the inputs. 

 

The production planning is one of the key aspects of the work with the producers. Instead of traditional 

year round sales, they now have to grow for a specific harvest season. The project has put a lot of effort 

into explaining the functioning of the cassava supply chain and the role that the producers and DADTCO 

play in this chain.  

 

Results: 

After four years of investments, DADTCO operates two central dryers, supplied by a total of six AMPUs. 

But the producers supported by the project have not yet started their first harvest. 

 

The technology used in the AMPU and the 

central dryer are of the same quality as in 

central high capacity factories. With the AMPUs, 

DADTCO has increased the supply zone of the 

central plant. The result is that the dryer can 

work at a profitable capacity and the producers 

situated further from the plant can also sell their 

cassava to the company and profit from the 

demand for high quality flour.  

 

                                                 
3 IFDC is the acronym of the International Fertiliser Development Center, but their activities have expanded to soil 
fertility management and sustainable productivity increase in general. 
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The AMPUs have attracted attention from other large companies. In Mozambique, the beer brewer 

SABMiller is switching from importing barley to using locally grown cassava with the AMPU approach. 

 

Lessons related to the theme of logistics 

 

1. Production capacity:  

The mobile processing units are a logistic solution to harmonize the availability of fresh roots with the 

production capacity of the processing unit. It is important that equipment is used at close to full capacity 

to reduce overhead costs per volume produced and to ensure proper returns on investment. 

 

2. Transport:  

Transport costs are usually one of the major costs in a supply chain. The mobile processing units brings 

the first processing stage closer to the field, which reduces transport costs in the chain and thus makes 

the whole chain more efficient. This also allows producers who are further away from the central plant 

to be able to sell to the company.  

 

 

 

Sources: 

 

DADTCO website: http://www.dadtco.nl/ 

 

Personal communication with Peter Bolt, managing director DADTCO Nigeria and with Scott Wallace, 

IFDC 

 

http://www.ft.com/cms/s/0/815caca0-4693-11e0-967a-00144feab49a.html#axzz1FzcglJqT (on 

SABMiller cassava beer) 
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Annex 14: Post-test and evaluation form 

 
 

Improving Performance of Farmer Organizations in Value Chains 

FAO & UoG Regional workshop for Farmer Organizations in Anglophone West Africa 

09 – 13 May, Accra, Ghana 

 

Evaluation of knowledge after the training 

 

 

This small test will allow you and the organizers to evaluate and appreciate how much you 
learned during the workshop. For the organizers this will inform them about the results of the 
used training methodology. Thank you for completing it in all honesty.  
 
For each of the concepts listed below, please indicate the box that best corresponds to your level 
of knowledge now. 
 

 I am not familiar 
with the concept 

I have heard 
about it 

I know the 
concept 

I am able to explain 
the concept to 
someone else  

Value chain concept     

Profitability     
Distribution systems     
Collective marketing     
Value addition     
Balance sheet statement     
Feasibility study     
Break-even point     
Cash flow analysis     
Contract farming     
Side-selling     
Quality specifications     
Force majeure     
Logistics     
Inventory management     
Harvest planning     
Outsourcing     

 
 
 
Your name :                                           
 
 
 
Please also fill in the evaluation form on which you can express how you valued the training. 
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EVALUATION FORM 
Please evaluate the following elements regarding their technical content: 

 Very 

disappointing 

Disappointing Satisfactory Very 

satisfactory 

No opinion /did 

not attend 

Presentation on the workshop background       
icebreaker exercise      
Presentation on the value chain concepts       
Theme 1 : Financial management, presentation      
Theme 1 : value addition theory exercises      
Theme 1 : case study on Mountain Farmers’ Ass.      
Theme 2 : contracts, presentation      
Theme 2 : contract theory exercises      
Theme 2 : case study on rubber outgrowers      
Theme 2 :  supermarket visit      
Theme 3 : logistics, presentation      
Theme 3 : logistics theory exercises      
Theme 3 : case study: DADTCO Nigeria      
Work and discussion on action plans      

 
In general, did you judge the workshop: 

 Too easy       Quite easy    Quite difficult              Too difficult 

 
Please evaluate below the organizational aspects of the workshop: 

 Not 

applicable 

Very 

disappointing 

Disappointing Satisfactory Very 

satisfactory 

No 

opinion  

Invitation and organization of travel        
The conference room       
The hotel room       
The lunches       
The coffee breaks       
The cocktail       
The plenary sessions       
The work group sessions       
The visit to the market       
The opening and closing ceremony       
The services provided by the organizers during 
the workshop 

      

 
 Very 

disappointing 

Disappointing Satisfactory Very 

satisfactory 

No 

opinion  

What is your general opinion about the workshop?      

 
Do you have other suggestions about how we could improve such training workshops? 
                                                                              
                                                                              
                                                                              
                                                                              
                                                           
 
Thank you very much for this evaluation. Please return it to one of the workshop organizers. 



 

 82 

 
 


