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Summary
This paper studies compliance of smallholder Producers Organisations (POs) to international
standards, by investigating how POs monitor and ensure the compliance of their members internally.
In particular, it focuses on the implementation of the Internal Monitoring and Sanction System (IMSS)
of POs and how it relates to their organisational culture. This study investigates three POs active in the
organic banana value chain, in the Chira Valley, in Northern Peru. The selection of those POs was
guided by the assumption that differences in the legal form influence the implementation of the IMSS,
therefore, a cooperative, an association and a second-order association were chosen. To analyse the
data, two theoretical frameworks from the business literature have been applied. The approach is
inspired from a sociological perspective on institutional theory with the aim to understand both the
formal and informal aspects of the IMSS. The first theoretical framework categorises the different
measures taken by POs. It is based on the work of Zhou, Yang, Li and Yu (2019) on the topic of overuses
of pesticides. The second theoretical framework focuses on organisational culture. A sociopsychological approach is taken to analyse PO’s culture based on the work of Schein (2010). A
qualitative method based on interviews with POs employees and producers was used during a visit of
three months in the field. The first research question; how is the internal monitor system structured
and put in practice by POs? is answered by applying the theoretical framework of Zhou et al. (2019) on
the IMSS of each studied PO. Each organisation uses all three control categories identified by Zhou et
al. (2019), namely, social (before production), process (during production) and outcome control (after
production). This confirms the relevance of Zhou et al. (2019) theoretical framework to study
smallholder PO’s internal control system. Based on the results, differences in level of inclusiveness of
producer in the implementation of the IMSS could be observed, both during trainings (social control),
fumigation control (process control) and in the sanctioning system. This can be related to the internal
organisation culture, which allows in some POs a more top-down approach and in others a more
bottom-up approach. The second research question addresses the relations between the
implementation of the IMSS and the organisational culture. The question; what is the role of the
organisation’ structure and culture on the functioning of the internal monitoring of producers
organisations? is answered by building on theoretical framework of Schein (2010) on organisational
culture. The result highlights that the legal form was not a direct factor impacting the IMSS, as expected
at the beginning of the study. However, two elements of the organisational culture identified in each
PO were found to be more prominent in shaping the implemented of the IMSS. Those two elements
were the business rationality of the organisation (from solidarity to financial sustainability focus), and
the accountability to the top management (to the administrative manager and/or board of directors).
The results imply that the combination of those two elements is better indicator of the measures taken
within the IMSS (implementation), than the legal form of the PO. Additionally, further factors
impacting the implementation of the IMSS were identified, such as the collective history of producers
within the PO and their financial condition. This study illustrates that incorporating some elements of
the organisational culture (business rationality and accountability) can support the study of the
informal aspect of internal control system and can be combined with the analysis of the formal aspect
of the IMSS as suggested by Zhou et al. (2019). To conclude, further studies combining the formal and
informal aspects of the control system of POs to comply to the organic certification are needed, as
compliance to this certification is an important challenge for POs, potentially restricting their
integration to speciality markets in international value chains.
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1. Introduction
Sitting in the small office, next to a banana plant, I was listening to the CEO of Agrofair- a Dutch fruit
importing company- explaining his concern for smallholders Producer Organisations (POs) in Peru.
“Their place in the value chain is in danger” he said. Indeed, for a few years, POs have had difficulties
to comply with the organic certification. As a result, they have been sanctioned and this has damaged
their reputation towards buyers. The company wanted to know why those POs are struggling with the
organic certification and what could be done to support them. This is how I started to research the
situation of POs in the organic banana value chain in Northern Peru.
This research treats the question of the compliance to the organic certification by smallholder
Producer Organisation (POs). The ability of POs to comply is central so that they can stay engaged and
competitive in certified markets. The growing interest of customers about the conditions in which their
food is produced, is an opportunity for smallholder POs to differentiate themselves from commercial
plantations by certifying their production. In the case of the organic banana value chain, the
compliance to the organic certification has become essential for smallholder POs to prove the quality
of their production and to guarantee higher selling prices for their producers. However, when their
compliance is compromised, smallholder POs can undergo export ban putting in danger their ability to
perform in the value chain. It is therefore essential to gain a better understanding of the factors
hindering and supporting their compliance to the organic certification.
The problematic of compliance is vast and has been investigated across different theoretical traditions,
such as risk management studies (Pfister, 2009; Collier, Berry, & Burke, 2006), natural resources
management (Kaplan & McCay, 2004) or value chain analysis (Ouma, 2010; Tallontire, Opondo, Nelson,
& Martin, 2011). Nevertheless, those studies have rarely treated the issue of compliance for
smallholder POs to the organic certification in emerging markets. Indeed, it seems that there is a gap
in research combining sustainable standards, compliance, producer organisation and internal
communication. On one hand, sustainable standards and certification studies often focus on the
question of the effect of such standard on producers or consumers (Ruben, Fort, & Zúñiga-Arias, 2009;
Byrne, 2006) or analyse the whole value chain (global value chain analysis), leaving the question of the
coping of smallholders POs with the compliance of those standards unattended. One the other hand,
research on compliance does either take a socio-psychological perspective at individual level or focus
on natural resource management (co-management, dilemma of the commons, interactive framing),
leaving out the question of the compliance to certification at organisation level. Additionally, research
on agricultural cooperatives and farmer organisations tend to focus on the characterisation of those
organisations (Donovan et al., 2008) (Ménard, 2007) (Miralles, Dentoni, & Pascucci, 2017) (Bijman &
Hanisch 2012) rather than studying their internal processes. Additionally, research on compliance in
other industries, such as fashion and fisheries do not cover the specific challenges of compliance to
the organic certification for crop production (Locke, Amengual, & Mangla 2009) (Bellanger, Holland,
Anderson, & Guyader, O. 2019). One exception is the research of Aloui and Kenny (2005) who do
research compliance to the organic certification among tomatoes producers in Morocco, but they draw
their analysis at value chain level and not at the producer organisation level. Finally, social research on
collective action (Narrod et al., 2009), social capital (Wambugu, Okello, Nyikal, & Bekele, 2009) and
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governance do not lay a straight link to compliance. Finally, the predominant approach to research
agricultural cooperatives remains based on economic theory (Cechin et al., 2013). Consequently, a lack
of observation of the issue at the level of the organisational field with a more sociological approach
focussing on the long-term dynamics underlying the implementation of the internal monitoring system
was identified.
This study aims to contribute to complement this gap by combining formal and informal aspects of the
POs. The formal aspects of the POs studied are the rules of the internal monitoring system as well as
the sanctions written in the internal regulation, combined with the legal form of the POs. The informal
aspects focus on the internal dynamics, norms and value of the POs (Pacheco, York, Dean, &
Sarasvathy, 2010; Hall & Taylor, 1996). They are characterised by the organisational culture and are
mirrored in the implementation of the IMSS in each studied PO. This approach joins institutional
theory as described by Pacheco, York, Dean, & Sarasvathy (2010). Indeed, they argue that institutional
theory takes “a more sociological approach by focusing on the organizational field and how actors
engage in entrepreneurship in a quest for legitimacy” (Pacheco et al., 2010, p.978). However, because
of the use of formal factors in the analysis, this research is situated between institutional economics
and institutional theory.
In the case of the organic banana value chain in Northern Peru, the main reason for noncompliance
lies in the detection of non-organic pesticides. A comparable problem can be identified in many other
regions of the world, where the use of synthetic pesticides and fertilisers is being regulated and
restricted, like it is the case in China. It is from the issue of over-use of pesticide amongst producers in
China that Zhou, Yang, Li and Yu (2019) have elaborated a framework to characterise the measures
taken within the internal monitoring system of POs. Their framework is used in this research to
describe the measures taken within the internal monitoring of the POs studied and answer the first
research question: How is the internal monitor system structured and put in practice by POs? Indeed,
the first step in the analysis of compliance is to provide a comprehensible overview of the measures
already taken by the POs to comply to the organic certification
The technical study of the internal monitoring system is complemented by the analysis of its relation
to the organisational structure and culture. Indeed, compliance to rules do not only depend on the
formal Internal Monitoring and Sanctioning System (IMSS) put in place, but also on the informal aspect
of the institution such as the underlying norms and values supporting or hindering compliance within
the POs (Pfister, 2009; Pacheco et al., 2010 ). To capture this second aspect, the theoretical framework
of Schein (2010) on organisation culture is used. The assumption is made that the structure, in this
case, the legal form of the PO impacts indirectly the IMSS. Indeed, preliminary research indicates that
cooperatives are more business-oriented than associations (key-informant interviews). Similarly,
Ortmann and King (2007) underlines the specific challenge of POs organised as cooperatives to
organise their internal control system. This hypothesis is tested by comparing three different type of
POs, a cooperative, an association, and a second-order association (federation of associations). By
studying the informal aspect of the IMSS, this thesis aims to answer the second research question;
What is the role of the organisation’ culture and structure on the functioning of the internal monitoring
of POs?
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To analyse those research questions, the study takes the shape of case studies representing each a
different legal form of PO. Three months of field work in the Chira valley, at the end of 2019 enabled
primary data collection through interviews with POs’ employees and producers as well as participant
observation of training with producers and key-informant interviews with local NGOs. The data
collected is qualitative, as the aim of this research is to understand the differences observed in the
implementation IMSS and its relation to the organisational structure and culture.
To conclude, the internal monitoring and sanctioning sanction system (IMSS) is the main focus of this
research. By focussing on the IMSS, the aim of this investigation is to research what POs do to ensure
their compliance to the organic certification and how their implementation of the IMSS is embedded
in their organisational structure and culture. This research stems from the practical problem observed
by importing companies working in collaboration with POs in the Chira valley. Namely, that the
reputation and the ability to export of the three studied POs has been put in danger by recent exporting
suspension originating from the detection of pesticide residues forbidden by the organic certification.
Beside studying a real-life problem, this study aims to broaden the research on compliance of
smallholders’ POs organically certified by combining a technical approach (formal) on the IMSS with a
social sciences perspective on the link between the organisational culture and the IMSS (informal).
This thesis continues with the problem statement followed by a short overview of literature about
compliance, the two theoretical frameworks used in this study are then presented, followed by the
research questions. I then dive into the methodology and the data collection strategy used to answer
those questions. The context section contains an explanation about the functioning of the organic
certification control system, as well as an introduction to the history of POs in Peru and the history of
the formation of the organic banana production in the Chira Valley. The first result section focuses on
the formal aspect of the IMSS, wherein the various measures taken within the IMSS are characterised
according to Zhou’s theoretical framework. The second research question deals with each PO’s
structure and culture and relates those findings to the way the IMSS is implemented. Consecutively,
the discussion section reviews the findings for each research question and links those results to further
literature. This section is finalised by practical and academic recommendations followed by the
theoretical learning from this thesis. Finally, the main findings of this study can be found in the
conclusion.

2. Theoretical framework
Due to the practical starting point of this research, namely the question of an importing company
concerning the reasons of the frequent non-compliances of banana producer’s organisations to the
organic certification, a pragmatic approach has been chosen to select a theoretical framework.
According to pragmatic thinkers (Murphy, 1990; Patton, 1990; Rorty, 1990), pragmatism as a
worldview arises out of actions, situations, and consequences rather than antecedent conditions
(Creswell, 2014). Pragmatics focus their attention on the research problem and then use several
approaches to generate knowledge about the problem (Morgan, 2007; Patton, 1990; Tashakkori &
Teddlie, 2010). According to this approach, the theoretical framework and methodology arise from the
study of the problem. Pragmatics often combine theories and use mixed method research (qualitative
and quantitative) when they engage in their research (Creswell, 2014). Knowing that the intended use
of this research is to guide the decisions of the importing company to support POs, I decided to choose
for a mixed theoretical framework.
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As a result of the starting point being embedded in a business issue (the capacity of POs to stay relevant
in the value chain), the two theories selected stem from the field of business studies. According to
Patel (2017), this field is dominated by the objectivist tradition. Therefore, he advocates for a pluralism
of research paradigm in the field. This research aims to participate in this effort by offering a new
application of both food safety studies and organisational culture theories on a real-life problem.
To study the formal control system, the theoretical framework of Zhou, Yanga, Li and Yu (2019) has
been selected. Those authors are some of the few studying POs’ internal control system in the context
of pesticides overuse and noncompliance to safety and quality food standards in China. In 2019, they
developed a framework to characterise and measure the effect of different control measures of the
IMSS in POs inspired by business literature. To do so, they base themselves on the research of Vázquez,
who already characterised three types of control mechanisms; social control, process control and
outcomes control in franchise relationships (those are explained below). They combine it with the
study of Hernandez Espallardo and Arcas-Lario about authoritative mechanisms in second-order
marketing cooperatives (Hernandez Espallardo and Arcas-Lario, 2003; Vázquez, 2008). Zhou’s
theoretical framework is especially interesting because it combines production process control (uniﬁed
agricultural inputs and production standards) with control measures, to strengthen farmers’ selfcontrol by combining farmers’ production experience, social networks, and bonus-penalty incentives
(Henson, Masakure, & Boselie, 2005; Zhou et al., 2019). A further novelty is that he studies the
interaction of those measures with one another. This generated framework enables researchers to
classify the different types of internal control measures and to analyse their effectiveness.
The main concepts of this theoretical framework are the social, process and outcome control. Those
three types of control are analysed in relation to the production process.

Figure 1: Zhou et al. (2019) theoretical framework

It means that the different measures are categorised according to when they take place in relations to
the production process, thus before, during and after the farmer’s production. Measures which take
place before the production have a more preventive function and take the form of training and
incentives (bonus and sanctions). Measures which take place during the production process have a
limiting and supporting function and are related to agricultural inputs and production standards.
Whereas measures taking place after the production have a controlling function and take the form of
safety inspections. The preventive measures (pre-production) are defined as social control by Zhou et
al. (2019) because they are meant to raise awareness and educate producers about food safety and
4

quality standards. The on-production measures are defined as process control because they regulate
the behaviour of farmers during production, such as by unifying agricultural input supply and
production standards (Zhou et al., 2019). Finally, controlling measures are named outcome control,
because they cover quality and safety inspection of agricultural products (Zhou et al., 2019). Based on
the results of Zhou et al. (2019), it seems that the process control had the most effect on compliance
with pesticide regulation, whereas social and outcome control had to be combined with other
measures to have an effect (Zhou et al., 2019).
The theoretical framework of Zhou et al. (2019) is mainly used in this research to categorise and
describe the different measures taken by each visited PO to internally control the compliance of their
members to the organic standard. The application of those concepts in the study is important because
they enable a classification of the measure and a better understanding of their function. Thanks to
those three categories, differences of application of the IMSS between organisations can be observed.
This model has to this day been used for quantitative data collection, there is therefore a lack of
examples of its application in more qualitative studies. This study aims to explore the application of
this model to characterise a control system, applying qualitative methods, and use the cultural theory
to understand the underlying reasons for this type of control. Zhou’s framework has a lot of potential
to further develop literature about internal control mechanisms in POs and support their implication
in international value chains. Nevertheless, it lacks concepts to observe the social embeddedness of
those measures. In his conclusion, Zhou et al. (2019) recognised that other organisational
characteristics can influence the implementation of internal control measures factors; “ (…) some other
environmental factors that could aﬀect the development of cooperatives, such as local economy and
policy support, have not been well considered in the empirical models” (Zhou et al., 2019, p.8).
Therefore, other models are necessary to study them.
The selection of the second theoretical framework is motivated by three criteria. First, it was important
to address the social institutional component in the implementation of the IMSS, which was not
covered by the previous framework. Furthermore, this social institutional aspect was something put
forward by the importing company and the key-informant interviews. Secondly, the second theory was
chosen because it stems from the same research discipline than the first one (business literature) to
have a certain consistency. Thirdly, following the pragmatic approach of this study, the results and
recommendations should be expressed in a useful and easily understood way for potential practical
applications. Finally, I included relevant formal institutional aspects such as national regulations
concerning farmer cooperative and association formats but guided by the fact that informal
institutional dimension such as the local culture was recurrently named as the local explanation for
the nonconformities, I selected the organisational culture theory.
The theoretical framework informing the second aspect of the problem statement, namely ‘why
although POs have an IMSS, irregularity happens’, lends itself to the examination of the social
interactions within the organisations. In other words, the study of the shared practices, and the
underlying norms and values of members of the organisation. Therefore, Schein’s organisation theory
is used.
Edgar Schein is a seminal author in the field of organisational theory. In cultural research, three levels
are commonly accepted: National culture (macro), organisational culture (meso) and individual culture
(micro). This study focuses on the meso level. The model of Schein (2010) differentiates itself from
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other organization culture theorists (Parker, 2002; McNamara, 2005), by differentiating layers of
culture. Schein classifies them from most apparent to least visible. Schein’s widely accepted theoretical
framework consist of three levels; artefacts (visible), espoused beliefs and values (may appear through
surveys) and basic underlying assumptions (unconscious taken for granted beliefs and values: not
visible). Schein's model is based on his personal practical experience within companies. Therefore, he
advises researchers to base their research on real-life experience and concrete observations within
organisations. According to Schein, culture is “A pattern of shared basic assumptions that the group
learned as it solved its problems of external adaptation and internal integration, that has worked well
enough to be considered valid and, therefore, to be taught to new members as the correct way you
perceive, think, and feel in relation to those problems” (Schein, 2010, p.17). Thus, culture is a set of
assumptions built up from the common experience of the group and internally shared. Schein (2010)
identifies three types of assumptions. Assumptions about the external adaptation issues, such as the
mission, strategy and goal, repair and correction mechanisms. Assumptions about the internal
integration, this regroups rules for relationships, power, authority, identity, power and punishment
(Figure 2). Finally, the underlying assumptions, who often lie at an unconscious level, concern truth,
time and human nature (Figure 2). Schein’s theory enables researchers to characterize a culture and
infer what it means in the behaviour of members. The three-level model gives researchers tools to
identify culture inside an organisation and to ask questions about it. This framework is valuable
because it enables the evaluation of the depth of analysis of the cultural snapshot given by the
researcher. This is important since culture can be tacit and even unconscious to members of the
organisation. In this research, the model has been used to guide the data analysis of the interviews
and identify elements of the organisational culture in the data (see Methodology).
This research follows a socio-psychological approach for the explanation of the cultural behaviour and
not an ethnographic approach. Those are two very different ways of studying culture. Indeed, the
ethnographic research perspective focuses on showing internal dynamics related to the shaping and
reshaping of culture and is deeply interpretive. In contrast, the socio-psychological perspective aims
to characterise the culture of an organisation and can be studied by using a quantitative or a mixed
method approach to characterise behaviour.
In general, Schein’s framework is mainly applied in Northern American and European companies. This
can be corroborated with the literature review of Baek about cultural research, where he recommends
future research in other cultural contexts; “(…) looking into the research assets in other cultural clusters
(then North America and Europe), even though the amount of activities might not be comparable to
those of these regions, would be a promising avenue to encounter fresh mental frameworks to help
complement the understanding of organizational culture” (Baek et al., 2019). This is one of the
contributions of this study, since it takes place in Northern Peru. Finally, organisational theory has
already been applied on the case of POs and certification (van der Valk, 2007; Heller, 2010) but not yet
in relation to the organic certification compliance problematic. Schein’s model would not have been
enough in this study to cover the technical aspect of the IMSS, therefore it is coupled with Zhou’s
theoretical framework.
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Figure 2: Organisational Culture according to Edgar Schein. Adapted by Renando (2010)

It is only by combining those two theories that the research questions can be thoroughly studied. Using
those two theories also allows us to narrow down and deepen the research in this field, by studying
their interaction and seeing if new concepts or thoughts can emerge from it. Furthermore, by using
innovative settings (such as the location of the study, studying internal sub-culture in an organisation
and applying mixed approaches), this research proposes a way to develop those theories.

3. Research methodology
In this section, the methodology used to produce this research is presented. First the overall
methodological strategy of this study is developed, followed by the research questions, the cases
selection criteria and the selection of participants. Additionally, the data collection instruments, and
the analysis process and the validity of the results are presented. Finally, the limitations of the
methodology and a reflection about the role of the researcher conclude this section.

3.1. Overall strategy
This research is embedded in a real-life problem; the difficulty to comply with the organic certification
by POs. This problem impacts both smallholder POs in the organic banana value chain in Peru and
importing companies such as Agrofair. Because of the practical starting point of this investigation, a
pragmatic approach is taken, as the problem is the central point of this study. Indeed, a pragmatic
approach focuses on the research problem and the selection of the theoretical framework and
methodology emerges from the study of the problem (Morgan, 2007; Patton, 1990; Tashakkori &
Teddlie, 2010). In this study, the selection of the theoretical framework is the result of an iterative
process between the results of the participants during the field work and the review of literature on
7

compliance. Subsequently, the selection of the theoretical framework and of the methodology
followed an emergent design, where the inquiry was adapted as understanding of the situation
deepened (Qualitative Research, 2020). This approach allowed a progression from the initial
theoretical framework to the final theoretical framework. The initial approach was interpretative and
focussed on the perception of POs’ employees and producers about the IMSS as the source of
noncompliance was expected to be in the lack of trust or internal conflict about the implementation
of the IMSS. To analyse this data, the interactive framing theoretical framework had been chosen.
Once in the field, other factors such as the producers’ ‘mentality’, the organisational culture and the
legal form of the POs were perceived by participants as influential on compliance. Therefore, their
answers were integrated in the design of this study and the theoretical framework was adapted.
The literature review on compliance indicated an absence of case studies illustrating various IMSS
implemented by POs. Additionally, to answer the question of Agrofair, more clarity on the measures
currently taken by POs to ensure compliance was needed. Therefore, this study aimed to complement
the gap in literature and to provide a baseline for Agrofair’s question by describing four cases of
implementation of IMSS. For this purpose, the theoretical framework of Zhou et al. (2019) was used
to characterise measures of the IMSS. This framework stems from food safety studies and is combined
with a quantitative approach in Zhou et al. (2019) research. Although quantitative data collection is
most common within the business literature, a qualitative approach was more suitable to describe the
implementation of the IMMS. This offers an opportunity to test Zhou’s theoretical framework with a
qualitative perspective. As a result of the description and the comparison of the IMSS, differences in
implementation of the IMSS amongst POs were highlighted. Informed by both the qualitative data
collected from key-informants about the cause of noncompliance and the work of Pfister (2009)
connecting compliance to organisational culture, the hypothesis that the PO’s structure and culture
can influence the implementation of the IMSS and the compliance to the organic certification was
formulated. To test this hypothesis, the selection criteria of the cases were adapted. The number of
case studies was reduced to three, so that each could represent one of the three main forms of POs
present in Peru; the cooperative, the association and the second-degree association. To study the
organisational culture, a socio-psychological perspective on culture was adopted, following the work
of Schein (2010).
Due to the pragmatic approach, a combination of theoretical frameworks was made to better capture
the complexity of the research problem. The literature review demonstrates that this approach is not
commonly used, therefore few examples of corresponding methodology were available. Although
both theories stem from the objectivist tradition of social sciences, in this study they were researched
with a qualitative approach. This choice is motivated by the fact that Zhou’s theory can benefit from
the more realistic view of the lived world that cannot be understood in statistical analysis and Schein’s
theory is intrinsically qualitative as it supports the understanding of the organisational culture by
interacting with its members. Thus, this study offers a new approach for the study of compliance and
of the IMSS in smallholder POs.

3.2. Research questions
The objective of this research is to apply a socio-psychological perspective, with a qualitative approach
to three case studies in the context of the organic banana value chain in Northern Peru. The aim is to
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contextualise the IMSS of POs within their collective history and their organisational structure and
culture.
The case study set-up gives the opportunity to compare three different cases, with each a legal form
(structure), namely a cooperative, an association and a second-order association. This setting enables
the testing of the hypothesis concerning the impact of the legal form of the PO on the organisational
culture and the implementation of the IMSS.
How is the IMSS of Producer Organisation (POs) embedded in the POs’ culture and structure?
To answer this main research question, two sub-questions (SQ) have been formulated to
compartmentalise the research. The first one focuses on the characterisation and description of the
IMSS and corresponds to the first theoretical framework.
SQ1: How is the internal monitor system structured and put in practice by POs?
The second sub-question introduces the notion of organisational culture and structure and connects
them to the main theme, namely the implementation of the IMSS. It is answered by combining Schein’s
theoretical framework on organisational culture and Zhou’s model about the IMSS.
SQ2: What is the role of the organisation’ culture and structure on the functioning of the internal
monitoring of POs?
With those research questions, this study aims to offer a better understanding of the measures
implemented within the IMSS by smallholder POs.

3.3.

Methods

In this section, I define and describe the specific techniques chosen to investigate the research
problem. Additionally, an overview of the cases and participants selection criteria is given.
This research combined several data collection techniques, as for qualitative research the triangulation
of data is important to confirm the internal validity of the findings. The literature review before the
field work was focussed on gaining a better understanding on the historical context of the organic
banana value chain in the Chira Valley. The interviews with POs’ members and staff have been
combined with secondary data from documents such as POs internal regulation and questionnaires
used by technicians during field visits. Additionally, interviews with local NGOs (Key-informants)
working with POs have been done. Finally, participant observation was practiced during training from
the technical staff with producers. All those techniques were used to complement and cross-check the
answers given by participants.
The selection of the case studies was intentional as they were meant to test the hypothesis of the
influence of the legal form on the implementation of the IMSS. The selection of participants was a
combination of deliberate and opportunistic approaches as developed in the next section.

3.4.Selection of cases studies
The final selection of the case studies is based on the criteria of the legal form of the PO. The fact that
all POs were active in the same region improved the comparison and reduced the contextual
differences amongst them. To compare the effect of the structure of each organisation, the focus was
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put on three types of organisations, a cooperative, an association and a second-order association. This
selection enabled a comparison of the internal organisation culture and of the implemented IMSS
throughout the three legal forms.
This decision was informed by the answers from the first key-informant interviews with local NGOs
working with the POs. Similarly, the work of Ortmann and King (2007) highlight that the difficulties of
social control present in cooperative are related to their legal form. Additionally, the link between the
organisational culture and compliance is laid by Pfister (2009) in risk management studies. By following
this approach, this research subscribes into the sociological institutional theory, which “seeks
explanations for why organizations take on specific sets of institutional forms, procedures or symbols”
(Hall & Taylor, 1996, p.14) and aim to explain concrete technical and business behaviours.

3.4.1. Geographical location of POs

Figure 3: Region of the three POs visited during this research [physical map of Peru] (2020)

The field work took place in Northern Peru, in the province of Piura (Figure 3). The focus of this study
is on the Chira Valley, where most of the banana production of the province is concentrated. This valley
is located above Piura with the main city being Sullana.
Next to those legal form particularities, each organisation is located in another sector along the Chira
river (orange circles). The first organisation, the cooperative, is located downstream of the Chira river.
The second organisation, an association is composed of producers upstream from Sullana and closer
to the water reservoir (Figure 4). Finally, the last organisation regroups seven small organisations
present on both sides of the river.
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Figure 4: The Chira Valley and the approximate location of the three studied POs from Google map

The green part along the Chira river represents cultivated areas under irrigation and the brown part is
the semi-arid areas surrounding it. The water reservoir that supplies the valley with water is on the top
right corner of the map, whereas the port of Paita, where the bananas are exported, is on the bottom
left corner.

3.5.Selection of participants
This investigation regroups three different types of informants; the key-informants, the PO’s members
and staff and the people involved in participant observation (PO’s employees and producers).

3.5.1. Participants to key-informant interviews
The key-informant interviews have mainly been organised with members of local NGOs working or
who have worked with the studied POs (Solidaridad, CEDEPAS, CIPCA). Next to those informants, a
professor from the Private University of Piura and four Agrofair’s employees both in the Netherlands
and in Latin American (Table 1) were also interviewed. Their selection method was deliberate, as they
were expected to deliver specific information about the context and history of the studies POs.
Table 1: overview of interviews
PO1

PO2

PO3

Key-informants
NGOs (3)

Producers

5

7

6

University professor

Employees

5

9

8

Agrofair (4)

Total

10

16

14

8

3.5.2. Participants to PO’s interviews
For each organisation, both employees and producers were interviewed. The data collected from the
employees differs in hierarchical and functional levels: the top management, the middle management
and the technical staff. For the top management perspective, the administrative manager was
interviewed. The middle management level corresponds to department managers (technical advisory,
certification, Human resources, operational, export). Per PO, two to four of them were interviewed,
depending on the organisation. Under the technician’s category, both the technical advisors from the
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technical department and the certification inspectors from the certification department were
interviewed, as they work together to implement the IMSS
Concerning the producers, no categories were created within producers but several approaches to
reach them were used. The first approach was purposeful sampling. The POs were asked to select a
few producers with different productivity levels for an interview. The second approach was
convenience sampling. It was applied by interviewing producers met, while following the technicians
in the field. The third technique was to interview producers at the packhouse while their plot was being
harvested by the organisation. Finally, some snowball sampling was done by contacting a producer
through an informal way (not through the PO). A producer was contacted via a friend and the interview
could take place at his home and on his plot. This last approach was adopted to test if the questions
would be answered differently when the producer was contacted by informal ways.
From all those approaches, the third technique (visit at packhouse) was the least successful. This is
attributed to the fact that they were surrounded by other members and employees and that they were
occupied with overseeing the harvesting process of their plot.
Through all those interviews, the perspectives of the employees are best represented since their
sample is bigger, proportionally to the whole population (three out of five in the middle management)
than the producer’s sample (7 out of 300) (see table 2). Therefore, I have more data about the
perspective of employees than the one of producers in the result section.
Table 2: sampling per function
Function

total

interviewed

Top manager: administrative manager

1

1

Middle management: Department manager

4

2 to 4

Technicians: technical adviser and certification inspectors

About 5+2

One in each team

Producers

300+

5 to 7

The number of interviews per organisation varied between ten to sixteen and I interviewed between
five to nine producers per organisation (Table 1).
To better understand the different hierarchical levels in the organisation, a scheme showing a typical
organisational chart for a banana PO has been built (Figure 5). The different levels of the organisation
are marked by different colours. The top management is composed by the board of directors, the
general assembly and the administrative manager (in black). Their function is to manage the
organisation and ensure its continuity in the future. The middle management is composed of all the
department managers of the organisation (in orange). Their tasks are to supervise their department
and ensure that their processes are aligned with the exigence of the organisation.
The technicians (in grey) are in daily contact with the producers. They have a support and monitoring
function. The technical department supports producers with technical advice and recommendation
concerning pest management, whereas the certification department is responsible for training about
12

certification requirements and sanction of nonconformities to certification standards. At the bottom
of the organisational chart, the members are in black, because they compose the general assembly
that ratifies the decisions taken by the board of directors and the administrative manager.

Figure 5: Simplified organisational chart

3.5.3. Participants observation
For each organisation, I followed for a day one of the technicians from the technical and the
certification department. This allowed me to observe their interaction with the producers and how
they support and control producers. Thanks to those visits, I was also able to interview the technicians
right in the fields during their workday. A second form of participant observation took place when
technicians were giving trainings to producers. In those occasions, I was invited to participate as an
external observer and mingle among the producers.

3.6.Data collection methods
In this section, each data collection technique is detailed in a chronological order. First, before
departure to the field and the first key-informant interviews are explained. Then, the interviews within
POs, participant observation and the review of secondary data are presented.

3.6.1. Literature review
The literature review is designed to situate the case in a wider context and build on existing knowledge.
It reviews general background information about the national context (Peru) and the case study area
(Chira Valley) and relevant findings on the study topics from the literature (compliance of smallholder
POs to organic certification). This background information will provide the contextual introduction
and will also be extremely useful for informing revisions to the data collection instruments, orienting
the field team in advance of the fieldwork, and interpreting the data (Petesch, Badstue, & Prain, 2018).
Approach
The literature review has been conducted from the Netherlands by the researcher during the
preparation for the field work. It has been focused on database research (WUR library, Web of Science,
13

JDOG, Scopus, Google Scholar) of other publications about the Chira Valley, publication about organic
banana production and POs in general, but also in Peru and in the Chira Valley. Additionally, an
interview with an expat from Peru in the Netherlands has further completed the literature review to
cover both practical preparation and understanding of the context of agriculture and POs in the
province of Piura within Peru. The INEI (National Institute of Statistic Peru) website has been searched
to convey statistics about the population of the province of Piura. The literature review has been
completed with data recorded by the University of Piura and key informant interviews once arrived in
the field. Those last points have been used to enrich the Context section.

3.6.2. Key-informant interviews
Key-informant interviews with local NGOs have been used to gain an overview of the development of
the organic banana value chain in the Chira valley, as well as an overview of the development of POs
in this value chain. Interviews with Agrofair’s employees have given me some insight about the quality
control process both at POs’ level and at destination. Those interviews have also been insightful on the
commercial relationship of Agrofair with the studied POs. Finally, the interview with the professor of
the Private University of Piura served to browse through previous research carried out on POs in the
Chira Valley.
Approach
Those interviews were unstructured and focused on the questions concerning the historical context of
the POs in the case of local NGOs. Agrofair’s employees’ interviews were guided by the theme of
internal quality control and the relationship of Agrofair with the POs. Finally, the meeting with the
professor of the Piura private university focused on general information about the region and socioeconomic statistics about the province.

3.6.3. Interviews
The first version of the interview for staff and employees of POs was a structured interview (Annex E).
After interviewing the participants from the first organisation, the questionnaire was adapted to
correspond to the particularities of the function of each participant. The structured questionnaire was
kept and became the organisation profile interview (annex D). This interview was the first I conducted
with each PO and was answered by the administrative manager or the certification manager. The top
and middle management were mainly interviewed in a formal setting (a closed office), allowing privacy
to speak out, even though it was not always possible.
Concerning interviews with technicians, an unstructured interview form had to be adopted as the
interviews often happened on the field, while technicians were visiting producers. The goal of those
interviews was to observe and understand the role of technicians in the application of the IMSS.
Therefore, the questions mainly focussed on their role in the organisation and the description of their
activities with producers. The interviews with the organisation employees took place in different
settings. The technicians were always interviewed in the field in between visits to producers
The first interviews with producers followed a structured approach similar to interviews with managers
(Annex E), but several questions about the meaning of the questions came up. Therefore, a different
approach was adopted, and an unstructured interview approach was used, based on a list of topics
(Annex F). Producers were interviewed during their working session in the field, according to their
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availability. Those interviews have thus very varying length, from ten minutes to an hour. Whereas
most of the employee’s interviews lasted about an hour.
Each interview started with the objective of my study and a short presentation of the interviewer and
asking for the consent of the participant for the voice recording of the interview. When interviewing
producers, the topic list was used as a guide to stir the conversation and room was given for
participants to tell their own story. To make the interview interesting for the participants, the
possibility to ask questions to the interviewer at the end of the interview was systematically offered.
This part was essential to make the interview an exchange of information in both ways and to directly
give something back to the participant, since it was a guarantee that further interactions would be
possible.

3.6.4. Participant observation
Next to interviews, participant observations were conducted during visits of producers by technicians.
The researcher followed the technician during a normal day of work, while visiting producers. This gave
the opportunity to interview the technician in the field but also to briefly meet producers and organise
interviews with them.
Next to those observations, producer’s trainings by the technical staff of the organisation were
observed (Annex C). During those two training sessions, the researcher was introduced at the
beginning of the training by the technical manager and had once a prior conversation with the group
of producers before the start of the training. During the training, the researcher mainly observed the
group and documented it with pictures and fieldnotes.

3.6.5. Secondary data review
In some organisations, internal documents could be accessed. It mainly concerned archives of general
assemblies, internal regulation, and evaluation forms for plot assessment. Unfortunately, not all POs
were able to share all those documents, as they were not up-to-date or too confidential. Nevertheless,
the documents shared enabled triangulation between the answers of the participants in the PO, the
answers of the key-informants and the internal documents of the PO.

3.7.The analysis
All participants accepted to be recorded, which was very helpful to complete the fieldnotes. During
the first two weeks, full transcription of each interview was done but it became too time-consuming.
Further interviews were summarised based on the memory of the interview and the field notes taken
during and right after the interview. If needed, they were completed with the audio recording of the
interviews. Fieldnotes included information about the interview setting, the feelings of the researcher
about the interview and the key answers during the interview. The quality of the voice recording was
good when the interviews took place in offices, but discussions while walking in the field were of lesser
quality because of the background noises. After the field work, the field notes were completed with
quotes from the recordings.
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3.7.1. The analysis
The analysis of the data is both inductive and deductive, as both the results and the existing theoretical
gap guide the analysis of the data. The analysis is also context specific, as a lot of attention is given to
the particularities of the context of POs in the Chira Valley (see context) and the comparison between
case studies is only possible because they are embedded in the same socio-political context.
The first level of analysis is based on Zhou’s theoretical framework and corresponds to the
characterisation of the diverse controlling measures observed within the IMSS. This framework was
operationalised and applied to the measures observed in the field. From the three categorises defined
by Zhou et al. (2019) (social, process and outcome control) a dimension was added; the sanctioning
system. Together those four categories have driven the analysis and the comparison of the IMSS
observed in each PO (see result section).
The second level of analysis corresponds to the characterisation of the organisational culture observed
in each studied PO. According to Schein (2010), the organisation culture can never be fully described
(2010). Therefore, while doing the coding and comparing the results of the POs, the organizational
culture was limited to two elements: the business rationality and the accountability theme. Business
rationality concerns the views of the participants concerning the main priority of their organisation.
Often two views are opposed: solidarity and support system versus financial sustainability. Since the
POs are managed by both producers represented by the board of directors and an administrative
manager, they tend to have a divergence of interest (Ortmann, King, 2007). It is expected that POs
with a dominant board of directors put more emphasis on the solidarity value, whereas organisations
with a predominant professional manager will tend to put more attention on the financial
sustainability of the organisation. Therefore, the second theme aims to define to whom employees
and producers are more accountable to; the board of directors or the administrative manager. Finally,
the results of the two themes are combined and the relations between the PO’s structure and culture
with the implementation of the IMSS is analysed.
In each case, the analysis followed the several hierarchical and functional differentiation amongst
employees in the PO (Annex B), to assess if a certain characteristic was present throughout the
organization or only shared within subgroups.
In conclusion, a more deductive approach was taken while analysing the results with the theoretical
framework of Zhou et al. (2019), while a more inductive approach; letting the dominant theme emerge
from the data, was taken for the analysis of the organisational culture.

3.7.2. Coding-the organisational culture themes
In qualitative research, the data analysis is an iterative process that happens along with the data
collection. Here, I present in detail the process of data analysis inspired by Creswell scheme (Figure 6).
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Figure 6: Data analysis process by Creswell (2014)

The organisation and preparation of the data for analysis took place during the last two weeks of the
data collection period. These weeks enabled the addition of the recordings to the final database. Each
interview was completed with pictures, documents collected in the field and personal fieldnotes (step
1). The interviews and other data collected were read again to achieve an overview and notice
potential trends throughout the cases. This task was started in the last week in the field and continued
during the first months back (step 2). After identifying transversal themes throughout the cases, each
statement corresponding to a theme was coded (step 3). At this stage, the data was arranged into
subthemes and attention were given to the contextual information to see how some codes were
related. This process took place during the first month after the field work (step 4). The next step
consisted in comparing the results obtained for each case study (step 5). At last, the final organisational
culture elements were selected according to the theoretical framework of Schein (2010) (step 6).
Finally, the validation of the quotes selected have been controlled continuously during the coding, by
marking their timing on the recordings and double-checking their translation.

3.8.Validity
As Gibbs summarises: “Qualitative validity means that the researcher checks for the accuracy of the
findings by employing certain procedures, while qualitative reliability indicates that the researcher’s
approach is consistent across different researchers and different projects” (Gibbs, 2007)
To ensure the validity of the result of this study, several techniques have been used, such as data
source triangulation. The results have been compared across participants; from top manager, to
middle manager, to technicians and producers per case study. Method triangulation has also been
applied when comparing the answers of the interviews and to the results of the participant
observations and the internal documents. Additionality, conflicting or contradictory opinions have
been sought and presented in the discussion of the thesis. A further method to increase the validity of
the results has been the presentation of the results to the producers during the last weeks of the
fieldwork. To revisit the results was enriching as participants could give feedback on the findings and
confirm or reject preliminary conclusions. Finally, the collaboration with the quality control team of
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Agrofair in Peru has been a great help to navigate some cultural differences and eventual language
distinctions. This teamwork has improved the accuracy of the understanding of the situation and the
quality of the transcriptions.

3.8.1. Reflections on the role of the researcher
I think that my position as a European had both advantages and disadvantages during the data
collection. The first advantage is that I was seen as an outsider of the organisation and had thus no
direct interest in the political life of the organisation. In that way, I had a sort of neutral standpoint
about the inner debates inside the organisation. Indeed, cooperatives and associations are seen by its
members as a way to gain political power by being part of the direction board. This is a cultural
particularity of POs in all Latin America according to one of the key-informants (Solidaridad, personal
communication, November 10, 2019). On the other hand, through this dynamic, I could potentially be
used by participants to gain favour within the PO. Through the support and cultural contextualisation
of Agrofair’s quality team, I was able to navigate those stakes, which was a critical point, as I was
related to Agrofair and the company tries to stay outside the rivalry within and amongst POs.
Another impact of my role as a researcher on the data collection stems from the way I was introduced
in the field. Sometimes I was presented as an agronomist, which gave a wrong impression as producers
are mainly in contact with agronomists specialised in banana production, which is not my case. This
indirectly created the assumption that I was an expert, which I had to deflate by asserting my status
as a novice in terms of banana production. Additionally, the fact that I was sometimes presented as
someone from Agrofair generated some distance from the participants, as the PO depends from their
contract with Agrofair to sell all or part of their production. This created incentives to participants to
show the bright side of the PO. Although not hiding the connection with Agrofair, I presented myself
as a student with the only interest to understand the situation and always guaranteed the anonymity
of the participants.
Presenting the bright side of the PO was anyway a difficult task as the interview had to touch upon the
past exporting sanctions of the POs, which was often seen as a failure from the eyes of the participants.
Because of the sensitivity of the topic, I always addressed it towards the end of the interviews. I also
tried to make sure that the participants could feel free to talk without being overheard, so that they
could express their personal opinion. This was best achieved when doing interviews in the fields or in
individual offices, but it was not always possible. The setting of the interviews might thus have been a
further limitation.
Overtime, I realised that the main socialisation moment between producers was drinking Chicha (local
alcohol) in the evening along the road, something I could not join in because of my gender and for
security reasons. Nevertheless, by interviewing NGOs members working for many years with POs, I
was able to gain some insider insights.
Overall, I think that my gender and the cultural difference with participants did impact my interactions
and data collection. It is possible that participants would have expressed themselves differently with a
researcher from the same gender and culture. Therefore, it is possible that another interviewer would
have collected slightly different information.
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3.9. Methodology conclusion
Through the adoption of a pragmatic approach and the real-life research problem a mix approach has
been selected, combining two theoretical frameworks but also adopting a qualitative approach on a
previously quantitative framework concerning IMSS (Zhou). This combination offers a unique theoretic
and methodologic perspective on the research on compliance of smallholder POs to the organic
certification. By combining both inductive and deductive approaches, the contribution of the
participants has been included in the research design. By implementing a qualitative approach, this
research suffers from the traditional limitations of qualitative inquiry, such as the potential impact of
the researcher on the data collection as well as some validity issues, which are compensated by the
triangulation of method and data source. Therefore, a replication of the methodology by another
researcher in the same POs could further strengthen the validity of the results.
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4. Context
4.1. Certification monitoring
In this section, I present some background information about the monitoring system of the organic
certification as well as contextual information about the history of POs in Peru. The first part focuses
on the certification and POs’ internal monitoring and sanction system.

4.1.1. Organic third-party certification
In this section, I will briefly explain the functioning of third-party certification to contextualise the IMSS
of each organisation.
In the organic banana supply chain, third party monitoring is the norm. In practice, third-party
certification is taken in charge by local certification agencies. In Peru, there are several of those
internationally recognized organisations. In the Chira valley, Control Union is the most used by POs.
The role of the certification agency is to control once or twice per year the POs and check the
compliance to the organic standard. The certification is also in charge of the control of the IMSS
implemented by POs. POs depend on those biannual inspections for the renewal of their certification
which is a condition for the export of their organic bananas. In the case of production in an exporting
country, the certification agency represents the organic certification and is able to approve and reject
the renewal of the certification of POs.

Banana flow
Certification
and quality
control

Producers

IMSS at PO level

POs

Export (Peru)

Certification agency
controlling IMSS of
POs (Peru)

Import
(Netherlands)

Transport to
shops (EU)

Quality test and control
for pesticides at
destination

Supermarkets
(EU)

Final qualty control in
supermarket

Figure 7: flow of certification and quality control along the banana value chain (personal realisation)

While the bananas move from producers to POs during the harvesting and packaging process, the
quality and the compliance to the organic certification is controlled by the IMSS of the POs. This system
is itself controlled by the local certification agency. Once packed, bananas’ quality is controlled by the
POs inspectors, the customers quality staff (Agrofair), Peru's Agricultural Health Service (Servicio
Nacional de Sanidad Agraria) and the certification agency. The fruits are then exported in containers
to the destination port (Netherlands), where they are again chemically tested to check the presence
of pesticides and assess their overall quality. Finally, when the bananas are taken over by the
supermarkets, a final quality check is done, and the organic certification of the fruits is verified (Figure
7).

4.1.2. Internal Monitoring and Sanctioning System (IMSS)
To be up to date, at the time of the certification agency visits, POs use an IMSS that enables them to
control the compliance of their own producers to the rules set by the organic certification. In the POs
studied, the management of the IMSS is the responsibility of the certification department. This
department manages the various certifications (FT, organic, Global GAP) and is responsible to ask the
certification agency for the renewal of their certificates. The second responsibility of this department
is to coordinate the IMSS, often put in place in collaboration with the technical department. Finally, it
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is often responsible to apply sanction in case of nonconformities to the internal regulation of the
organisation.

4.2. History of POs in Peru
This section covers the history of POs in Peru and narrates the formation of the organic banana value
chain in the Chira valley. It gives a brief summary of the cooperative history in Peru from the first law
of cooperative in 1969 up to the start of the banana value chain in Northern Peru in 1998, followed by
the recent main events in the development of the organic banana value chain in the Chira Valley during
the past 20 years. This historical overview is required because the common history of POs in Peru has
had influence on the contemporary legal form of the observed POs and on their organisational culture,
indirectly impacting their IMSS. To write this section, historical literature has been reviewed and
interviews with local NGOs have given details about its evolution during the last 20 years.

4.2.1. Agriculture revolution in the 70’s
The first agrarian reform took place in 1964 during the military regime of Velasco. The aim of this
reform was to shut down the haciendas (estates) owned by a small group of families (about 40) around
the country and to give their arable soil to peasants. One of the key-informants from the Investigation
Centre and Promotion of Peasantry (Centro de Investigación y Promoción del Campesinado [CIPCA])
explained: “CIPCA was created at the time of the agrarian reform that converted big private landlords
and redistributed those areas to the local workers. During this process, a lot of producers regrouped
and created agrarian cooperatives. The production at that time was mainly rice, cotton and corn”
(CIPCA, personal communication, October 28, 2019). Unfortunately, those cooperatives created
overnight encountered many management problems because members were new to this form of
working.

4.2.2. Cooperative experience and failure in the 80s and its effect on farmers
In the 1980’s after the creation of the first democratic constitution, Peru went through a severe
economic crisis with hyperinflation (Gomes, 2005). Additionally, the agrarian sector was as well
impacted by an especially strong El Niño phenomena in 1983. All those turbulences in the 1980’s have
negatively impacted cooperatives, who have become largely indebted to the government and
disappeared at the end of the decade. This radical shift in the agricultural institution has led to
differences amongst producers that are still visible today.
One of the local NGOs employees recognizes the effect of the agrarian reform on the livelihood and
productivity of producers in the Chira Valley. He observed that the repartition of land during the
agrarian reform differs from one municipality to another and that it impacts the ways producers
manage their plot today. Producers who received one big plot are more inclined to dedicate
themselves fully to the production of bananas, whereas producers who received two plots in different
areas will tend to have diversified sources of crops and incomes. He explains: “Years ago, we did a
small typology of the producers. We discovered that the typical producer at the cooperative was living
from his harvest from the one plot he received during the agrarian reform. In other municipalities,
producers received two plots; one in the higher zone and one in the low zone. In the high zone, they
planted bananas and in the low zone rice. They had two cultivation systems. The consequences are that
they could either be cultivating both plots or renting one and working in the other. Some producers did
not have right to the land and were only living from the land they were renting out. There was a third
category of producers with income outside the agrarian sector, such as taxi drivers, or market sellers.
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Those producers have a fix job and manage their plot on the side, when they have time for it or let a
relative manage it” informants (Solidaridad, personal communication, November 10, 2019).. According
to him, one of the consequences of the agrarian reform is the variety of livelihood observed amongst
producers and its impact on their productivity. Indeed, producers living solely from the production of
their plot, and focusing on one crop are estimated to have a higher productivity than producers having
several plots and working with various crops. Additionally, it seems that those producers with higher
productivity are also the ones who are members of cooperatives.
Another stakeholder, from the study of Kroon (2014), underlines the effect of the tumultuous history
of cooperatives in Peru onto the newly created POs in the organic banana sector. The ex-president of
a PO analysed the situation before 2001: “Before 2001, it was very complicated to believe in small POs
because of the history and the failure of the cooperatives in the period of the agrarian reform here in
Peru. We thought it was almost impossible to recover the confidence of the small producers.
Associations had a very bad image at the national level. The failure of the cooperative system was
tragic for us. From 2001, to the present (2014), the new leaders have had one main challenge, which
was to organise the small producers and form associations. The task was very difficult because they
had to recover the confidence of the small farmers” (Kroon, 2014). In sum, the loss of confidence of
producers into the cooperatives model at the national level has been a challenge during the
reorganisation of the producers between 2000 and 2010.
The ex-president of a PO also observed the necessity for a change of mentality among POs leaders.
According to him, in 2004 and 2005, 90% of the leaders were from the period when cooperatives were
established by the government (1980’s). He describes their mentality as follows: “They had a defensive
and rebellious attitude. The attitude of blocking the roadways. The producers from the agrarian reform
ask things by force. The capacity to dialogue and propose hardly existed. They would say: “Or you do
what I say, or I will block the road, or I will throw stones at you etc...”. There was no coherent technical
proposal for sustainable development. So, we had to change our vision. We had to start approaching
the government not as our 'father’, but as a strategic ally for the development of the small producers’
businesses” (Kroon, 2014). This extract illustrates the switch of mentality that was needed at the
beginning of the years 2000’s in the POs. Indeed, before the 1990’s the state had been the one
supporting the cooperatives financially, without an eye for their financial sustainability. With the
rebirth of POs, a change of mentality was needed to consider the state as a business partner and not
only as a provider.
This change of mentality was followed by the integration of the financial awareness and the
introduction of more market-oriented POs. The ex-president explains: “The other issue was the
business mentality. They taught us that we only serve to produce, that we did not have the capacity to
create a business, a sustainable business that makes profits (during the state cooperative years). But
we had to realise that the international market does not have parameters for small or big producers.
The market rules are the market rules and period. The market does not consider if you are poor or rich
and you must comply with the market rules to do business. That is what the small producers had to
learn. They had to develop a new business attitude” (Kroon, 2014). Here the switch from a
communitarian thinking and service orientation towards a business mentality is highlighted.
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To conclude, POs have a long history in Peru and have shed a negative image upon cooperatives in the
mind of producers. The history of the creation of cooperatives has impacted the land repartition
amongst producers, which is still visible today, through the fragmentation of the land amongst farmers
and different levels of productivity. Additionally, with the reintroduction of POs in the 2000’s, an
adjustment of the relationship between PO and the government has happened. Similarly, a business
mentality had to be taken on by POs to be able to compete in this new context. In the next section, I
present how the banana value chain has been created and the various phases of development of POs
in the Chira valley. This gives some context to the actual differences on legal forms observed amongst
banana POs in the Chira Valley.

4.2.3. Creation of organic banana value chain in 1998
After the withdrawal of the government support to the agriculture sector, the private sector was
involved in the 1990’s to boost the economic development of the sector. It is in this context that the
organic banana value chain in the Chira Valley was formed. Supported by experts from Ecuador, the
production of bananas rapidly spread through the valley, as producers were attracted by the good
prices and regular income generated by the weekly harvest of the fruit. After the support of the
minister of Agriculture to establish plantations, export companies started to work directly with
producers, by harvesting their production and ensuring the packaging. Between 2001 and 2007,
producers started to organise themselves in association and slowly started to take over the harvesting
process. Around 2008, POs put the FT and organic certification on their name and started to integrate
the packaging as well as the exporting of the fruit to the port of Paita (Figure 7). In 2010, a new law for
cooperatives was passed1, to support the transition to cooperatives by the government. From 2010
onwards, some associations have made this transition to cooperatives a model.

Figure 8: chronological evolution of the organic banana value chain in the Piura region (personal realisation)

Kroon explains; “The production of organic bananas started in Sullana with the government program
in 1998/1999. This production was meant for exportation. Especially in the first years of 2000, three
big exporting companies dominated the market, namely: COPDEBAN-Dole, Group Hualtaco and
Biocosta. (…) Gradually, the small farmers became stronger by grouping themselves into associations.
With the rise of big banana organisations, ultimately the small farmers achieved exporting directly,
thereby diminishing the market share of the big exporting companies. They achieved this with the
financial and technical assistance of international cooperation (European Union) and NGOs (CEDEPAS,
1

New Cooperative Law, detailed in the “from association to cooperative” section

23

Solidaridad and others)” (Kroon, 2014). This extract illustrates the formation of the organic banana
value chain in the Chira valley.
In the first period of the development of the value chain, the POs started to integrate the value chain
vertically and take over the exportation process. Thanks to the growing demand and the competition
at the international level, the filial has grown rapidly up to 2014, where it achieved its climax. From
2000 to 2015, the sector has grown from 1000 to up to 7’500 small producers cultivating organic
bananas in the region (NGO key-informant). Simultaneously, the cultivated bananas’ superficie has
increased from 1000 ha to 8’300ha and about 61% of the POs were able to export their production on
their own (sell directly at the port, harvest and pack the fruits). After this overview of the formation of
the banana value chain in the Chira valley, I introduce the circumstances of the first sanctions by the
organic certification.

4.2.4. Turning point in 2014
2014 represents a turning point because after this year, many international and local factors have
changed the context in which POs evolve. According to one of the representatives of CEDEPAS: “In
2014, the market has changed from a quasi-position of monopole of organic banana production, to a
competitive market with many other Latin and Central America countries, and African producing fruit,
at lower cost. On the other side, detection of residues of forbidden products in organic fruits has
lowered the trust of buyers and reduced the positive image of Peruvian organic bananas. This puts POs
under new pressures to restructure their costs, become more efficient and increase their control of
quality” (CEDEPAS, personal communication, November 3, 2019). Besides those two major changes,
the small POs suffer from competition of commercial plantations that since 2015 are also able to be
certified FT. According to one of the staff from Solidaridad (NGO), small POs represent only 40% of the
total world market of organic bananas, with thus 60 % being large plantations. This pressure on small
POs demands the restructuration of the sector.
Since 2014, several POs have been sanctioned by the certification agency for using forbidden pesticides
by the organic standard. The sanctions in 2014 coincides with the apparition of red rust banana thrips
(Chaetanaphothrips signipennis) which damage the skin of the fruits and make it unsellable for export.
This was the first time for producers of the region that a pest was problematic. It forced POs to react
quickly and provide alternative organic pest management treatment to producers (interview technical
managers PO1, PO3). Since the apparition of the pest, POs have put in place preventives measures and
implemented IMSS, but sanctions of POs for use of forbidden pesticides by the organic certification
persisted until 2019. Next, I present differences between cooperatives and associations.

4.2.5. From association to cooperative
Those changes in 2014 are preceded by a new Cooperative Law in 2010 that fosters the creation of
cooperatives. As a result of this change of law, first, only one of the POs in the region changed its status
to cooperative. Since then, about twenty from to the sixty POs in the region are cooperatives according
to a CEDEPAS’s representative.
When discussing the differences between members of cooperatives and associations, the
representative of CEDEPAS notices different types of mentalities. “The producers with the mentality of
production, and economic thinking are more prone to join a cooperative, because in cooperatives, the
benefit is shared proportionally with the production of each producer. This ends up attracting producers
with bigger plots, that are mainly interested in the business aspect of a cooperative. The smaller, also
24

called micro, producers have a mentality of keeping working on small plots (0,25 ha) with no interest
to increase their production since the benefit is shared equally in the community, independently of
productivity and plot size. Those tend to stay in association and are not favourable to a conversion”
(CEDEPAS, personal communication, November 3, 2019). In this extract, the different profit-sharing
rules between association and cooperative are presented as the main reasons for small producers to
refuse the conversion to cooperative.
Next to this observation, the CEDEPAS employee sees cooperative as more business-like. He affirms:
“the advantage of cooperatives is that their internal process is more democratic, because decisions are
taken by all the members present at assemblies and not just by a few delegates, like it can be the case
in second-order associations (PO3). It results that cooperatives are managed more like an enterprise.
Finally, thanks to the juridical form of cooperative, they have access to more funds, projects, and
national and international programs” (CEDEPAS, personal communication, November 3, 2019).
According to him, a difference in governance and in organisational culture is present between
cooperatives and association.
To conclude, it seems that the legal form indirectly impacts the type of producers that works with a
cooperative or an association, due to differences in profit-sharing rules. Finally, differences in
governance and business rationality are as well mentioned by local NGOs. Those findings support the
hypothesis that the legal form could be a major factor impacting the IMSS of POs as they seem to
function differently.

4.3. Cultural challenges
To conclude this contextualisation of the organisation culture of POs, I aim to summarise some of the
cultural challenges faced by those organisations, according to the key-informant interviews made with
local NGOs working with those organisations.
A first challenge for organisations is to deal with the political platform they offer to members. One of
the representatives of Solidaridad explains: “One of the problems in Peru is that the cooperatives or
associations are seen by the members as a way to gain political power by being part of the direction
board. They don’t see being president just like a job. This is a cultural practice at the level of all Latin
America” (Solidaridad, personal communication, November 10, 2019). According to him, the POs also
play a role in the local politics and power relationship are part of the management of POs. Equally,
being part of the board of directors is seen as a prestigious position and not only an administrative job.
He asserts that this is a major difference between POs in Latin America and Europe.
The second challenge described in the interviews, is connected to corruption. The representative from
Solidaridad deplore that in the coastal regions, there are no communitarian control systems to punish
dishonest members, like in other region. He recognises that in his daily work with POs in the Chira
valley, corruption can be observed. He gives this example: “For example, I had a meeting with several
POs. We were waiting for someone and to use time, I gave a piece of paper to each of them. I ask them
on the spot, to write down at what price they buy the cardboard boxes. I made a summarizing table,
with the highest and the lowest price. There was a 15 cents difference. This is not possible! It means
several ones are stealing or inflating the prices. Everyone knows what the price of the cardboard is. It
should be the same everywhere. This is a typical way of doing in the valley. This happens because it is
not only the president and the administrative manager that oversee buying supplies, no. The producers
form a committee responsible for buying cardboard boxes. They send the members to search the prices
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and quality available on the market. They go and make a report with the prices and the different
quality. But the price in these reports are inflated with a few cents for each member of the committee
for a year”. To better understand why producers allow those practices, he joined them in an informal
setting. He tells the story: “The only way to build trust is to go drinking in the evening with the
producers. Very late at night, after a lot of drinks, I ask a few producers: ‘why do you accept this
corruption? Everyone loses from it. It is beneficial in the short term, but detrimental in the long term.
So why do you let the president of the organisation steal?’ They answered: “Sir, you don’t understand.
Next month, my cousin will be president, and it will be my turn to benefit from it” (Solidaridad, personal
communication, November 10, 2019). Based on this conversation, he concluded that producers have a
different temporality I mind. He explains: ‘If ten or twenty years ago, they had one relative in the board
of directors and received twenty soles, they are happy. It’s a different rationality”. To conclude, it is
visible that benefitting and making one’s relative benefit from one’s position in the society is a
normalised practice. I will develop on this cultural aspect in the cultural profile of each organisation,
when asking how they see the purpose of their organisation. Should it be financially sustainable or a
support system for the community, from which everyone can benefit from?
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5. Formal Structure of monitoring
This chapter corresponds to the first research question: How is the internal monitor system structured
and put in practice by POs? To answer this question, I present how I applied the theoretical framework
of Zhou et al. (2019) to the IMSS of the studied PO’s. This chapter is divided into the three forms of
control studied by Zhou et al. (2019): the social control, the process control and the outcome control.
For each of those categories, I present the different forms given to IMSS measures encountered in this
study. Finally, I describe the IMSS per PO to give an overview of the differences encountered amongst
the studied POs.

5.1. The framework
With the help of Zhou ‘s theoretical framework, I expose the measures taken by POs to ensure
compliance to organic standards. According to Zhou et al. (2019), cooperative control systems can be
divided into three categories, based on if they prevent, limit or control production practices. The social
control corresponds to the preventive activities organized by the cooperative before the farmers start
their work. In this category, training, internal rules of conduct and pre-defined sanctions are defined.
The second category of control measures happens during the process of production, thus controlling
the actions of producers when applying phytosanitary products. Under this category measures such
as pre-buying tested organic certified products at the PO level and accommodating payment for
members, organizing phytosanitary campaigns and providing materials assigned to apply only organic
products, are proposed. The last category is the outcome control. It encompasses all the measures
taken by the cooperative to control the activities of the producers after the cultivating practices have
taken place, such as unplanned inspections by certification staff and sampling collection for chemical
testing.
The social control mechanisms are informative and have therefore a rather preventive character.
According to Zhou: “social control should improve farmers’ social awareness through organisational
culture construction and internal information exchange mechanisms” (Zhou et al., 2019, p.2). Social
control mechanisms take the form of two types of training. On one side, technical training takes place
to discuss production techniques, plant health and pest management with the producers. They are
organized by the technical department. On the other side, training organized by the certification
department aims to raise awareness among producers concerning the quality and safety production
standards. Under the category of social control, I added general assemblies, because they also have
the functions to discuss and refresh the certification requirements and to discuss the IMSS. Finally,
individual visits of technical staff are another form of social control. Those visits provide personalized
advice on production and pest management to each producer.
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Figure 9: Zhou et al. (2019) theoretical framework adapted to this research

Process control is defined by Zhou et al. (2019) as mechanisms that “regulate the behaviour of farmers
during production, such as by unifying agricultural input supply and production standards” (Zhou et al.,
2019, p.2). Those mechanisms take the form of support and restrictive rules concerning pest control
by banana producers. Due to the promise to produce organically, pest management practices of
producers are strictly regulated. For example: one of the particularities of organic-approved products
is that one application is not enough to treat a sudden increase in pest, contrary to conventional
pesticide. A recurrent application, according to the lifecycle of the pest is necessary. To keep the quality
of the bananas up to organic standard export, the POs develop different kinds of control. One of those
measures is the control of the material used to apply such organic pesticides. Indeed, the material used
by producers can be the source of indirect residues of forbidden pesticides, if this material has been
previously used on conventional crops and not cleaned properly. To avoid this situation, POs can put
at disposition spraying material uniquely used for organic banana treatments. A further measure
concerns the organic products used by producers. A large number of products are certified organic and
sold to producers, but to avoid fake products and ensure a uniform practice among producers, the POs
approve and recommend the use of a few organic-certified pesticides. The organic products permitted
and advised to producers by the POs are carefully sorted out and only the most effective and costefficient are recommended. Additionally, the fumigation can be synchronised per productive areas.
This practice can improve the efficacy of organic pesticides, as an entire area is treated at once. The
POs can facilitate such mechanisms by organizing fumigation campaigns and coordinating treatment
over productive areas.
Outcome control mechanisms regroup detection strategies post-production, thus once the bananas
have been treated. According to Zhou “outcome control sheds light on the quality and safety inspection
of agricultural products. Cooperatives can implement rapid self-inspections or commend third-party
inspections of pesticide residues and farmers’ safety awareness of pesticide use standards can thus be
enhanced” (Zhou et al., 2019, p.2). The organisations have several techniques in place to find out if
organic requirements have been followed during the production. The first mechanism takes the form
28

of unannounced or announced visits by trained inspectors from the organisation in the plot. With visual
cues, the inspectors are able to evaluate the risk of residues and non-compliance to organic standards.
Inspectors can assess the general management of the plot and evaluate the presence of pests and
green fencing (row of trees) protecting the organic plot from chemical residues from eventual
neighbouring conventional plot. Finally, POs can test samples of leaves and fruits for residue,
depending on the perceived risk of the situation. In the next chapter each of those measures are
detailed and the practical limitations of their applications is discussed.

5.2. Social control
In this section the strategies of POs to prevent unconformities corresponding to the social control
element are presented. This encompasses all the communication about the organic standards
happening prior to the cultivation practices in the field, such as meetings and training.

5.2.1. General assemblies
General and exceptional assemblies are crucial because they are the largest gathering of the
organisation. They have the function to share urgent communication (such as suspensions in case of
nonconformities) and to take important decisions: approval of new members (twice per year), election
of new members in the Board of Direction (once per year), presentation of the financial results of the
organisation, discussion on the assignation of the FT premium, resolution of any structural problems
and internal conflicts and to announce the audit and results of certification audits.
In all three POs, 60% of the members need to be present to ratify any decision taken during general
assemblies. To achieve this level of participation, several rules are put in place. For example, after the
third unjustified absence to an assembly, a fine is directed to the member. Presence and participation
in assemblies are controlled by a presence list circling between members during or after the meeting.
Equally, if a member does not vote during the bi-annual board of directors’ election, he can be issued
a fine. Members older than 65 years old or sick do not have the obligation to participate but can send
a representative (often a family member).

5.2.2. Technical trainings
Another mechanism of social control is a training given by the technical department of the POs. There
again, the question of the participation of producers is problematic. Each POs has different strategies
to overcome this issue. Some withdraw supplies provided by the organisation (like free bags to protect
fruits) and give verbal amendment if a member does not participate in the training. Others support
participation by personally bringing individual invitations to each member and asking them to confirm
their participation by signing a presence form. Nevertheless, in all organisations, the participation in
technical training is controlled by sanctions in case of non-participation. Because of the extended areas
of production, training needs to be organised per area, often in groups of ten to thirty participants.
The members present need to write their names on a list and sign. The rules concerning the nonparticipation to those meetings are written in the intern policy, voted by the members. After the recent
certification sanction and the introduction of a sanction in case of absence, an increase of the
participation of producers has been observed by staff members in PO1. Since then, the participation
has lowered again, with about 40% of the invited producers showing up. Along the training sessions,
different interaction styles have been observed. In one PO, the trainings were given in a formal
manner, with the technical manager being the main speaker. In another PO, the producers were
invited from the beginning to ask questions and participate actively in the meeting, with very practical
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exercises. In another case, the producers were asked to listen to a presentation in plenary. This variety
of interaction between technical staff and producers depends on the organisational culture (that is
presented in the second part of the result section).

5.2.3. Individual advice visits
A third form of social control is individual visits to producers by technical staff. Due to the large number
of producers per technician, such visits can take place once or twice per year, although technicians are
often available in the area for spontaneous questions. Technicians have a designated area for a certain
amount of time (typically three months) and conduct alone or by two daily visits to the field, until all
the sector is covered (up to three visits per day). This has the advantage of giving some time to the
producers and technicians to know each other but also to avoid conflict if they don’t go well together.
The proportion of technicians varies per organisation between one for fifty producers to one for a
hundred.
During visits to the field by technical staff, an evaluation sheet is followed. It enables the technician to
monitor the level of pest in the field and make recommendations to the producer accordingly. Some
organisations inform producers in advance and individually of their visit, others just go spontaneously
to the field, depending on how difficult it is to meet the producers on their plots (depends a lot on
outside activities and the hour of the visit).
One of the limitations of those visits is that if the producer is present, he wants to make progress on
the plot and usually has little time for chatting. If the producer is in a rush, the visit can come at an
inconvenient time, in which case, the technicians try to be brief. Those visits may be problematic, when
young technicians give advice to old producers. In some cases, the younger generation may not be
seen as expert enough compared to older producers practicing for years and their words may not be
taken seriously. Finally, those visits enable technicians to receive the feedback of the producers, which
can be relayed back to the head of the PO.

5.2.4. Trainings about certification
The certification team oversees the trainings about the organic certification that the PO complies to.
Those trainings take place once or twice per year. Their goal is to update producers to any changes in
the regulation and then repeat the rules of the certification. They are mostly led by either the
certification manager alone or in combination with the inspectors of his office. I was not able to directly
observe such training during the field work, but they were discussed during the interviews.

5.3. Process control
Following control mechanisms, process control monitors the application of pesticides during the
production process. Those measures can take different shapes such as the application materials, the
fumigation products (pesticides), and fumigation method (individual and in group).
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5.3.1.

The application material

Application materials are either motorised or manual backpack sprayers
or handheld sprayers, depending on the volume and the zone where the
banana plant needs to be treated (leaves, stem, fruit) (Figure 10).
Application materials need to be checked and controlled by the PO, in
case of risk of cross-utilisation of the application material of non-organic
pesticide on conventional crops (for example rice). In some POs, where
the problem is cross-contamination by sprayers, motorised backpack
sprayers are at the disposal of members. The application material is
either available from the central collection centre or stored per sector
and managed locally by delegates.

Figure 10: example of handheld
sprayer, used in the field (own picture)

5.3.2. Fumigation product: Selection of organic-certified pesticide
Fumigation products are organic approved pesticides that are needed mainly to fight red rust banana
thrips (Chaetanaphothrips signipennis). To control the producers’ fumigations, the technical team of
POs is in charge to test the organic products presented to them by phytosanitary sellers (several times
per week) and to select which products will be recommended to their members, based on efficacy and
cost. Each organisation has its own recommendations concerning pest control methods. Nevertheless,
some recommendations overlap. The use of Entrust to protect the flower and fruits from thrips (very
expensive) is very common. Some organisations use a strategy of diversification and recommend
interchanging the fumigation between three different products, to avoid the creation of resistances in
pests. The POs are in charge to manage the stock, buy in bulk and control the certification of organic
pesticides. Members are then able to buy the needed products in smaller amounts, sometimes already
diluted (ready to use), thus cheaper, directly at the organisation. This service is relevant because it
reduces the cost for producers and guarantees quality and conformity with the certification. A second
recommendation concerns the use of Calcium polysulfide, that is prepared by the technical
department staff themselves and can be produced at low cost. In some organisations, it is provided for
free to producers and in other organisations a very low fee is paid by the producers. This product is
certified organically and classified as a fungicide. Services offered by POs to their members differ based
on the financial capability of the POs. For instance, some organisations subsidize their pesticides to
make sure members can afford to treat their plot. Those subsidies come from the FT premium and are
considered a measure to protect the environment. This is one of the measures to support financially
producers to buy organic-certified products instead of cheap not-certified alternatives.

5.3.3. Fumigation method
The fumigation method enables the technical team to control who and how the product is applied and
to synchronize applications through productive areas. To monitor those applications, several
strategies have been observed and detailed below. In one organisation, an alternative form of
fumigation method was encountered, where producers ask the support of the organisation to plan a
fumigation campaign. This form of fumigation method solves several technical limitations of
producers, such as access to water to dilute the pesticides before the application. Indeed, water is
31

usually not present on the plot, unless the producer is irrigating, which happens only once per month.
To solve this problem, some producers keep some reserve of water on the plot but not all are able to
do so. Therefore, participating in a collective fumigation campaign enables them access to already
diluted pesticides prepared by the technical team. A further benefit of such practice is the improved
efficacy of organic pesticides when applied on the whole production area. Indeed, this reduces the
chance of pest infiltration from neighbouring plots. Finally, some producers join the fumigation
campaign to reduce individual cost, as the pesticide cost is shared amongst participants (PO3). Another
PO verifies the correct application of pesticide by making the announcement of fumigation by
producers mandatory. Producers need to announce in advance when and which product they will
apply to the nearest harvesting station. This data is then collected and transmitted to the certification
team, who can come and visit the producer to verify the application (PO1). A further strategy to control
application is the obligation to present any organic products not usually recommended by the PO, to
be controlled by the technical staff. That way, the technicians can make sure that the product has an
up-to-date organic certification, before it gets applied in the fields (PO2).

5.4. Outcome control
Outcome control enables the organisation to indirectly check compliance to organic standards. In this
section, I present the work of the certification inspector as a post-production measure. The control
takes three forms; visual cues on the plot and evaluation of producers’ practices during visits by
inspector and chemical analysis of vegetal samples.

5.4.1. Internal inspection visit
The certification department has internal inspectors who make at least one visit (planned or
unplanned) per year to each producer. The aim of those visits is to control the plots for unconformities
with the organic certification, such as burn, plastic accumulation, protection from contamination from
conventional neighbours, level of pest and fertilisation and the use of the producer notebook. The
inspectors are trained by the certification organisation in the region. They often had past function in
the technical part of the organisation but specialized in the certification topic.
During the inspector’s visits, standard questions are asked to the producer while walking through the
plot. At the end of the visit, some recommendations are made if nonconformities are detected. In
general, the producer has then fifteen days to address the issue(s). After this deadline, the inspector
will come and review the plot once more. In most organisations, if a member does not act on the
recommendations of the inspector, he will be sanctioned according to the internal regulation of the
organisation. This sanction can vary from not harvesting his production for one week to not supplying
protective plastic bags protecting the fruits from the thrips, normally provided for free by the
organisation.
During spontaneous visits to the producer's plot, there is a big chance that the producers themselves
will not be present. In those cases, the inspector fills in the form based on visual clues in the fields and
keeps them in his register.

5.4.2. Chemical testing
Most of the organisations visited have experienced the suspension of one or a few members due to
detection of chemical residues (mainly non-organic pesticides) in exported fruits. To mitigate the risk
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of losing the organic certification, POs practice sample analysis at different scales and frequencies.
Those tests are expensive, but it is used to dissuade producers lying about the products they use and
mitigate the risk of a suspension for the PO. One of the organisations tests producers in groups of
three, to avoid testing each plot individually. They reinforce this strategy with the following rules; if
the results are positive (chemical residues are present), the three producers are sanctioned and if a
producer opposes himself to the decision and wants to be tested individually, he needs to pay the cost
of his own test. If the result is negative, they can stay in the organisation. For one sample, the cost of
the analysis is 700 soles (EUR175), the equivalent of a month of work in the field with the minimal
salary (30 soles per day). That kind of procedure is mainly used after a suspension when production
areas need to be tested and proven ‘clean’ to return to the organisation. Other organisations practice
sporadic testing in areas based on denunciations or suspicion of nonconformities. Others use chemical
analysis as a threat in case of suspicion or as a last resort to decide if a producer is guilty or not of
nonconformities.
Thanks to the analysis, the presence of residue can be detected but also the type of residue, which can
give clues about the origin of residues. Indeed, the difficulties for POs is to evaluate if the chemical
residue is the result of a voluntary or non-voluntary action by the producer. For example, residues can
be caused by cross-contamination from nearby fields or from low-awareness on the use of application
material (risk of nonorganic pesticide in the tank). Each case may engender a full investigation, because
the consequences for a producer are high, a lot of energy is invested to discover the source of the
problem. Indeed, typically, a producer can be expulsed from the PO for three years if found guilty of
application non-organic pesticide. Additionally, the internal investigation helps the PO and the
certification agency to identify if it is an isolated case or if other producers are affected.
To conclude, those are the measures observed amongst the studied POs according to Zhou’s
theoretical framework. I add a further dimension which is the sanctioning system. Indeed, in the three
observed POs, different form of decision-making process concerning the sanctioning of nonconform
behaviour have been observed.

5.5. Sanctioning system
To the framework of Zhou et al. (2019), I add the sanctioning system, which represents the sanctioning
decisions taken by the POs. Typically, the certification department is in charge of detecting and judging
the nonconformity of producers. The sanctions applied are based on the internal regulation (approved
by the general assembly) of the POs, which describes which sanctions to which fraud need to be
applied. Although this is the process in most POs, an alternative system was observed in this study;
one of the PO uses an internal control committee. This committee was composed of producers and
employees and made sure that the sanctions were taken fairly. Organising the sanctioning system
differently allowed for more room to consider the individual circumstances of the producer at fault. It
also gave more trust amongst members in a fair system because it was regulated by both employees
and producers.

5.6. Comparing IMSS
By using the theoretical framework of Zhou et al. (2019) Zhou et al. (2019), the different measures
taken by POs are characterised within the categories: social control, process control and outcomes
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control. Although all POs use measures from each three categories some divergences are visible in
their application. This section compares the implementation of the IMSS in the three cases.
The first PO, the cooperative, offers technical and certification training to producers as demanded by
the certification. During the general assembly, external auditing visits are announced, and the results
of those audits are discussed. Those are the social control measures. In the process control category,
a selection of organic pesticides is recommended and bought in bulk by the cooperative. The cheapest
ones (calcium polysulfide) are given for free to producers and the more expensive one (Entrust) is sold
at a lower price because it is partly subsidised by the FT premium. Producers also participate in a saving
system for fertilizers. The organisation pays part of their production back in bags of fertilisers. The
application of pesticide is strictly controlled by the certification department. Producers must announce
in advance their applications and the certification inspectors visit them to control the application
practices. As outcome control, the cooperative uses both an alarm system and chemical tests. The
alarm system is a phone number that can be called to make anonymous denunciations, both by field
workers and producers. The certification team collects those calls and verifies them in the field. The
second measures are chemical samples from fruits or leaves sent to laboratories for residue analysis.
Those samples are collected in case of suspicion of irregularities. Finally, the sanction system has been
approved by the producers themselves (in general assembly) and it is the task of the certification
department to enforce it.
The second PO, the association, presents a quite different IMSS. Even though the social control
mechanisms are like the other organisations, their application differs. In social control, the pesticides
applied by producers need to be first controlled by the technical team to control their organic
certification, before producers can use them in the field. When looking at the outcome control,
recommendations of organic pesticides are made, and those products are bought in bulk by the
organisation. In contrast to the cooperative, no price discount is available, but the association offers
producers to pay the pesticide in monthly instalments. Fertiliser supply has stopped since the
organisation export suspension (end 2018). Concerning the control of the application of pesticides,
both technical and certification technician’s visits participate in the detection of fraud. Additionally,
chemical tests are frequently used to control suspicious plots. The testing of chemicals is done in an
efficient manner by grouping three producers per sample. This allows the association to reduce the
testing costs and force producers to monitor each other. This strict measure contrasts with the way
sanctions decisions are made. Indeed, this association manages sanctions with an internal control
committee that investigates the reasons for nonconformities and makes case-by-case decisions. This
committee is composed of employees and producers and seems to have a more inclusive and
adjustable way to decide about sanctions than the pure application of the internal regulation by the
certification manager (like it is done in the two other cases).
The third PO, the second-order association, presents an innovative kind of social and process control.
Their social controls mechanisms are similar to the two previous organisations (certification and
technical training) but their application differs. For example, the technical team resorts to individual
and personal invitation combined with interactive training methods. For the process control, the
organisation offers organic pesticide recommendations. Those pesticides are bought in bulk by the
organisation and sold to producers. A speciality of the technical training is the teaching of ‘home-made’
fertiliser based on the bio fermentation technique. This enables producers to reduce their production
cost by making their own fertilizer. This approach, often promoted in organic agriculture, was not
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practiced in the other two organisations. It has the advantage to reduce the dependency of application
of fertiliser with the economic situation of the producer and the organisation. The control of the
application of pesticides by producers takes place during a fumigation campaign organised in
collaboration with local producers under the supervision of the technical team. This collective way to
control which products are applied increases the uniformity of the treatment on one production area.
Concerning outcome control, both alert systems and chemical tests are used, as in the other
organisations. This system is complemented with rules clearly communicated to producers concerning
participation to training and sanctioning of nonconformities. The sanction decisions are, as in the
cooperative, the responsibility of the certification department. Contrary to the two previous cases, no
suspension of exportation has happened in this organisation.
To conclude, even though the general structure of the IMSS is similar among the observed POs,
important internal differences exist in the way the measures are implemented. To better understand
those different approaches, the relation between the form given to the IMSS and the organisational
structure and culture is studied with the second research question.
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6. Informal structure of monitoring
In this chapter, I focus on the second research question: What is the role of the organisation’ structure
and culture on the functioning of the internal monitoring of producers organisations? It contains a short
explanation of the framework used to answer the question, followed by the presentation of the
organisational structure and culture, as well as its link with the implementation of the IMSS. For each
organisation, two aspects are analysed. First the structure of the organisation, meaning its common
past history, its legal form, and some key facts about its functioning. Then, the cultural aspect is
presented with two themes, Business rationality and Accountability. Finally, the result section of each
organisation ends up with an analysis about the role of the organisation structure and culture in the
implementation of the IMSS.
The framework
To characterise the organisational culture two transversal themes have been selected. First, I analysed
how employees and producers express the main goal of their PO. This theme is titled Business
Rationality because it describes what is the main financial goal of each PO. The second theme identifies
who has the strongest influence in the top management. This theme is called Accountability because
it represents to whom employees and producers are accountable to. The selection of those themes
stems from the data analysis. While doing the coding and comparing the results of the POs, the
differences between the three cases could be best summarised in the theme of business rationality
and accountability. In this analysis, those two themes will be used to explore how the organisational
culture influences the implementation of the IMSS.
The question of the influence of the legal form of the PO on the organisational culture and
implementation of the PO has been added, based on the information collected during key-informants’
interviews (see Context). The different legal forms studied in this paper are the cooperative, (primary)
association and the second-order association. Some of the main differences between associations and
cooperatives are that cooperatives are allowed to share 80% of the annual benefit with its members
(20% should be kept as reserve) (Choquehuanca Soto, 2009). Whereas associations derive from the
Civil Code and share their profit equally amongst members. Finally, second-order associations are a
federation of small associations. It is also called a marketing association as it supports the functioning
of the groups of producers it represents. Those three types of POs have been included in the study to
determine if their legal form have a significant impact on their implementation of the IMSS.

6.1. The cooperative
6.1.1. Structure overview
In this section, I will present a short history of the organisation, the services they provide to their
members and the particularities of its legal form. In the legal form section, the main responsibilities
and decision-making processes will be presented followed by the services offered to producers.
Historical evolution
The organisation was founded as a small producer association in 2005. The PO was solely responsible
for the production of bananas and exporting companies were harvesting and packaging the fruits (see
figure 10). In 2006, the certification management passed from the hands of the exporting companies
to the PO itself.
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Figure 11: vertical integration of the export activities by PO

In 2008, a big milestone was achieved by the organisation with the exportation of the first container
of bananas (Figure 11). This was a big change for the organisation. It meant that they moved one step
upwards in the value chain and took in charge the processing operation. Such a change was followed
by a total reorganisation. The POs had to build packhouses and train harvesting and packaging teams,
as well as buy trucks for the transport of the containers to the port (Figure 11). This vertical integration
of the value chain enabled the PO to gain a stronger negotiation position with importing companies,
which in turn allowed the PO to offer a better price to its producers.
A few years later, the organisation crossed a new milestone by changing its status from association to
cooperative. The most recent major event was the suspension of export in 2017 for two weeks, due to
non-compliances with the organic standards, that led to a profound restructuring of the organisation
(Figure 12).

Figure 12: timeline PO1

In 2019, the organisation was composed of 200 employees, both administrative (about 50) and field
workers (about 150). The organisation regrouped 576 producers over 728 ha of productive land,
divided in 42 sectors.
By administrative employees is meant all the professionals managing the accountability, the processing
operation, the certification and the technical support to the producers. The term field workers regroup
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all the harvesting and packaging teams (about 20 workers per team) as well as quality control staff at
packhouses and collection centres and drivers.
In terms of export volume, it is one of the largest organisations. In 2017, they exported 14’000
megatons of bananas and they have more than 700ha of banana plantations.
Services
In this section, I detail all the services provided to producers by the organisation. I divide them into
direct services and indirect services.
The direct services are the different support mechanisms concerning the production process and social
services. Production supports in this PO are free supply of plastic cover to protect the fruit from pests,
deduction plan to cover cost of fertilisers, free supply of calcium polysulfide (an organic fungicide),
subsidies for another pesticide (Entrust), supply of backpack sprayers and other application material.
The individual social services for producers in the cooperative are financial support in case of healthrelated operation, financial support to the espoused and minor children in case of deceased members,
and support from a social assistant available at the headquarter of the organisation for the producers
and their families.
The indirect services are group supports to the production and social services for the community.
Indirect production supports for producers are technical training, fumigation advice, pesticide trials,
harvest team and certification management. Indirect social services mainly derive from the social
investment made with the FT premium, such as material for local schools, sport academy, music
school, cooking equipment, health centre construction for the community the producers live in.
Legal form
In the legal form section, the main responsibilities and decision-making processes are presented.
The change of status from association to cooperative in 2014 is linked to the reform of the law on
cooperatives in 2010 in Peru. The changes made in the legislation promote the creation of cooperatives
in Peru by making this legal form a requirement to access financial support from the government and
International Development Organisations (CEDEPAS, personal communication, December 3, 2019).
Even though the law has been changed, the transition process for existing associations to become
cooperative remains complicated and unclear (CEDEPAS, personal communication, December 3,
2019). Therefore, only a few of the associations in the valley have made the transition so far.
According to Majee and Hoyt cooperatives are: “independent businesses owned by their members (as
consumers, producers, or workers), designed to meet members’ needs, open and voluntary membership
organizations, democratically controlled by the members, the business, capitalized by members
through direct investment and retained earnings” (Majee & Hoyt, 2011, p.51).
As in associations, cooperatives are led by both the administrative manager and the board of directors
(composed of the producers). One difference is the mandatory creation of several committees, such
as the education committee, and the electoral committee (Figure 13). There are two main other
specificities in the functioning of this organisation.
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Figure 13: Formal structure cooperative (Morales, 2013)

The first one is the way the profit is shared between members. As a cooperative, the annual profit is
shared between members according to their productivity (number of banana boxes sold to the
organisation). This system is mainly attractive for members with a higher productivity, who often have
larger plots (above 3 ha).
A second particularity is how they manage their board of directors. Contrary to other associations, this
organisation does not fully renew its board of directors every two years, but partially renews it every
two years. In general, board members either had previous professional experiences as employees or
have always worked as producers. This background has an important impact on the ability of the board
of directors to support, control, and sanction the management. By renewing the board of directors
partially every two years, the experience gained in the group can be conserved and shared with
newcomers.
An important function of renewing the board of directors is to enable other producers to experience
the restrictions and difficulties of the direction, thus increasing understanding and respect for the work
done by administrative employees. It allows members to bridge the gap between their experience of
working in the field manually and the direction, often seen as an 'easy job’ sitting behind a computer.
It is often a transformative experience, like expressed by several past presidents of POs (producer’s
interviews, PO2 and PO3, personal communication, November 11 and 28, 2019).

6.1.2. Cultural overview
The culture of the organisation is presented in two themes; the business rationality of the organisation,
where I discuss that different opinion about how the organisation should be managed in the long-term.
The second theme concerns who is considered as the main leader at the top management level
(administrative manager and/or board of directors). In this theme, I explore the different testimonials
about who has the highest authority in the organisation. Finally, this section is closed by a presentation
of the particularities of the IMSS in this organisation and what the role of its structure and culture has
been in its application.
Business rationality
In this section, I present the statements treating of the business rationality in PO1. To gain an idea of
the business rationality throughout the PO, I collected declarations from stakeholders at different
levels in the organisation, namely the top management (the board of directors and the administrative
manager), the middle management (all the department managers), the technician and the producers.
The administrative manager's vision of the organisation is to be financially sustainable in the longterm, to be able to improve itself over time and stay competitive in the fresh banana market. This
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vision is built on four main objectives: First, to remain financially sustainable, to be able to have a
better negotiation position with suppliers and customers and to be able to invest in infrastructure,
such as canalization of irrigation canals, cableways and other innovations. Secondly, to improve the
productivity and to incentivize producers to produce at least 2000 boxes per year per hectare to remain
competitive with plantations (actual level is a minimum of 1500 boxes per ha). Thirdly, to expand
horizontally by including processes of discarded fruits for export into banana by-products (mashed
banana, banana flour). Fourthly, to support the producer’s communities with the FT premium and the
producer’s family members by providing jobs in harvesting teams and fair prices (personal
communication, October 9, 2019).
Considering those goals, it seems that at the top management level of the organisation a lot of
importance is given to the financial sustainability of the organisation. The administrative manager said:
“Without financial sustainability, we cannot grow. Having a good cash flow is crucial to be able to
realise the vision of the organisation. Of course, we want to grow and invest in technologies but for
that we need good financial resources'' (personal communication, October 9, 2019). Financial
sustainability seems to be an important objective of the top management. Thanks to the financial
stability, the administrative manager aims to improve the infrastructure and to invest in technologies.
It does not mean that there are no differences in opinion between the manager and the board of
directors. The administrative manager emphasizes the responsibility of the members of the board for
their decisions. He says: “The board of directors needs to be very responsible in the way they manage
expenses and investments. I always tell them; as a member of the board you remain a producer (with
your own interests), but you also have a very important task to protect the common interests of the
whole organisation. In general, we tend to have some directors who try to benefit the producers by
paying a better price to producers for example, or other expenses that are not responsible and this does
not help the organisation. Therefore, I keep repeating to the directors; if we don’t have money we
cannot grow as an organisation, we are not going to have a good negotiating position with suppliers.
How are we going to be able to invest in the future that way?” (Top management, personal
communication, October 9, 2019). In this extract, the commitment of the manager for leading the
organisation toward financial sustainability is visible. It can also be noted that he expects other
managers to take in account the interest of the whole organisation and not only the interest of some
of the members.
Another example of the importance given to the rentability of the organisation is visible when looking
at the requirement for producers to join the organisation. According to the middle management:
“Producers need to be economically profitable to join the organisation. There is a minimal plot size,
productivity level (minimum 1500 boxes per year). Producers need to also join in groups so that
technical investments are worth it (harvesting line and packhouses)” (Middle management, personal
communication, October 1, 2019). Another rule going in this direction is the way the FT premium for
infrastructure is spread per sector; “We invest in infrastructure proportionally to the productivity. It’s
important because in the past we had internal tension because some lower production areas were
getting more investment than more productive ones” (Middle management, personal communication,
October 1, 2019). Thus, for a question of fairness, the FT premium is invested proportionally to
productivity, which is an incentive to increase productivity.
Finally, according to a middle manager, the two weeks of suspension in 2017 have been deliberately
chosen by the director to be a wake-up call (personal communication, October 1, 2019). It was
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considered necessary to bring producers to think about the collective consequences of their individual
actions. One of the middle managers explained: “I think personally that it was necessary. Because the
producers’ ego is very high, and they think only about themselves. They don’t think about the whole
group, like it should be in a cooperative, but just at their individual benefit. After this event (the
suspension) a change of attitude took place. Now, even the delegates (producer’s spokesperson elected
per sector) participate in the denunciations and inform us when there are unannounced fumigations in
the field” (middle management, personal communication, October 1, 2019). Again, it seems that the
expectation of the top management for directors to take responsibilities for the whole organisation is
reflected in the discourse of the middle management, that expects producers to be more conscious
about the consequences of their actions for the whole organisation.
At the technician’s level, this special attention to commitment and responsibility is not directly
expressed in the words of economic rationality but takes the form of a discourse about the importance
of rules and the commitment to one’s own responsibilities. One of the technicians explains: “The most
difficult aspect is the participation. When we give a training that starts at 8.30am, the producers arrive
an hour later, and then only half of the invited group shows up. They always have an excuse. So, it is
complicated to organize training. Sometimes we have to make those meetings mandatory and threaten
to not harvest them next time, if they do not participate or give them a fine. This way, we can oblige
them to participate. We have the same problem with the general assembly, first a fine of 20 soles was
given to absent producers, but they still rather pay the fine than join, so now it is a fine of 50 soles, and
now yes they participate. It is the only way, otherwise, they do not show up” (Technician, personal
communication October 15, 2019). The technicians call up producers to be more responsible and take
their engagement seriously. In this extract, it is also visible that strict protocol is already in place to
nudge participation of producers. Thus, strict measures are taken to ensure the producers and the
organisation do comply with certification rules.
Finally, at the producer’s level, two attitudes were visible: either being a self-made man/women with
an entrepreneurial spirit and managing its plantation as an investment with a political interest in the
organisation or producer with a more fatalistic attitude, managing its own plot to the best of his
abilities, often impacted by external factors, such as community support (family able to help or not on
the plot), weather (impacted by floods or not) or personal tragedy (accident, sickness) (producers,
personal communication, October 11, 2019). Because only two producers could be interviewed in
depth in this PO, not all the attitude or point of view of producers are represented in this extract.
Nevertheless, it gives an overview of the type of thinking of farmers in the PO.
To conclude, it seems that the vision of the administrative manager corresponds to the values of
employees, both managers and technicians. At producer level, it could be observed that some
producers do join the business orientation towards financial sustainability of the PO.
Accountability
Under this theme, I compare testimonials that express the accountability of the participants to rather
the board of direction and/or the administrative manager. Those two functions are the highest
authority in the organisation and allegiance to one or the other synthesize a preference for a different
management style. The one being more democratic and situation-specific (board of directors) and the
other being more rules and policy oriented (administrative manager). It is expected that the board of
directors - that is composed of producers - will tend to take a win-win approach and situation-specific
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decision, while the administrative managers are expected to focus on the compliance of international
standards, taking a legal positioning towards decision-making.
According to the administrative manager, a good leader is someone that protects the interest of the
organisation and fulfils his obligations towards the board of directors. He explains; “So far I have filled
my obligations and complied to all the internal rules and maintained the organisation sustainable. The
board of directors are therefore happy with my work” (Top management, personal communication,
October 9, 2019). He also considers himself with a duty to advise the board of directors concerning the
financial feasibility of its projects. “I have to be very consequent and sure of my advice, because they
will be followed by the board of directors and the assembly. (…) I need to tell them when a project is
not feasible financially” (Top management, personal communication, October 9, 2019). This focus on
the financial aspect of the organisation is probably reinforced by the fact that the actual manager is an
accountant. This expertise is central for the organisation, since most the other professionals are
specialized in administrative positions or in agricultural advisory.
Another important expectation of a good leader is that he should be accountable and transparent
about his actions. “In the long term, the communication with producers is very important, because we
depend on them for the production. (…) It’s important we trust each other. Therefore, we communicate
a lot about the work we do here (administrative employees) and we are transparent, so that they can
trust us and support our work” (Top management, personal communication, October 9, 2019). Thus,
the value of accountability and clear communication is expected from leaders in the organisation.
Looking at the middle management, the administrative manager is named as the first direct authority
by two managers interviewed. One of them explains: “I’m in charge of making most decisions
concerning my department. Sometimes I do consult my team and for more important decisions, I
communicate with the administrative manager” (Middle management, October 9, 2019). Reciprocally,
the administrative manager works in close collaboration with both the board of directors and the
department managers: “We take a lot of decisions every day. When it is an important decision it is
taken at the level of the board of directors. Other more drastic decisions in assemblies. But in everyday
life, I work a lot with the department managers, because they will be the one in charge to implement
the decisions” (Top management, personal communication, October 9, 2019).
At the producer’s level, a similar vision of leadership is shared. One of the producers explains: “As
members, we need to support the organisation, to make sure it stays strong for the future. The direction
needs to make sure it doesn’t fall. The direction also needs to be a good negotiator with the customers
(import companies) and to look for new markets. They need to be able to maintain a good relationship
with the customers abroad, because there is a lot of competition, and keep the organisation afloat.
When we receive this FT premium, they should not share it between them, but they need to learn how
to manage it, to invest it in education for producers. They (board of directors) need to be educated on
what can and cannot be done. If a producer does not respect the rules, he should be expelled for three
months. The direction has to be firm, to protect the organisation and avoid its fall” (producer, personal
communication, October 11, 2019). In this extract, two aspects can be highlighted. The first one is that
the vision for a business-like management is shared by this producer, when he referred to the financial
sustainability of the organisation, but also that a strict management style is expected from the
direction.
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In conclusion to this section, it seems that the business-like approach of the administrative manager is
shared throughout the organisation and that members are not put off by strict and maybe more
authoritarian sanction systems of the organisation. Additionally, the administrative manager is cited
as the first reference when talking about a leading figure in the organisation. It seems that he has a
prominent position at the top-management level. In the next section, the structure, the business
rationality and the accountability theme are combined and related to the implemented IMSS in PO1.
Impact on IMSS
Looking back at the result of this organisation regarding the two themes presented above (business
rationality, and accountability), this cooperative seems to lean towards a more business-like mentality
(profit and growth) and a more ‘authoritarian’, strict authority figure and management style aimed at
the public good rather than solidarity and flexibility with individual producers. In this section, I present
some particularities of its IMSS and see how the culture and structure of the organisation are linked to
the IMSS.
The first particularity is how the first suspension of the organisation happened. According to the
administrative manager, the whole organisation did not lose its organic certification, because residues
were found in isolated cases, but the administrative management and the certification department
decided to stop all exports for two weeks anyway to give a lesson to the producers. He explains: “It
was a time when applications of pesticide were recurrent in the valley (2017), therefore we had to take
strict measures. We decided with the certification department to stop the export for two weeks, so that
the members understand how important the organic certification is for the organisation and that
producers become aware and never apply non-organic pesticides anymore. We told them: ‘Look this
situation is because you are fumigating forbidden products on the plantations. This sanction is the
consequence of your applications and it will be much worth if residues are found again. This time it is
two weeks, but if it happens again it will be a month, and this has disastrous consequences for the
organisation’. From there one, producers understood the gravity of the situation and gave us the right
to apply strict sanctions and control mechanisms. For example, if chemicals are detected on a plot, the
owner can be expelled for two years now. Of course, the producer in question will try to discuss the
sanction and try to negotiate it. But the sanctions have been approved by the general assemblies. It’s
their own choice. We (the IMSS) are just applying what members have voted for. It is necessary because
it puts the whole organisation at risk” (Top management, personal communication, October 9, 2019).
In short, the administrative staff voluntarily decided to sanction the whole organisation for two weeks
to raise awareness about the bad pest management practices discovered by the certification agency.
The fact that the assembly approved of this self-sanctioning decision (two weeks suspension of export)
is the result of the internal culture of the PO. Such an approach to the IMSS was not observed in the
other two case studies. This experience of two weeks of stop of the exportation has shaped how
producers see the IMSS, as the whole group had the opportunity to feel the consequences of
noncompliance, and jointly decided on the creation of the IMSS.
At the farmer’s level, the IMSS is seen as a necessity. One of them explains: “Internal auditing is
necessary. Human beings are all sinners. There will always be mistakes made. But if we don’t have
control, someone who draws the line and induce a change in behaviour, we risk keeping reproducing
the same mistakes. That is why, we have professionals, who study and give us guidelines” (producer,
personal communication, October 11, 2019). This opinion was shared by a second producer. They often
see the compliance to rules of the certification and the government as a necessity to export. One of
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the producers added: “This is why we have a board of directors, so that they can supervise us and call
our attention, if something is not done correctly. The internal control is for our own good” (producer,
personal communication, October 11, 2019). It seems thus that the IMSS is seen as a necessity by
producers in this organisation. Such feedback manifests the support of producers on the IMSS, which
is a key factor to achieve compliance to the IMSS.
The second particularity is how those two weeks sanctions have initiated the restructuring of the
organisation. The administrative manager clarifies: “Starting from there (after the sanction), we (the
administrative employees) have gained a lot of power. Because before the members were doing what
they wanted, there was little control. After the sanction, we were able to sentence producers according
to the rules they themselves voted for'' (Top management, personal communication, October 9, 2019).
One of the first changes in the organisation was the creation of a separate certification and technical
department. Indeed, before the sanction, both tasks were taken on by three employees and they were
not able to cope with the demand of supervision of all the producers. Thanks to the creation of those
two departments, more technicians were able to visit the producers. Nowadays, the certification
department is composed of one manager and two inspectors and the technical department is
composed of one manager and three technicians. The duties of the certification team are to make
spontaneous and planned visits to producers and to evaluate their plots (outcome process). The
certification team is also in charge to take samples to check for chemical residues on fruits and plants,
whereas the technical team is more in the prevention (social control) and organise training with
producers but also make individual visits and make recommendations about pest control (process
control). One of the new measures in place since the export ban is that now communication channels
link all the different departments working with producers (certification, technical, and process
operation). The administrative manager explains: “Now, we are able to inform each other, if a producer
seems to be fumigating without permission, the certification department can be directly alerted. This
is helpful because we can intervene earlier and suspend the harvest if there are any doubts. Now any
fumigation needs to be announced to the packhouse manager that sends the information through a
WhatsApp group to the certification team that can control the application” (Top management,
personal communication, October 9, 2019). This system of alert is not particular to this organisation
and was found in the two other cases. But the fact that the IMSS was integrated in the organisation
after the export ban and that the PO was restructured shows how seriously the risk of noncompliance
was taken by the organisation, which matches well with the economic perspective of business
management of the administrative manager.
This background story puts a different light on the rather business-like vision of the organisation and
might explain the dominant role that the administrative manager plays. Indeed, since the self-imposed
export ban of two weeks, the need for an internal monitoring system has been highlighted and strict
measures have been put in place collectively. The organisation culture is visible in the implementation
of the IMSS, as sanctions and rules for noncompliance are clearly mentioned and made visible for all.
This result is corroborated with the vision of one of the key-informant. During an interview with a
representative of a local NGO, the particularity of the internal organisational culture of this POs is
highlighted. A Solidaridad employee explains: “This particular cooperative has had a few role models,
in the form of two especially influential presidents. They were very honest and frank with the producers,
and very impartial. If a producer did something bad, he would be reprimanded by the president. Those
presidents put the interest of the group first. For example, if they had to take a decision with negative
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consequences for some members, but beneficial for the whole group, they did it. And they were very
respected. They were trustworthy. For example, if one would receive 10 soles, he would pay it back with
interest in return. With other presidents, if they have to manage 10 soles, they will spend half of it for
the thing it was supposed to be used for and invent a pretext to keep the other 5 for himself. Those role
models in exchange, were very strict and would never be corrupted. Those exemplary presidents
impacted the identity of the cooperative. This attitude was reflected and copied in the all organisation.
It is not possible to go against it. The standard is to be honest and a good producer and to be proud of
the organisation. This is not visible in other organisations. They tend to be more like the typical
Peruvian, trying to go around the rules for his own interest” (Solidaridad employee, personal
communication, November 10, 2019). According to this extract, this cooperative has had an influential
role model as president who have changed the group identity and explains why they behave differently
than other POs in the region. This raises the question of the influence of leaders on organisational
culture.
To conclude, it seems that the IMSS is in line with the organisational culture. Particularly, concerning
the goal of the organisation (business rationality) and the clarity concerning who oversees the
organisation (accountability). This alignment is visible in the voluntary decision of suspension accepted
by the assembly and the general confidence of members in the decision of the administrative manager.

6.2. The association
In this section, I dive into the structural and cultural aspects of the second organisation and its
implication for the implementation of the IMSS.

6.2.1. Structure overview
In this section I will present the formal structure of the organisation and the particularities of its legal
form. In the formal structure section, a short summary of the organisation history will be presented,
followed by the services provided to its members. In the legal form section, the main responsibilities
and decision-making processes will be presented followed by the services offered to producers.
Historical evolution
Here are some key facts about the production level of the organisation, its size, the main events of its
history and its vision and mission.
The second organisation visited is an association, which is the most common form of POs in the valley
at the moment. In terms of export volume, it was the largest organisation in 2017 with 9000 megatons
of bananas exported that year. Nevertheless, the climatic phenomena El Niño in 2017 strongly struck
the organisation and its number of hectares and producers have reduced since then. In 2019, the
organisation counted 350 ha of productive land (Figure 14).
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Figure 14: Evolution of the number of members and productive area of PO2 (Top management, personal communication,
November 11, 2019)

The history of the organisation starts in 2002 with the creation of the association by 26 producers
under the FT certification. After the foundation, the association kept increasing in members and in
2007, they started to manage their organic certification, previously managed by the exporter. This
achievement is shortly followed by the first exported container in 2010. It is a big achievement because
the organisation became in charge of the harvesting, packaging and transport of their production to
the port. All those new steps asked for new knowledge, staff and infrastructure. By cutting the exporter
out and selling directly to the importer, the organisation could negotiate better prices for its
production. Shortly after, the association added the Global GAP certification to be able to export to
European countries. In 2018, it reached its peak with 400 producers and 382 ha of productive land.
However, nonconform usages of pesticides were detected by the certification agency and the whole
organisation was banned from export from September 2018 to February 2019 (Figure 15). This
complete freeze and the costly chemical analysis and audits following it have brought the organisation
in a financial crisis.

Figure 15: timeline PO 2

Nowadays, the organisation is composed of 35 administrative employees and 49 workers in charge of
harvesting and packaging the production. From those 35 administrative employees, five technicians
from the technical department are advising producers and two inspectors from the certification
department are controlling them at the production level. 331 producers were registered at the end
2019 with 350ha of productive land spread over 35 sectors.
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Services
In this section, I detailed all the services provided to producers by the organisation. I divide them into
direct services and indirect services.
The direct services are composed of support concerning the production process and social services.
Production support in this PO are free supply of plastic cover to protect the fruit from pests, low cost
supply of calcium polysulfide (an organic fungicide), possibility to pay other pesticides (Entrust) in
monthly instalment. The organisation used to provide support for fertilisers but since the suspension
the financial situation of the organisation does not allow it anymore. The individual social services for
producers in the association are financial support to the espoused and minor children in case of
deceased members, and support from a social assistant available at the headquarter of the
organisation for the producers and their families.
The indirect services are group support to the production and social services for the community.
Indirect production support for producers are technical training, fumigation advice, pesticide trials,
harvest team and certification management. Indirect social services mainly derive from the social
investment made with the FT premium. Since the organisation is in financial crisis since the suspension,
little investment will be made in 2019-20202.
Legal form
Here I shortly review the main differences and similarities between association and cooperatives as
they have been already explained in detail (legal form cooperative).
The top management of the organisation is embodied by the administrative manager and the board
of directors. Like in the cooperative, the board of directors is composed by producers. The first
difference with the previous organisation is that the board of directors is fully renewed every two
years. The newly constituted board is elected during a general assembly by the members of the
association (the producers). The second difference with a cooperative is that the annual profit is shared
equally between members, and not proportionally to productivity (like it is the case in cooperatives).

6.2.2. Cultural overview
The culture of the organisation is presented in two themes; the business rationality of the organisation,
where I discuss that different opinion about how the organisation should be managed in the long-term.
The second theme concerns to whom organisation staff are accountable to. In this theme, I explore
the different testimonials about who has the highest authority in the organisation. Finally, this section
is closed by a presentation of the particularities of the IMSS in this organisation and what the role of
its structure and culture has been in its application.
Business rationality
Concerning the business rationality theme, extracts from conversations with different actors in the
organisation have been collected. Those extracts concern the vision of members and staff concerning
the fundamental mission of the organisation. I dive into the different perspectives of employees and
producers concerning this topic and explore where each one of them draws the line between financial
sustainability and a support system based on solidarity.
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The personal motivation of the administrative manager is to support the local population and support
producers. The actual priority of the organisation is to go back to the level of exportation of 2018,
before the sanctions (about ten containers weekly, compared to about six containers at the end of
2019). He also wants to improve the structure of the organisation and the financial (Top management,
personal communication, November 6, 2019).
From the perspective of the top management, a shift in the view of the purpose of the association has
taken place after the sanctions of last year. His long-term personal motivation in taking on this position
is to: “support the local population and to help producers. Improve quality of life of producers, offering
jobs, increased education level, improve houses, and seeing the population accessing motorized
transport” (Top management, personal communication, November 6, 2019). But since the sanction,
the financial situation of the association is so worrisome that there is a shift of focus towards financial
survival of the organisation, which led to a reduction of number of employees. He explains: “Since the
sanctions last year, I want to improve the structure of the organisation, improve the efficiency of both
the technical and financial management” (Top management, personal communication, November 6,
2019).
Another example of his change of vision about the purpose of the organisation can be found when
discussing the recent changes in the association since the start of the exportation after the sanctions.
“We have reduced the number of employees for efficiency reasons in the technical department, the
harvesting teams, the transport and quality control teams and in the administration posts. The working
conditions have changed as well, before we were a little bit flexible on the social aspect, but now we
are stricter concerning the number of hours for example” (Top management, personal communication,
November 6, 2019). The reduction of the number of employee goes against the historical position of
the organisation to be a source of employment for the local community, which is also observed by the
administrative manager: “My aim is to improve structure and efficiency and technical, financial
management, but the social pressure is big from producers to increase the number of workers, so their
family have employment, but the goal of the organisation is not to grow in number of employees but
in efficiency” (Top management, personal communication, November 6, 2019). There is thus internal
tension between the vision of the administrative manager for an efficient organisation and the vision
of the board of director, who focuses on the support system it offers to the local community.
A different position was taken by the human resources manager. He expresses both the actual shift
felt by the financial crisis in the organisation and the values of supporting the community. The
community aspect comes up when talking about the hiring habits in the organisation to prioritize
producer’s family members. “Most employees here do have family in the organisation. In the majority,
when we recruit, we first recruit acquaintances of producers, or members of producer’s families. It has
become normal that we recruit within the families” (Middle management, personal communication,
November 15, 2019). This is aligned with the idea that the organisation should be a support system for
the community and for the producer’s families.
The focus on a supportive organisation of the local community is shared by some of the producers.
According to one of the wealthier producers and founder of the organisation, the mission of the PO is
to help each other and share profit equally between producers is a core value. He says: “For example,
when we had a Christmas food basket, we received a bag of rice, a bag of sugar, a bidon of oil, wine,
we always fought so that everyone receives the same. Some small producers only produced one to three
boxes of bananas per week, but when it was time to share, we shared equally between everyone. We
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helped people that had nothing in the street. This is the good that this organisation has’’ (Producer,
personal communication November 7, 2019).
The middle management nuanced this view of the organisation's purpose. From the point of view of
the operation manager, the main purpose of the organisation is to export. According to him: “the final
goal of the organisation is to export, we are only the support system of the producers, and operate
under the authority of the board of directors. We work in direct collaboration with [them]”. “We- as
the operation department- are the heart of the organisation because we are directly connected to the
exportation”. In those extracts, the manager underlines the vital function of the operational
department for the export. Indeed, this department regroups all the activities from harvesting,
packaging, quality check and transport to the port that are necessary to successfully export the
bananas. This highlight is placed in the theme business rationality, since exporting is the way for the
organisation to get an income. It seems that the view of this manager tends toward a financial
sustainability vision for the organisation. Nevertheless, he also highlights the subordination to the
board of directors that is led by producers, who often rather see the organisation as a support system.
To conclude, these extracts underlie the fact that the organisation has an entrepreneurial vocation but
complies with the wishes of the producers to use the organisation as a support system. It shows the
tension between the business rationality and the support system mentality inside the organisation.
Accountability
Under this theme, I compare testimonials that express the accountability of the participants to rather
the board of direction or the administrative manager. Those two functions are the highest authority in
the organisation and allegiance to one or the other synthesize a preference for a different
management style.
Starting with the perception of the administrative manager about his own role and leadership, I
proceed to the view of the middle management concerning the head of the organisation. Finally, the
views of the technicians about who is in charge of the organisation are presented, followed by the
views of the producers.
The administrative manager sees his own role as a position of guidance of the board of directors. When
talking about his relationship with the board of directors, he says that it changes a lot from board to
board (new team each two years). In his statement: “we might have a conflict, to make them see how
to keep the organisation sustainable in the future. We always have to repeat what is the use of the FT.
We need to guide them with empathy” (Top management, personal communication, November 6,
2019). The manager highlights that his task is to guide the board of directors and to protect the longterm interest of the organisation. In his view, this function is important because: “they (the board of
directors) often do not follow the general line of conduct of the organisation. Often, they are in for the
political aspect, to gain social status among producers and tend to give them (the producers) everything
they want. But often it is just not feasible financially for the organisation. For example, with the
management of the Fairtrade premium, they rather use it to give food baskets to producers at
Christmas, but that is not an investment, it doesn’t generate money for the organisation. They should
rather invest it in fertilizer for producers, to boost the production” (Top management, personal
communication, November 6, 2019). This extract shows that according to him, his function as
administrator manager is necessary to maintain the financial integrity of the organisation and to
support the board of directors in its financial decisions.
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When interviewing the middle management, the board of directors was mostly cited as the entity in
charge in the organisation. For example, when a noncompliance is noticed by the technical team, they
need to write a report and refer to the board of directors. One of the managers explains; “Because
they are the leaders (the board of directors), they contact producers, in case they do not comply with
the internal regulation of the organisation. Their task (board of directors) is to centralise the problem
and to convene the producers” (middle management, personal communication, October 29, 2019). A
further example, from another manager goes in the same direction, signalling that; “the board of
directors is our main referring authority concerning decision-making and communication partners”
(middle management, personal communication, November 6, 2019). According to those two
statements, the board of directors is the main decision-maker in the organisation and is at the centre
of the monitoring system according to this extract. The board is also seen as responsible to organize
the communication with producers, for example, by organizing a meeting per sector or a general
assembly.
Another manager indicated that he mainly refers to the administrator that is in charge of the financial
aspect of the organisation (Middle management, personal communication, November 15, 2019). Even
though it is not clear to me who this person is in the organisation chart, it was several times indicated
as the referring authority. According to that employee, the administrator is in charge of overseeing all
the financial expenses of the organisation but is not the accountant.
When interrogating producers, mentions to the administrator continued. Indeed, some producers wish
the administrative manager gone and replaced by the administrator, a leader that is the son of one of
the members, that they seem to trust more. One of the producers explains: “We want the board of
directors to fire the administrative manager. At the beginning the actual administrative manager was
not in charge, he had only a small project and over time he took the command of the whole
organisation. We don’t need him; we have an administrator. Now, with the low productivity we don’t
have money for an administrative manager. He earns too much. The administrator was there from the
beginning on (the foundation in 2001) he is good at managing. We know him and his father is also a
producer. Anyway, that was the idea from the beginning, that the sons of the producers would work in
the organisation. That's why we created the organisation. But then they (the direction) started to hire
a lot of people, now we have too many employees’’ (producer, personal communication, November 7,
2019). This extract illustrates internal political rivalries between the administrator and the
administrative manager. The ‘founders’ (producers in the organisation from the beginning) claim
political power over the decision of the actual direction. It is visible also that the power of the
administrative manager is disputed and that the board of directors or the administrator are mainly
mentioned as authority figures.
In sum, in this PO, it seems that the board of director is mainly mentioned has reference and main
leader in the organisation, although some references to an administrator, who is not the administrative
manager were made. It seems that producers and managers are mainly accountable to the board of
directors. The next section discusses how this constellation impacts the implementation of the IMSS.
Impact on the IMSS
In this section, I base myself on the findings concerning the dominant business rationality and the main
authority referee in the organisation and link those results to the IMSS ‘s functioning. This final section
is an answer to the second research question: What is the role of the organisation’ structure and culture
and on the functioning of the internal monitoring of producers organisations?
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When analysing the views of stakeholders concerning the purpose and role of the organisation, most
actors have put emphasis on the supportive role of the organisation and the solidarity between
members (see Business rationality). When looking at who was considered as the main authority in the
organisation, a majority have referred to the board of directors as main referent at the top
management level (see Accountability O2). From those findings, I conclude that the organisation's
main function is to support socially and economically the producer’s community and that democratic
decision-making is preferred. In this section, I will see how those values influence the implementation
of the IMSS.
When looking at the IMSS of this organisation, the first particularity concerns their sanctioning system.
It is called an internal control committee and is composed by staff and producers (board members).
This committee is composed of elected producers working hand in hand with the certification
department to manage the sanctioning system. According to the administrative manager, this
sanctioning system “avoids that the certification department is totally independent and that the
decision of expelling members depends totally on them” (Top management, personal communication,
November 6, 2019). He adds “because some producers are involved in the decision of the sanctions, it
makes it more acceptable for producers” (Top management, personal communication, November 6,
2019). Another advantage, according to the manager, is that the participation to the sanctioning
system by producers foster the conscientisation of compliance problems: “It helps that producers are
part of the process, so that they get aware of this problem and take part in the decision of sanction. It’s
a support to the certification department” (Top management, personal communication, November 6,
2019). Finally, it is seen as a way to make a controlling system- the IMSS- acceptable by the producers
and to gain their trust. The manager says: “We use the internal control committee to avoid the feeling
that the sanctions are made in an authoritarian manner” (Top management, personal communication,
November 6, 2019). The need for such a system is understandable when compared to the organisation
culture, which promotes democratic decision-making and the involvement of producers in the
governance of the PO. This alternative sanctioning system is a good example of the adaptation of the
IMSS to the organisational culture of a PO.
In practice, in case of explicit proof by chemical analysis of use of non-organic products, there is little
room for negotiation and the producers are strictly sanctioned according to the new rules (three years
of expulsion in that case). Yet in minor cases of nonconformities, the committee investigates the
reasons of the act with the producer and sanctions accordingly. Thanks to this committee, there is thus
more room for negotiation and case to case decision-making, according to the administrative manager.
When looking at quotes from the middle management, it is noticeable that this system is approved of.
According to one of the three managers interviewed, the internal control committee has an important
function to maintain the impartiality of the sanctions’ decisions. One of them explained to me: “It is a
group that checks the compatibility of the actions of the certification department, to make sure that
there are no favours made to someone. Because the group is composed of producers, employees and
the president, everyone has a different opinion and they can discuss until they reach an agreement
concerning eventual sanction to a disobedience to the internal regulation of the organisation” (Middle
management, personal communication, October 29, 2019). In this extract, the democratic and shared
decision-making process is appreciated, as well as the space for negotiation between producers and
certification employees. Thus, the middle management appreciates the democratic aspect of the
sanctioning system.
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When looking at the perception of the producers concerning the rules and the IMSS, a strong
difference of awareness can be seen between the producers cultivating plots near the collection
centre, who are part of the organisation since the beginning (the founder) and those further away, in
recently annexed productive areas. The ones near the collection centre have been in the organisation
for longer and have more confidence that they will get harvested no matter what, because they are
easy to access and close to the main road. Additionally, if the organisation fails to do so, they can
always sell their harvest for a reasonable price to the national market because they are easily
accessible. On the other hand, producers further away from the collection centre rely and depend
totally on the organisation to harvest them. When interviewing a producer from one of the recently
annexed sectors, the importance of the compliance to the IMSS was reiterated. He explained: “without
the organic production there would be huge unemployment here. That’s why we need to do our best to
comply with the exportation rules, without that we wouldn’t be able to live in this area” (producer,
personal communication, November 5, 2019). This positioning contrasts highly with the attitude of
producers living close to the collection centre, who during the stop of export of the organisation were
able to sell further to the national market and other informal buyers. One of those producers asserted
“During the export ban, the organisation came back to harvest us for the national market. I almost
didn't suffer” (producer, personal communication, November 7, 2019). This highlights that the
geographical distribution of producers can impact their motivation to comply and their access to
alternative selling channels. Thus, the location of plots and their proximity to the main road could be
a factor impacting compliance to the IMSS.
In this case, the main adaptation of the IMSS to the organisation culture can be observed in the
sanctioning system. Indeed, by including producers, it is considered fairer both by producers and
middle managers, which is an important factor for compliance. Additionally, differences of attitude of
farmers towards the IMSS can be influenced by their proximity to the main collection centre and the
main roads. To conclude, it is clear that rules have taken a bigger role in the organisation since the
sanctions in 2018, but that the IMSS is organised in a way to remain democratic and partially controlled
by producers.

6.3. The second-order association
6.3.1. Structure overview
In this section I will present the formal structure of the organisation and the particularities of its legal
form. In the formal structure section, a short summary of the organisation history will be presented,
followed by the services provided to members. In the legal form section, the main responsibilities and
decision-making processes will be presented.
Historical evolution
This organisation has been selected because it presents a third form of organisation. It is indeed a
second-order association composed of seven ‘bases’ (local associations). At its origin in 2003, it was
meant to be a mother organisation for the small POs of the Chira valley and offer them benefits based
on economy of scale. After a fulgurant growth and a peak of production in 2011 (20-26 containers per
week), the biggest sub-organisations started to leave and became independent around 2015 (Figure
16). In that year, the prices of bananas scrambled for the first time under the competition of other
exporting countries and the situation was worsened by the sudden increase in pests in the valley (rust
thrips). In 2017, the phenomena El Niño has caused torrential rains and severe inundations in the
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region, divesting many producers from their harvest. The decrease of associated organisations has
continued until nowadays, with only seven very small organisations still federated. The organisation is
now composed of about 300 producers over seven different sectors. The location of those
organisations on both sides of the Chira river calls for a structural practicality. Indeed, two collection
centres, each place on each side of the river are necessary to collect all the harvest. The consequence
of this repartition is a doubling of the operational staff, quality control manager and harvesting teams.
Even the technical department is split in two to attend the needs of all the sub organisations.

Figure 16: Timeline PO3

In 2019, the administrative staff was composed of 14 employees, whereas the field workers were
about 100 (harvest, packaging, quality team). In 2019, in total 365 producers were selling their
production to the organisation and about six containers were produced weekly.
Services
One of the main advantages of the second-order association is the regularity of price achieved by the
constant volume of export. If independent, the affiliated associations would not be financially
sustainable due to their individual small volume of production. By joining forces, they are able to cover
the operational costs of harvesting and of the certifications. Even though, at the moment of my visit
(December 2019), the productivity was low, the second-order association had difficulties filling up its
quotas (with only two containers, while six are needed for financial sustainability). The second-order
association supports the member association by providing fruit covers, managing the certification
(organic, FT and Global GAP), offering technical assistance, managing the internal control system, and
controlling the quality. Through projects, the second-order association is also able to support the
affiliated associations with funds for infrastructure projects, such as building packhouses.
In the past, the second-order association also played the role of a microcredit institute, by offering 0%
interest loans to its members. This is not possible anymore, due to the current critical economic
situation and low productivity.
Legal form
The organisation is legally an association, but it presents particularities because it supports other
smaller associations (Figure 17). In the legal form section, the main responsibilities and decisionmaking processes are presented.
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Figure 17: overview structure PO3

The second-order association is organised similarly to an association (see legal form PO2). The main
difference is that the FT premium is managed by the affiliated association, while the second-order
association is in charge of marketing the production and contacting clients.
Decision-making
The second-order association and the associations it represents are coordinated through a special
direction board, where each organisation is represented by three delegates. The delegates are in
charge of representing the interest of their organisation and of relying on the decisions taken during
the assemblies to their fellow members. The direction board meets up monthly at the second-order
association level, whereas assemblies at the association level happen twice per year. This
decentralization of decision-making imposes challenges to the second-order association that we will
discuss in the culture overview. Finally, even though at the moment the organisation is going through
a rough period financially, the organisation plans on reorganizing itself as a cooperative. Indeed, such
change of status would enable a centralization of the activities and a diminution of the operational
costs as well as a better communication between the central and the affiliated associations.

6.3.2. Cultural overview
The culture of the organisation is presented in two themes; the business rationality of the organisation,
where I discuss that different opinion of participants about the main purpose of the organisation.
Should the organisation be managed like an enterprise or should it mainly play a supportive role in the
community? The second theme concerns the accountability to the top-management (administrative
manager and/or board of directors). Finally, this section is closed by a presentation of the
particularities of the IMSS in this organisation and what the role of its structure and culture has been
in its implementation.
Business rationality
Concerning the business rationality theme, extracts from conversations with different actors in the
organisation have been collected. I dive into the different perspectives of employees and producers
concerning this topic and explore where each one of them draws the line between financial
sustainability and support system.
According to the administrative manager, the PO regroups small producers who recognize that they
can build collective power if they formed a block and aggregate supply. The administrative manager
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says, “this organisation has always been about small producers working for small producers” (Hicks,
2017). Thus, according to the administrative manager the mission of the second-order association is
to support small producers gaining independence and negotiation power.
Because the organisation currently has economic difficulties, the strategy of the direction is to ask for
the understanding and patience of its members and employees to cross this difficult period (Top
management, personal communication, November 19, 2019). The direction calls for the loyalty of its
producers in a reciprocal process: the organisation has supported the producers for years, now the
direction asks for the support of the producers back. Based on this approach, it seems that the value
of being a support system for the producers is shared amongst the top management.
When discussing this topic with middle managers, it seems that this dedication to serve producers is
shared amongst departments. For example, one manager is investing money from his own pocket to
develop new fertilizing options for producers. He explains; “Sometimes I make suggestions of simple
things that can be done, I need some financial support to do it. But the direction says: No (…). But I
don’t despair, I bring to producers a homemade fertilizer (bio ferment) that I made myself from my own
wage. I prepare it at home, behind my house” (Middle management, personal communication,
November 21, 2019). Another manager invested himself in the creation of a school of leaders, to
improve the leadership skills of the producers in the board of directors (Middle management, personal
communication, November 25, 2019). In sum, it seems that the focus of serving and supporting the
producers is shared by the top and middle management.
When talking with technicians, their commitment to best serve producers could be seen. For example,
the technical team is so committed to supporting producers with their training that they take the time
to personally invite each producer to meetings, as they have discovered that it is the best way to ensure
their participation. Such commitment and effort to attract producers to training was not observed in
the other POs. Therefore, I conclude that the vision of a supportive PO for producers is also shared
amongst technicians.
During interviews with producers, their vision for the main purpose of the organisation could not be
captured. Therefore, they are not included in this section.
Accountability
Under this theme, I compare testimonials that express the accountability of the participants to rather
the board of direction or the administrative manager. Those two functions are the highest authority in
the organisation (top management). Starting with the perception of the administrative manager by the
middle management, I proceed with the views of the technicians about who is in charge of the
organisation are presented, followed by the views of the producers.
When the certification managers described his role as a sanctioning system, it seems that he is well
supported by both the board of directors and the administrative manager. The manager explains: “As
manager of the certification department, I’m applying the internal regulation of the organisation. I feel
supported by both the president and the administrative manager in my decisions of sanctions. When a
case arises, I write a report and draw conclusions according to the rules of the organisation. Then I
communicate it to both the president and the administrative manager” (Middle management, personal
communication, November 25, 2019). From this extract, it can be concluded that the certification
department is accountable to both the administrative manager and the board of direction.
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When discussing with the export manager, it seems that decisions are taken jointly with both the
administrative manager and the board of director. He asserts: “When I have to take an important
decision in the organisation, I communicate with the administrative manager and the director. But all
large decisions need to be discussed in assemblies with the delegates of each affiliated associations”
(Middle management, personal communication, November 19, 2019). In sum, department managers
seem to refer as much to the administrative manager as to the board of direction. Additionally, the
fact that decisions need to be taken democratically seems to be an important value within the
organisation.
To conclude, in this organisation, not one top management figure was more cited than another.
Additionally, it seems that the repartition of power between the affiliated association and the central
organisation was clear and the priority was put on democratic decision-making. Therefore, I conclude
that both the administrative manager and the board of directors are considered as leaders and that
employees report to both of them equally.
Impact on IMSS
In this section, I base myself on the findings concerning the dominant business rationality and the main
authority in the organisation and link those results to the IMSS ‘s functioning.
When analysing the views of stakeholders concerning the purpose and role of the organisation, all
actors have put emphasis on the supportive role of the organisation and the solidarity between
members (see Business rationality). When looking at who was considered as the main authority in the
organisation, both the administrative manager and the board of directors were cited. In this section I
develop on the effect of this connivance between those two authorities on the implementation of the
IMSS.
The first particularity of the IMSS is the organisation of the fumigation campaign (see process control
in formal monitoring system). Those campaigns are the initiative of the technical department but have
been approved democratically by the second-order association and then organized jointly with each
affiliated association. One of the technicians explains: “We started with the first fumigation plan. First,
we (the technical area) made trials to select three different products to control the pest, in collaboration
with the SIC (Sistema de control interno, [IMSS]) to make sure those products were compatible with the
organic certification and effective. We then presented the results of the trials to the general assembly,
and the assembly chose the three products that would be used in the plan based on those results and
the costs of the products. They (board of directors) bought the certified products and we coordinated
the fumigation plan per sector” (Technician, personal communication, December 6, 2019). Thanks to
those campaigns, the technicians can supervise the fumigation process, while a group of volunteers
(from the producers of the sector) apply the product in groups. This monitored application works well
because all the conditions are controlled to make sure that there is no cross-contamination or chemical
residues accidently applied in the fields. Moreover, the application is repeated each 15 days according
to the life cycle of the thrips, which improve the efficacy of the treatment. Additionally, the fact that
three different products are applied over the year avoids building resistance from the pest. Since the
implementation of those campaigns, the technical team has seen a significant decrease of non-organic
pesticide applications and producers started to apply organic pesticides with more frequency on their
own initiative. The technician told: “Now they know that they need to apply at least twice within a 15
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days interval. Some do preventive applications every month, others every two months, but it is still a
lot more than in the past” (Technician, personal communication, December 6, 2019). It seems thus that
the fumigation campaigns are successful to support producers and monitor the application of organic
pesticides. This measure calls for collective action amongst technicians and producers and was not
observed in other POs. It seems that the focus on supporting producers in the organisation culture and
the balanced leadership between the administrative manager and the board of direction facilitates
collective action.
A further particularity of this organisation is how producers are invited to training. After having tried
different methods, it seems that the most effective strategy is to invite the producers personally to
training. The technicians personally bring an invitation to each producer and ask them to register for
the training. One of the technicians explains the process: “We first arranged a training by
communicating with the president of the affiliated associations, but they forgot to alert the members,
or they kept asking for rescheduling, so the team lost a lot of time. Last year, we tried to work with
transmitters (local radios). We were paying for the emission of the list of participants, place and time
to announce the meetings, but some producers lived too far away and did not receive the signal, or the
transition was made 30 min before the normal time, so not everyone was listening. From October this
year (2019), we decided to deliver personal invitations for the training at the house of the producer
with a signature of the receiver. This makes the system clearer and no excuse can be made by the
producer to not participate. Because many producers have another job on the side, they have two
opportunities to attend the training, but if they do not attend either of the training or did not send a
representative, they are summoned by the administrative manager” (Technician, personal
communication, December 6, 2019). This highlights the commitment of the technical team to reach
producers. Although similar difficulties to reach producers are encountered in the two other POs, such
a personalised approach is not used. This illustrates both the dedication of the technical team and the
commitment to support producers, even the ones difficult to reach. This type of invitation mechanism
is well aligned with the organisational culture, which focuses on supporting smallholder POs,
throughout the Chira valley.
A further particularity of this organisation is that special attention is given to the way the technical
team interacts with producers. One technician explains: “Producers prefer to participate in practical
meetings in the field than to meeting in the classroom. The participation is better in smaller groups
(under ten), where everyone can talk, and we can make some small practical evaluation to make sure
the message is understood” (technician, personal communication, December 6, 2019). In the same
line, I could observe that training from the technical team is very practical and that the contribution of
all the participants is expected. For example, a training was given about the root health of the banana
plants, that is a key issue in many plots. The producers were then asked to unroot one banana plant
and to classify the root between healthy, sick and dead. Producers were asked to all participate and
give their opinion of the root health (Figure 18).
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Figure 18: participatory trainings about root health (technical training PO3, November 28, 2019)

The last particularity in the work of the technical department is the promotion of bio ferments
preparation by producers. Bio ferments are concoctions made out of fermented organic matter. Those
preparations improve the soil condition, stimulate plant growth and improve plant health (Kalema &
Chacon, 2010). The technical team supported producers in the adoption of this technique by letting
producers try samples (prepared by the technical team) on their plot. The implementation of this
technique has the advantage to reduce production cost of producers by removing fertiliser costs. Such
approach is unique to PO3 and it illustrates how this organisation tries to offer cost-efficient
mechanisms to support its producers (like fumigation campaign). This approach corresponds to the
organisational culture and its aim to support smallholder producers.
From the point of view of producers, the reasons for the noncompliance with the organic certification
is caused by the different levels of commitment between producers. One of them explains: “Since the
discovery of chemical residues in the valley, the certification agency has put more pressure on the POs.
Now the technicians have to be behind the producers and check us a lot. The truth is that not 100% of
the producers are aware of the topic of organic production. The ones who want to export and are
involved in this industry yes, but not everyone. Some are not interested, and they flaw the quality”
(Producer, personal communication, November 28, 2019). This statement is confirmed by another
producer who highlights different mentality between producers. He says: “As a producer, if I do all the
production practices on time, I’m assured that I will have very little discarded fruit at the harvest. All
the quality is determined by the work of the producer on the plot, not afterward. Personally, I like to
put the recommendations of the technical team in practice. That’s what I like, I like to learn. I try and
then I see if it works. Other producers try to discuss it before having tried. I’m here to learn not to
discuss. We need to put the recommendations in action. I encourage others to do it too. The quality
always depends on the commitment of the productor. If he does the practices on time or not” (Producer,
personal communication, November 28, 2019). This testimonial seems to confirm that there are
different types of commitment amongst producers, with some more committed to produce high
quality fruits and follow the rules than others. This conclusion is in line with the observation of one of
the NGO representatives, who gave historical reasons for the difference of producers’ commitment to
their banana plot (see History of POs in Peru).
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But due to differences of commitment or mentality, differences in resources should also be considered.
One of the producers asserts: “In theory, we should fertilize every 3 months. But in practice, a lot of us
do not follow this recommendation because of the cost. I personally fertilize every 4 to 5 months”
(Producer, personal communication, November 28, 2019). It seems that although producers have
different mentality concerning the application of recommendations, direct support with agricultural
input, such as fertilizer, is a key-factor in the practical application of technicians’ advice.
Overall, the mission of the organisation is to be a support system for its members, and it is reflected in
the particular monitoring methods employed in the organisation. The collective action to control pests
and the democratic decisions-making seems to prevail concerning social control (training) and the
process control (fumigation campaigns). Whereas the outcome control is solely in the hand of the
certification department and supported by both the administrative manager and the board of
directors. To conclude, it seems that process control, such as the fumigation campaign and the access
to fertilisers are important factors in the compliance of technical recommendations both about pest
control and production quality. The special attention given to training, in the form of personal
invitation, participation control and participatory approach might impact the level of commitment of
the producers.
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7. Discussion
The discussion is organised per research question. First, each research questions is answered, and the
findings are connected to the literature. Secondly, the conclusion of each RQ informs the final
recommendations. The last section contains the limitations of this study and recommendations for
further research.

7.1. The IMSS’s implementation
The first research question; How is the internal monitor system structured and put in practice by POs?
is answered by analysing the IMSS. The IMSS is studied based on the three categories defined by Zhou
et al. (2019): the social, process, and the outcomes control measures. As explained in the theoretical
framework, each of those three categories have a different function. The social control measures are
preventive and have the function to raise awareness and inform producers about the certification
regulations. The process control measures have a support and monitoring function during the
production process. The outcome control measures enable the POs to check the conformity of the
production practices after they have taken place. The measures taken by each POs will be presented
according to those three categories.

7.1.1. Social control measures
In all three POs, social control measures were used to prevent nonconformity. Indeed, each
organisation used their general assemblies, technical training, certification training and individual
advisory visits to inform the producers about the rules of the certification. Nevertheless, the
implementation of those measures differed between the three POs studied.
Two particularities were observed in the implementation of those measures. The first difference
concerns the way producers were invited; the second difference is the form given to those training.
When comparing those two factors, I noticed that the third PO differed from the two first ones. Indeed,
the third organisation tested several approaches to invite producers to training and discovered that
personally bringing the invitation and confirming the participation of each producers was the most
successful approach to ensure the participation of producers. Secondly, in the third PO, technical
training is organised in an interactive manner to promote the practical participation of producers. In
the two first organisations, the invitation to training was made through local producer’s delegates and
the training was more formal and one directional (top-down). Those different approaches induce
different levels of participation and interaction between the producers and the employees of the PO.
To characterise those differences, I use two concepts: bottom-up (initiated and/or led by producers)
or top-down; (initiated and/or led by the direction who wish to empower producers). The bottom-up
approach is considered more participatory, since producers are involved/lead the decision-making
process and the top-down approach more authoritarian, since the top management takes decisions
concerning producers. Nevertheless, those two extremes are in reality a continuum as explained by
Reed et al. (2018). He writes: “We recognize that there is a gradient between top-down and bottomup agency and each of the different modes of engagement, rather than these being hard boundaries,
as depicted in the figure. As a result, it is possible to envisage types of engagement that may lie in
between each of the idealized types” (Reed et al., 2018, p.9). Those two concepts (top-down and
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bottom-up) enable a characterisation of the implementation of internal processes by each
organisation.
When applying this analysis to the first organisation, it results that its implementation of the social
processes leans towards a top-down approach. Indeed, during the training the focus was more on the
knowledge of the technician and the rules of the organisations than on the participation of the
producers. It focuses on the transmission of information and rules from the PO to the producers in a
plenary setting. In the second organisation, the form of the training was in between top-down and
bottom-up. Indeed, the training was organised as a formal plenary meeting with producers, where
technicians gave instructions and advice about production practices. This seems rather a top-down
approach, but the amount of questions and shared experiences by the producers about those advices
turned this training into a rather participatory form. This difference of vision of how a training should
happen; technician having a rather formal approach, producers engaging and questioning the advices
of the professional seemed to reflect the internal configuration at the top management level. In the
third PO, training is organised in a more participatory style. This interactivity gives more room for
producers to participate and influence the training, thus leaning towards a bottom-up approach.
Indeed, during the training I observed, producers were asked to participate and give their opinion. The
level of interaction between producers and technicians was more intense than in the two previous
cases.
To conclude social control measures are present in all three cases, but variations are visible in their
implementation. The different application of those measures indicate a different approach to training,
some more top-down oriented (more participatory) and other more bottom-up (less participatory). By
placing each organisation on this continuum, it results that the first organisation has the most topdown approach, followed by the second organisation that lean towards a more participatory
implementation, followed by the third organisation, which deliberately adopt a participatory approach
to training.

7.1.2. Process control measures
The process control category contains three different measures; how the material used to apply
pesticide is controlled by the PO (application material) such as manual or mechanic spraying backpack,
what organic pesticides are used by producers (fumigation product), how those pesticides are applied
(fumigation method). All those measures are categories in supporting mechanisms taking the form of
subsidies, information or common action and monitoring mechanisms limiting the choices of the
producers (rules and control). All those measures enable POs to control the risk of application of
forbidden pesticides and support producers in adopting the right practice. The process control
measures differ in each organisation observed. I will detail them here.
In the first organisation, both supporting and controlling measures have been observed concerning the
fumigation products and the fumigation methods. No measures have been observed concerning the
application material. The use of certified organic pesticides is supported by three mechanisms:
recommendations by technical staff of application technique, frequency and dosage; certified
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pesticides bought in bulk by the POs and sold to producers, financial help in the form of subsidised
selling price of those pesticide to producers. The use of non-conform pesticides is monitored by two
systems. The first one is the mandatory announcement of future fumigations by producers. This
enables the certification staff to visit producers at the moment of the fumigation and control both the
product used, and how the products are applied. The second system is a mandatory application of the
specific organic pesticides recommended by the technical staff and the sanctioning in case of the
application of other organic pesticides. To resume, in the first organisation, fumigation products and
fumigation methods are monitored with both supporting and controlling measures. In comparison
with the two other cases, supporting methods are more expensive (price subsidies) for the PO and the
monitoring system is based on the assumption that producers should be controlled and fined by the
internal inspectors to ensure the application of the rules.
In the second organisation, different supporting and controlling measures for the fumigation products
and the fumigation methods are observed. As in the first organisation, no measures have been
observed concerning the application material. The main difference lies in the form given to the
financial support and the monitoring system of fumigation. Indeed, as with the first organisation, the
two first supporting measures are applied: recommendations by technical staff (application technique,
frequency and dosage) and certified pesticides bought in bulk by the POs. The financial help differs by
taking the form of payment facilitation by enabling producers to pay in monthly instalment. The use
of non-conform pesticides during the production process is enforced by the obligation to use only
approved pesticides and the obligation to bring any new pesticides to the technical staff before
application for approval. That way, the technicians can check if the product is certified organic before
it is applied in the field. Any producers found derogating to the rule is sanctioned. In sum, the second
organisation does not subsidise the price of organic pesticides but is putting instalments to facilitate
repayment, which is a less costly measure for the PO. The organisation relies on the control of internal
inspectors and on the communication of producers with the technical team to ensure the use of
organic products by producers. This monitoring system gives more room for producers to themselves
select the organic pesticide they applied, if the certification of the product has been controlled by the
technical team.
The third organisation differs most from the two other organisations. The particularity is that the
organisation offers application material support and monitoring in the form of fumigation campaigns.
The supporting measures are technical recommendations (about application technique, frequency and
dosage), certified pesticides bought in bulk by the POs and supply of application material by the local
organisations during fumigation campaigns. No financial support in the form of subsidies or payment
facilities have been recorded. The main controlling mechanisms for the application of non-organic
products are the fumigation campaign organised by the producers and the technical team. Through
this measure, the technical team can control what product is applied, the dosage, the method and
make sure that clean (free of non-organic residue) application material is used. This is also a supportive
measure, because it enables producers to share the cost of the fumigation. In short, the third
organisation does not provide direct financial support but is able to provide more practical guidance
through fumigation campaigns. This measure enables both monitoring and support of producers and
62

is less costly than subsidies. The control mechanism during the production process is more focussed
on the collective participation to fumigation campaign than on strict policing although application of
non-recommended products is also sanctioned by the certification inspector (see outcome control).
The fact that this third organisation put more focus on guiding and supporting its producers is not
surprising, since the core of their organisation culture is the support to producers. This link will be
further discussed with the second research question.
From those results, two observations can be made. Firstly, wealthier POs can offer support to their
producers in the form of organic pesticides price discount, like observed in the first organisation but
indirect forms of financial support are observed in less prosperous POs. For example, buying organic
pesticides can be made easier for producers by offering instalment option (PO2) or sharing the cost of
fumigation amongst a group of producers during fumigation campaigns (PO3). Secondly, different
forms of monitoring mechanisms have been observed. Some PO focus more on collective action and
thus some form of social control to ensure compliance, whereas other PO rely more on the sanctioning
system to ensure compliance to the rules. In sum, in this study, wealthiest POs establish direct financial
support whereas less fortunate POs adopt other types of supportive measures. Two POs focus more
on sanctioning (PO1 and PO2), whereas the third organisation uses social control and joint action to
monitor its members.
To conclude, process control measures have been adopted by all three organisations, though each has
its own particularities. The differences observed in process control indicate that financial support to
producers can be influenced by the economic situation of the POs, whereas the form of monitoring
and sanctions (social control or top-down control) is determined by the organisation’s culture.

7.1.3. Outcome control measures
The outcome control measures take three forms; inspection visits by the certification staff
unannounced or planned, chemical testing for residues of non-organic products based on individual or
group sampling and anonymous denunciation system. This category regroups measures that can be
taken by the POs to detect noncompliance retrospectively (after the application has been done). Each
PO studied applies the first measure (individual visits) and has particularities concerning the testing
and the denunciation system.
The particularity of the first organisation is that the chemical testing is done individually and paid by
the PO. Additionally, the PO uses all three forms of outcome control. Firstly, the certification team is
in charge of collecting vegetal samples to check for chemical residues. Those samples are taken
individually and paid by the organisation. Then, the certification team is in charge of making planned
and surprise visits to producers in their plot. During those visits, an evaluation of the conformity of the
plot is made through visual observations and questions to the producer. Based on those evaluations,
recommendations are made to the producers and they have 15 days to implement them. After two
weeks, the inspector visits again the plot to check the implementation of the recommendations of the
previous visit. Producers who repeatedly do not apply the recommendations get notified to the
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administration manager and can be fined. Thirdly, an anonymous denunciation system is in place, in
the form of a specific phone number. This measure is enforced by the rule that everyone who sees
suspicious behaviour in the field has the obligation to report it. To conclude, the organisation makes
use of the three measures of the outcome control to detect noncompliance and differs from the two
other cases by the fact that chemical testing is done individually and financed by the PO. Again, as in
process control, the emphasis of the monitoring is put on external control and based on expensive
chemical testing made by external laboratories.
The second organisation differs in its implementation of the chemical testing. Equally to the first
organisation, all three forms of outcome control are used. The particularity is the testing of producers’
plots in groups. Instead of taking individual samples, this organisation regroups three neighbouring
plots in one sample (Table 3). This measure is justified by the fact that chemical tests are very expensive
for the organisation. Additionally, this measure is beneficial because it forces producers to control each
other’s behaviours in the field. This behaviour is enforced by the rule that if the sample contains
residues of forbidden chemicals all three producers are sanctioned, unless one of them can pay an
individual analysis to prove its compliance. Secondly, the certification team is in charge to make
planned and surprise visits to the field. During those visits, an evaluation form is filled in and
observations are made on the plot. Based on those observations, recommendations are made, and a
deadline is decided jointly with the producer to when the check of the applications of the
recommendation will be done. If a producer does repeatedly not follow the instructions of the
inspector, he will be summoned by the administrative manager and will have to explain himself.
Thirdly, as in the first organisation, an anonymous denunciation system is in place. Everyone in the
field from workers to producers can announce suspicious observations and those tips will be verified
by the certification or technical team. To resume, the third organisation applies all three outcome
control measures with the particularity to chemically analyse one sample from a group of producers
to reduce the financial cost of the testing. This organisation relies as well on external validation of the
correct use of pesticides in the field, but they introduce some social control, by supporting
neighbouring producers to work together and watch for the group compliance. In this example, the PO
uses its internal culture that focuses on producer’s support and on group control to reduce the financial
cost of the monitoring.
The third organisation uses only the two first outcome measures (individual visits and chemical testing)
with the particularity that the producer must pay the testing by himself. In the results, an anonymous
denunciation system was not mentioned, but it is possible that technical staff get informed by informal
ways of suspicious plots. The particularity concerning the chemical testing is that the organisation does
not pay for the laboratory analysis but the producers themselves. This PO also organises planned and
surprise visits to producers and evaluates their plot and their practices based on a questionnaire.
Equally as the two other POs, the certification inspector is in charge to make recommendations and
check on the implementation of those recommendations by the producers. Again, if a producer does
not repeatedly collaborate and implement the recommendation he will be summoned by the top
management and he will have to reiterate his commitment to participate in the PO. Thus, the third
organisation differs from the two other cases because it does not have an official denunciation system
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and chemical analysis is at the cost of the producers. This last point is related to the financial situation
of the PO, but also impact the number of chemical tests done amongst its producers. Although until
now, the PO has never been sanctioned by the certification banned from export, this lack of financed
testing by the PO can be analysed has an increased risk of residue detection at destination by the
exporters. This raises two questions: What level of risk can be taken by POs without negative
consequences (export ban)? And how to best monitor producers within the financial capacities of the
POs?
By comparing those three cases, different approaches towards monitoring are observed. Some POs
totally rely on chemical tests to control their compliance (PO1), other mix chemical testing and social
control to limit the cost of the monitoring and include producers in the controlling effort (peer control)
(PO2), while the last organisation totally base itself on the controlling done by the certification
department and the collaboration of producers to the compliance effort (PO3). Those differences can
be related to the POs internal culture, as some POs take a more inclusive approach than others.
Nevertheless, the level of testing is probably limited by the POs’ economic situation; the first PO is the
wealthiest and invests massively in chemical testing, the second PO takes group samples to reduce the
cost of analysis and the last PO charges producers for the testing of their plot. However, testing by
external laboratories is a crucial element to gain the trust of buyers and to confirm level of compliance
internally. Each PO has to navigate those two parameters (financial situation and compliance certainty)
to both minimise the cost of their IMSS and reduce the risk of noncompliance. In sum, it should be
carefully evaluated if the risk of being sanctioned by the certification is worth the financial benefit of
not conducting systematic chemical tests (financed by the PO).

7.1.4. Sanctioning system
The sanctioning system is the mechanism used by the PO to sanction nonconformities detected by the
IMSS. Those sanctions correspond to both nonconformities to internal rules supporting the social,
process and outcome monitoring measures and to nonconformities to the organic certification rules.
Two main sanctioning systems have been observed in this study (Table 3).
The first sanctioning system works by directly applying the sanctions defined by the internal regulation
to nonconformities detected by the IMSS. The first and third studied organisation used this type of
sanctioning system. The certification department oversees the application of the sanctions and is
monitored by the administrative manager. In sum, two of the three cases make a direct application of
the sanctions described by the internal regulation and give this task to the certification department.
By doing so, the sanctioning system is separated from the influence of producers.
The second sanctioning system is also based on the application of the sanctions described by the
internal regulation but is managed by an internal control committee. This system was used in the
second organisation. The particularity of the internal control committee is that it regroups producers
and employees, and not just employees like in the first system. This configuration gives trust to the
producers in the fairness of the sanctions. This system also gives room for the consideration of the
specific circumstances of the producer sanctioned in case of minor nonconformities. In case of major
nonconformities, such as the application of forbidden products, the committee follows a strict
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application of the sanctions dictated by the internal regulation. To resume, one of the three
organisations opts for a more inclusive sanctioning system which mixes employees and producers to
decide on the appropriate application of the internal regulation in case of nonconformities.
Table 3: Summary of differences of implementation of IMSS measures in the three studied POs.

Internal monitoring and sanctioning system (IMSS)
Social control

Process control

Outcome control

Sanction system

PO 1

Technical and certification
trainings

Obligation to announce
fumigation, subsidies for
organic pesticides

Individual residue test
payed by PO

According to internal regulation,
applied by certification department

PO 2

Technical and certification
trainings

Obligation to have technical
staff approval of the product
before application

Group testing for residue
payed by PO

According to internal control
committee, considering producer’s
circumstances

PO 3

Special invitations and
interactive trainings

Fumigation campaign

Individual testing payed
by producer

According to internal regulation,
applied by certification department

To conclude, two forms of sanctioning system have been observed in the three POs. One separating
producers from the decision-making process, the other including them. The two different sanctioning
systems can be explained amongst other factors, by the organisational culture. This link is explored
with the second research question.
Now that all the aspects of the IMSS have been analysed, four conclusions can be made. Firstly, each
organisation presents different levels of participation and involvement of the producers within the
IMSS. Some POs are more top-down, while others are more bottom-up. Secondly, participatory
measures such as the fumigation campaign can be a more cost-effective manner to monitor producers
during the production process (process control), than controlling through individual visits. This is a
crucial aspect since POs need to respond to the need of their members in a cost-effective manner.
Indeed, they correspond to the definition of for-profit social enterprises by Goyal, Sergi, & Esposito
(2013). According to him: “self-sustainable or for-profit organizations focus on maximizing the social
impact while remaining self-sustainable” (Goyal et al., 2013, p.8). Thirdly, POs need to carefully design
their IMSS according to their financial situation, which can negatively impact their ability to chemically
test samples from their production to guarantee their compliance internally. Finally, the sanctioning
system can be organised in two ways: one including producers, the other keeping the sanctioning
system in the hand of the certification department. Those differences are analysed with the second
research question.

7.2. PO’s culture & structure
To discover more about this connection between IMSS and the organisational structure and culture,
the second research question was asked: what is the role of the organisation’s structure and culture
on the functioning of the internal monitoring of producer’s organisations?
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To answer this question, both organisation’s culture and structure of each POs has been studied,
following the theory of organisational culture elaborated by Schein (2010). Organisational culture has
been selected as a complementary framework to better understand the rationality and values behind
the differences in implementations of the IMSS. Other studies such as Kyriakopoulos, Meulenberg and
Nilsson (2004) highlight the impact of the organisational culture and structure on the performance of
POs and their market orientation. I first discuss the relation between organisational culture and the
POs’ structure (legal form) and then dive into the relationship of those two factors on the
implementation of the IMSS.

7.2.1. Relation between organisation’s structure and culture
In this section, I start with the influence exerted by the structure of cooperatives on the form of profit
sharing. When a PO opts for the legal form of a cooperative, they have to share profit between
members proportionality to their productivity. Hence, the legal form exerts quite some influence on
the profit sharing rules, because non-cooperative POs tend to share profit equally between members.
The impact of such a rule on the POs’ culture could be hardly measured but it is possible that because
of this rule, different types of POs (cooperative or associations) attract productors with different goals
and production capacity. This different focus could then in turn influence the organisational culture
and the level of inclusion of farmers in the IMSS. Interviews with producers in the second organisations
show that producers give a lot of importance on the equally shared profit rule. This emphasis on
equalitarian treatment, solidarity, and care for less producing farmer members could induce or support
the inclusion of producers in the sanctioning system. This inclusion enables consideration for the
personal circumstances of producers. Equally, this could impact the kind of producers joining the
associations. Producers with smaller plots or lower productivity would be more attracted by the
associative model, whereas producers with higher productivity and plot would be more interested by
the cooperative model. According to the interviews, the cooperative has indeed on average larger plots
than the associations. This hypothesis should be further developed and tested on larger samples but
could explain some of the differences observed between the three cases.
Next, I want to discuss the effect of the geographical distribution of producers on the monitoring
system. Indeed, the two first POs have grown their membership based on one central community and
with the years have annexed new productive areas, whereas the third case (second-order association)
has always been supporting small associations scattered over different production areas. The effect of
the heterogeneity of the group on compliance is noticed by Gouet (2009): “Based on sociopsychological literature, Koelen and Röling (1994) argue that trust is more likely to be low when
communities (or networks) are large, heterogenous and /or lack a sense of belonging together.” (p.93).
Similarly, according to Berdegué (2001) compact geographical distribution of members can impact
positively the monitoring. He asserts; “When PO’s (members) are embedded in a rural community, this
aids more effective and less costly internal rules and decisions-making processes, because of their
members’ close social and geographical proximity. For example, it makes monitoring members’
compliance with agreements and obligations cheaper; reduces members ‘heterogeneity, in turn aiding
the formulation of rules acceptable to all; enhance the social costs and consequences to members of
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not complying with agreements and obligations; ensure just and appropriate treatment of those who
break the rules (due to better local information about the context in which the violation occurred); and
provides greater and better organisational participation”. (p, viii Summary). This extract highlights how
the acceptance of the rules and the monitoring can be better managed in POs concentrated in one
area. It also raises the question of the inclusiveness and representativity of all productivity areas in the
decisions-making process concerning the IMSS. Based on this excerpt, it can be deducted that the
acceptance of the rules by producers and the correct sanctioning system according to local conditions
depends on the participation of rural communities to ensure the definition of rules acceptable to all
members (Berdegué, 2001). Equally, the negative effect of a wide distribution of producers can be
counterbalanced by a strong culture and sense of belonging. All those factors seem to be relevant for
the success of the IMSS.
Finally, I discuss the implication of the choice of the legal form on the organisational culture. In the
Peruvian context, two legal forms are mostly used by POs; the association and more recently the
cooperative (since 2010). The choice made by leaders and the group at the moment of the formation
of the PO impacts the organisational culture. Because all three POs have been formed as association
or second-degree association (third case), a change of the internal culture was probably necessary to
enable the change of structure of the first organisation from association to cooperative. This structural
change could be the reflection of internal cultural changes, in particular under the influence of some
charismatic leaders. At least, this is what the history of the first organisation teaches us. According to
key-informants, the organisational culture of PO1 has been strongly influenced by two renowned
leaders, who have changed the internal culture of the group. The mindset of the actual administrative
manager seems aligned with this culture, making it difficult to know if he is the one influencing it or if
the PO has by itself chosen a leader that corresponded to its existing culture. According to Schein:
“Founders and leaders tend to ﬁnd attractive those candidates who resemble present members in style,
assumptions, values, and beliefs. They are perceived to be the best people to hire and are assigned
characteristics that will justify their being hired”. (Schein, 2010, p.282). If the leader has influenced the
culture or the organisation has chosen a leader matching their internal culture is not clear but it is clear
that they are aligned and that the values of the actual administrative manager are widely shared with
other managers and employees. It seems thus that leaders can impact the organisational culture
significantly and that such influence can support the transition from the association model to the
cooperative legal form. The influence of the leader on the organisation culture is not the focus of this
research but is worth highlighting, since similar observations are made within institutional theory
researches. Indeed, Lawrence, Leca and Zilber (2013) admit that the importance of leaders in shaping
organisation has been overlooked in institutional and organisational research. In sum, the structure
and the culture are tightly intertwined and cannot be analysed separately from the organisational
culture. Therefore, the impact of the structure and the culture on the implementation of the IMSS will
be treated jointly in the second part of this discussion.
Several aspects of the structure indirectly influencing the IMSS have been identified:
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•

•

•

The type of producers in a cooperative or an association may differ because of the difference
in the profit sharing rules. This might impact the organisational culture. In turn impacting the
implementation of the IMSS.
The wide or close distribution of a PO in one or several rural community/ies can impact the
acceptance of the rules by producers, the design of the sanctioning system and the
implementation cost of the IMSS. Negative effect of the wide distribution can be compensated
by including all the different productions areas in the decision-making process about the
functioning of IMSS or by improving the sense of belonging to the group by reinforcing the
internal organisational culture.
The PO’s leader can play an influential role in the organisational culture, which might be
influential in the process of conversion from association to cooperative.

Next, I explore the impact of the structure and the organisational culture on the implementation of
the IMSS.

7.2.2. Impact of organisation’s structure and culture on the IMSS
The second research question is answered in two steps. First, the organisational culture of each PO is
analysed based on the theoretical framework of Schein (2010). Then, the organisational culture is
related to the particularities of the implementation of the IMSS by each PO. To characterise the
organisational culture two transversal themes have been selected. First, I analysed how employees
and producers express the main goal of their PO. This theme is titled Business Rationality because it
describes what is the main financial goal of each PO. The second theme identifies who has the
strongest influence in the top management. This theme is called Accountability because it represents
to whom employees and producers are accountable to. The selection of those themes stems from the
data analysis. Doing the coding and comparing the results of the POs, the differences between the
three cases could be summarised in the theme of business rationality and accountability. In this
analysis, those two themes will be used to explore how the organisational culture influences the
implementation of the IMSS.
Looking back at the results regarding the two themes presented above (business rationality, and
accountability), the first organisation seems to lean towards a more business-like rationality (profit
and growth) and a more ‘authoritarian’ management style. Indeed, the general culture of the
organisation focuses on the compliance to rules. Additionally, when looking at the accountability
theme (to who people are accountable to in the organisation), it results that the administrative
manager has more influence on decisions than the board of directors. The combination of those two
characteristics (focus on rules and lead of manager) seem to support more top-down practices at the
field level (between technician and producers). This is reflected in the approach taken toward the
monitoring of the producers. In fact, it could be observed that most monitoring measures are based
on rules and controlled by the certification inspectors and not based on collective action or to have
room for individual considerations (as observed in PO2 and PO3). Similarly, during training, the
communication is rather one-way (from technician to producer) and no inclusive or participative
measures were identified. Equally, the sanctioning system is based on the direct application of the
sanctioning rules in the internal regulation by the certification manager (Table 4). On the financial
aspect of the IMSS, the organisation relies on costly controlling measures by implementing price
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subsidies for organic pesticides and heavily investing in chemical testing. This approach is pricey but
thoroughly ensures a good price through certification and a low risk of noncompliance and sanctioning
by the certification agency. Finally, the common history of the PO with the short suspension of two
weeks in 2017, has convinced the producers of the importance of the IMSS. In sum, it seems that this
more top-down approach is possible when it corresponds to the organisation culture and when
producers recognize the necessity of the IMSS.
This result contrasts with the multi-stakeholders’ processes (MSP) literature, which traditionally
recommends a participatory approach for decision-making to guarantee the commitment and
involvement of participants, and treat less participatory approaches as undesirable (referred to as
manipulative in Arnstein, 1969). However, more modern approaches such as Vella, Reed, Sidoli del
Ceno, and Attlee (2015) and Reed et al. (2018) recognised that the choice of approach should be based
on the context and purpose of the engagement and that all form of engagement (top-down or bottomup) can be successful. Reed states: “engagement in the form of top-down communication can in some
contexts achieve its goals successfully, while more bottom-up, coproductive processes sometimes fail
to achieve their goals” (Reed et al., 2018, p.15). Relating those findings to this study, both forms of
engagement can be appropriate for social and process control and should be chosen based on the
internal culture of the group. In cases the group is used to a top-down culture and producers are
committed to it, the communication between the PO and the producers should be organised similarly
(PO1). Based on this extract, it can be concluded that the top-down approach can have a positive effect
on the commitment and involvement of the producers when matching the internal culture of the PO
and applied on social and process control. It might be detrimental when producers are used to an
inclusive and participatory management style. In sum, the first PO although being the only one in this
sample with a more top-down implementation of the IMSS, seems to use adapted measures to engage
their producers in the IMSS, since it corresponds to the overall organisational culture of the PO.
When looking at the results of the second PO, it appears that the organisation's main goal (business
rationality) is to support socially and economically the producer’s community. By doing so, democratic
decision-making is expected by the members. This type of organisational culture tends towards a more
bottom-up management system. When looking at the accountability theme, it results that the board
of directors (producers) has more influence than the administrative manager. It seems that the
combination of a supportive internal culture and a producer led top-management facilitates the
participatory practices at the field level (between technician and producers). Those two characteristics
are widely mirrored in the implementation of the IMSS. For example, during the training I observed,
producers were influential in modelling the form of the training, by actively participating and
questioning the decisions of the technicians. Similarly, the sanctioning system is composed of
employees and producers who jointly make decisions about the sanctions inflicted in case of
nonconformities by members. On one hand, this system enables the inclusion of producers in the
sanctioning system. On the other hand, this approach allows room for considering the individual
circumstances of the accused producers, instead of strictly applying the sanctions dictated by the
internal regulation as PO1. A further connivance between the organisation culture and the
implementation of the IMSS is visible in outcome control. Indeed, producers are controlled per group
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of three, when chemical samples are collected (Table 4). This technique induces peer control and social
pressure, because if the result is positive all three producers will be sanctioned. Additionally, this
system is economically favourable for the POs that does not have to finance individual plot chemical
analysis. By using this approach, the PO minimises the risk of nonconformity to the organic certification
and limits the cost of the monitoring. Unfortunately, this measure has been implemented as a result
of the recent sanctioning of the PO (2018-2019). It raises the question, if the earlier implementation
of such chemical testing could have prevented this event. Indeed, the consequences of such
nonconformities have been three months of exportation ban and is still impacting negatively the PO’s
finance. Knowing that this PO has suffered the most severe sanction from the studied POs questions
the efficacy of its sanctioning system. It might be that the participatory approach has its limits when
the control of compliance is needed, through outcome control and the sanctioning system. As those
two groups of measures are central to ensure the effectiveness of the IMSS, they might need to be
implemented in a top-down manner independently from the organisational culture. This question is
further explored with the following case.
Based on the analysis of the third organisation culture, it appears that the business rationality focus is
on the supportive role of the organisation and the solidarity between members. Additionally,
producers and employees in the organisation are accountable to both the board of directors
(producers) and the administrative manager. It seems that those two characteristics (organisational
values and accountability) of the organisation’s culture support the implementation of participatory
and bottom-up practices. This power configuration at the top management level and its focus on
solidarity have moulded the implementation of the IMSS. As a first difference from the two previous
cases, it is observed that the social and process controls measures are far more inclusive and
participatory. For example, technical training is designed to engage the producers practically and the
monitoring of pesticide application is organised through collective action in the form of fumigation
campaigns (Table 4). Interestingly, this organisation decides for a direct application of the sanctions
system by the certification department. They thus prioritise the independence of IMSS from producers’
influence over the inclusion of producers in the sanctioning system. Although the third organisation
shares the same value of solidarity with the second organisation, this different choice of sanctioning
system could be explained by the different configuration concerning the internal power balance.
Indeed, in this PO both the board of directors (composed of producers) and the administrative
manager are in the lead whereas in the two other cases, one of the two is more influential. A further
argument given in the interviews is that the management has the feeling that the sanctioning system
will be fairer if it is managed by people outside the communities of producers (the certification
employees), to avoid internal influences. This explanation corroborates with the findings of Berdegué
(2001). He explains; “When PO’s membership is based on the local rural community, the social and
geographical proximity can undermine organisational rules; for example, when enforcement of
agreements is hampered by family obligations or when those with greater power in the community
exert an undue influence within the (PO)”(p.Viii). Berdegué seems to agree that local ties between the
PO and the local population can weaken the IMSS. For this same reason, the third PO decided to keep
a separation between the employees monitoring the producers and issuing fines and the producers
themselves. In sum, the supportive organisational culture of the PO is visible in the implementation of
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interactive technical trainings with producers (social process) and during fumigation campaigns by
engaging producers in the control of application of pesticides through collective action (process
control), but the inclusiveness of the approach is not extended to the sanctioning system. This confirms
the assumption about the need for a more top-down sanctioning system. The fact that PO3 has not
been sanctioned by an exportation ban to this day, might confirm that an independent sanctioning
system can be beneficial to ensure the effectiveness of the IMSS. As Berdegué (2001) observes, kinship
relationship between the controller and the controlled might be detrimental to the effectiveness of
the IMSS.
To conclude, some links can be established between the organisational culture and the
implementation of the IMSS. The organisational culture seems to influence the level of participation,
inclusiveness or ‘authority’ and control defined by the PO. The links between the organisational culture
and the implementation of the IMSS are visible in those three cases. Concerning the sanctioning
system, two different perspectives can be compared amongst PO with a strong solidarity culture. The
fact that in PO3, an independent sanctioning system (from producer influence) is seen as fair, might
be explained by the joint governance of the administrative manager and the board of directors. In the
case of PO2, the dominant board of directors might not have been able to support the implementation
of an independent sanctioning system (from producer influence) and therefore had to include
producers in the sanctioning system. It is important to note that the relative flexibility offered by this
inclusive sanctioning system is compensated by the recurrent chemical testing (outcome control),
which engenders strict sanctioning of members. While in the case of PO3 the chemical testing is less
systematically implemented and might thus reduce the number of decrees by the sanctioning system.
The choices concerning the sanctioning system made by PO remind us that the culture is not the only
determining factor and that participatory approach might have its limit concerning the outcome
control and the sanctioning system. Further impacting factors influencing the implementation of the
IMSS are discussed in the next section.
Table 4: Summary of structural and culture influencing the IMSS in the three studied POs
Structure

PO 1

Cooperative
Proportional profit
repartition
Based in one area

Organisational culture
Business rationality
Accountability
Focus on financial
sustainability

Influential Administrative
manager

PO 2

Association
Equal profit repartition
Based in one area

Focus on support system
for producers

Influential board of
directors (producers)

PO 3

Second-order association
Equal profit repartition
Regroup seven associations
from different areas

Focus on support for
small producer
associations

Both board of directors and
administrative manager

Impact on implementation of IMSS
Strict application of rules (internal sanction
policy) by certification manager, rely on
financial supportive rules (pesticide subsidies)
and costly chemical testing
Inclusive sanctioning system (by internal
control committee) and consideration of
individual producer circumstances, allow
some room in the selection of organic
pesticides by producers based on control of
the certification certificate, rely on peer
control by testing producer in group
Strong support to producers by technical
team and control by collective action
(fumigation campaign). Separation between
producers and employees in the sanctioning
system: responsibility to the certification
manager

7.2.3. Further impacting factors
Through the analysis, further factors have been identified influencing the implementation of the IMSS;
the financial situation of the PO and the history of POs in Peru.
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The financial situation of the PO seems to limit the choice of measures overseeing compliance. Indeed,
in the three cases, a correlation between the financial prosperity of the PO and the number of
measures with high implementation cost could be observed. For example, the first PO, which is the
wealthiest in this sample, implemented pricey measures; price subsidies and chemical tests. The
second and third organisations went for alternative measures, such as cost-sharing by grouping
chemical testing, to charging producers themselves for those costs. This observation raises the
question of the necessity of those chemical tests. If they are judged as a necessity to attract customers,
shared payment or cheaper testing methods should be considered.
Concerning the second factor; the common history of POs in Peru, it seems that the failing history of
cooperatives in the 1980 is still present in the memory of producers. This negative experience could
be one of the reasons for the limited success of the new cooperative model introduced in 2010.
Alternatively, it results that the strong culture of solidarity and support to producers is anchored in the
history of POs in Peru. Regarding the implementation of the IMSS, this could indicate the importance
to include participatory and inclusive measures when advising further POs on the implementation of
the IMSS.

7.3. Practical recommendations
By comparing the implementation of those three POs, different approaches have been observed. Some
relevant characteristics are summarised here to help POs to implement an effective IMSS which
correspond to their organisation.
Firstly, implementing measures based on collective action, such as fumigation campaigns, can be a
great way to reduce implementation costs (compared to price subsidies) and to both monitor and
support producers. Such measures can as well improve the sense of belonging and group cohesion,
with a possible positive effect on the compliance level.
Secondly, PO should critically assess how they can reduce the cost of controlling measures without
taking too much risk. This particularly refers to the chemical testing (outcome control) financed by POs.
Some examples of using group control and peer pressure have been illustrated in this study, which are
significantly less costly for the POs. Nevertheless, the cost of noncompliance and eventually of an
exportation ban are very high for a PO. Finally, chemically testing for pesticide residues internally, even
though costly, remains the only way to quantify compliance at PO’s level.
Thirdly, the implementation of the outcome control and the sanctioning system should be tailored to
reach the highest level of effectiveness. In POs with a top-down culture, a direct implementation of
those two control systems can be perceived as fair by members, whereas in POs with a strong feeling
of solidarity, the importance of those systems for the long-term sustainability of the POs should be
emphasized to producers. Indeed, it is necessary that producers understand that short term leniency
could lead to long term debacle (severe sanctions to PO, negative image and losing export market), so
that producers can collectively agree that strict sanctioning is fair for the long term. Such approach
would enable the support of an ‘independent’ implementation of those two systems (independent
sanctioning system from producer’s influence, and outcome control based on recurrent external
laboratory analysis).
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Fourthly, the organisational culture of an organisation should be taken in consideration, especially for
the social and process control part. If members are used to function in a top-down manner, it works
best when respected and used. Equally if the focus is on inclusive and participatory processes, this
should be followed when implementing the IMSS (Reed et al., 2018). It seems that all three studied
POs follow this recommendation, since the implementation of the IMSS corresponds to their
organisational culture.
Fifthly, the results have highlighted different business rationalities amongst POs working with Agrofair,
varying from a solidarity mentality to a more economic rationality. Those different business
rationalities should be taken in consideration during further communication between those POs and
Agrofair about the IMSS. Indeed, understanding the organisational culture of each PO is an important
first step to both reinforce that culture or to support the alignment of the management with their
internal culture. By understanding the underlying rationality of each POs, better communication can
be achieved between Agrofair and the POs, but also within POs between the top-management and the
producers, which can improve compliance.
Finally, the effect of all those factors on compliance are difficult to measure. Indeed, in two cases the
IMSS has been created as a response to POs export suspension by the organic certification (PO1, PO2).
The fact that both of those organisations have been suspended quite recently (2017 for PO1 and 2019
for PO2), makes it difficult to evaluate the effect of the implementation of the IMSS on compliance. So
far, of course, it can be argued that it has had a positive effect on compliance since no further
exportation bans have been recorded. This observation can be extended to PO3, since it has never
been banned from export before and after the implementation of the IMSS, which strengthen the
potential benefit of an independent sanctioning system and a recurrent chemical testing system.
Further evaluation of the IMSS could be made by comparing the frequency of negative quality reports
made at destination since the implementation of the IMSS. Unfortunately, those reports were not
made available by the POs. Anyhow, based on the literature, it seems that compliance of a group is
determined by several factors. For sure, the organisational culture is an influential one, but other
factors such as the common history of the group, the geographical distribution of members
(heterogeneity), the financial situation of the PO and factors such as the internal governance, the sense
of belonging and trust amongst members seem all to participate in the achievement of compliance.
POs who wish to improve their compliance should thus take in consideration all those factors. As an
external observer of the studied POs, I would suggest investing in a training on governance and
leadership in PO2, since as reported in the findings, divergences in the top management were
reported. Such contribution could reinforce the leadership and thereby trust and respect in the
management, with potential implementation of an independent (from producers) sanctioning system
with possible positive consequences on the compliance. For PO3, communication between the
direction and the producers was signalled as lacking. Good communication can be an important factor
impacting the trust between members and the management and the sense of belonging to the group,
indirectly impacting compliance. Similarly, it is the organisation who is the most affected by the
dispersion of its members. It could be evaluated how this disposition hinders control and compliance
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within the IMSS. Additionally, further investment on outcomes control in the form of chemical testing,
would provide a better overview of the internal level of compliance to the management. Concerning
PO1, producers seemed in general satisfied with the services delivered by the PO, even though more
collective and participatory action could be tested to involve producers more in the social and process
control of the IMSS, such as fumigation campaigns or more participatory training. Overall, working on
the group cohesion by involving producers in the decision-making process should support the
implementation of the IMSS and improve the compliance to the organic certification.
Similar conclusions are drawn by co-management researchers concerning the compliance of fisherman
to fishing regulation (Kaplan and McCay, 2004). Where fishers’ communities are involved in the
decision-making process to comply with fishing rules, compliance is enhanced. Kaplan resumes:
“Although there is no set recipe for this management tool, research in the social sciences indicates that
participation in the management process by those who are to be regulated should improve compliance
to regulations (Acheson, 1997; Kaplan, 1998; Kaplan 2000; Kaplan & Kite-Powell, 2000; Jentoft , McCay
, & Wilson, 1998; Sen & Nielson, 1996; Nielson & Vedsmond , 1997; Pomeroy & Pido, 1995; Couper &
Smith, 1997” (Kaplan and McCay, 2004, p.257). The participation of PO’s members in the elaboration
of the IMSS should thus have a positive impact on compliance. Additionally, Pomeroy put emphasis on
the need for individuals to agree with the rules and to understand the group benefit. He explains: “A
key variable for determining compliance is the individual perspective of the fairness and
appropriateness of the law and its institutions (Kuperan, 1996)” (Pomeroy, Katon, & Harkes, 2001,
p.204). In other words, “individuals must have a sense that the rules in place are equitable and there
must be sharing of costs and the benefits. Individuals must feel that the benefits to be obtained from
participation in the co-management arrangements, including compliance with rules, will be greater
than the costs of such activities” (Pomeroy et al., 2001, p.204). This analysis underscores the
importance of an IMSS that is considered as fair by the members and that correspond to the
organisational culture of the group as well as the awareness of the group of the collective benefit
generated by complying to the rules, in this study; better selling prices and access to niche market (FT
and organic bananas).
At last, it remains unclear, if the IMSS described in this study is enough to guarantee the compliance
of the POs to the organic certification in the long term. Only a longitudinal study or a review of quality
reports since the implementation of the IMSS will prove the effectiveness of the implemented IMSSs.

7.4. Use of the theoretical frameworks
In this section, I will review the use of each theoretical framework and how they contribute to the
theoretical debate and to the practical problem of Agrofair. I first introduce how Zhou’s theoretical
framework was used to shape the analysis, followed by the contribution of Schein’s theory of
organisational culture.

7.4.1. Academic relevance
Thanks to Zhou’s framework, the different control mechanisms in the POs have been identified and
categorised. The framework has been useful to compare the IMSS in the three cases. Based on the
results of this study, other aspects of the IMSS have come to light and should be used to complete the
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theoretical framework of Zhou et al. (2019). For example, how the measures take place and the form
they are given in each organisation can differ greatly, as illustrated above. It is equally important to
take in consideration the organisational culture as it is an important factor influencing the
implementation of the IMSS. The three studied POs illustrate that different levels of inclusion and
participation of producers can be implemented in the IMSS. This seems to be greatly dependent on
the organisational culture. In POs with more top-down management, more focuses on the financial
sustainability of the organisation, participation of producers in the IMSS was less prevalent than in POs
with more bottom-up internal culture, focussed on solidarity, where producers are included both in
the monitoring measures and sanctioning system. Such results highlight the interest of combining the
study of the monitoring system with a qualitative approach to better understand the embeddedness
of the IMSS in the organisation.
Schein’s theory was used to identify transversal themes reflecting the organisational culture during
the data analysis. While doing the coding and comparing the results of the POs, the differences
between the three cases could be best summarised in the themes of business rationality and
accountability. The business rationality theme corresponds to the vision of members on the role of the
organisation, while the accountability theme corresponds to the perception of the members and staff
about who should have the most influence at the top-management level (the board of directors or the
administrative manager). In this analysis, the potential influence of some model leaders on the
formation of the PO’s culture was observed. Finally, Schein’s theoretical framework was very useful to
better understand the different priorities and internal alignment observed in each PO, and how they
relate to the application of the IMSS.
The innovation of this theoretical framework combination lies in its application to the case of
compliance of smallholder POs in an emerging market (Peru). On the one hand, previous studies have
linked internal risk management to the organisational culture (Pfister, 2009; Collier et al, 2006) but
mainly focussing on risk management processes in large financial institutions in developed economies.
On the other hand, there are previous studies focussing on the organisational culture of smallholder’s
POs in emerging economies (Kyriakopoulos et al., 2004; van der Valk, 2007; Heller 2010) but not in
relations to compliance to the organic certification. According to the work of Pfister (2009), risk
management system relies both on the formal control system (IMSS) and on informal control often
anchored in the organisational culture. Pfister uses the term of risk management culture to
characterise an organisational culture that supports the risk management system. According to him,
organisations need to work on the alignment of their organisational culture towards a risk
management culture (Pfister, 2009). In sum, he advises for a change of culture, rather than for the
modification of risk management systems. On this point, the recommendation differs, as the different
business rationalities amongst the studied smallholders’ POs have been acknowledged and advised for
an adaptation of the internal monitoring and sanctioning system (IMSS) to the organisational culture.
This difference of approach stems from the particularities of POs. Indeed in the case of private
corporate the top-management is supposed to be in control of the organisation culture of the
organisation, whereas in most POs, the top management needs to represent both the norms and
values of both the professional manager and the producers, represented by the board of directors.
Therefore, it is argued that the IMSS would be more efficient if designed according to the organisation
culture. With potential positive consequences on the acceptance of the IMSS amongst producers, a
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higher participation of members and a more consequent implementation both at the formal and
informal level. (Goyal et al., 2013).

7.4.2. Practical relevance
This study offers a baseline for further assessments of the IMSS in the three studied POs. By describing
which measures are actually in place and how they relate to the organisational culture, progress can
be made on other aspects affecting compliance such as group cohesion, internal governance or
internal communication about the IMSS.
Finally, the results indicate different business rationalities amongst POs working with Agrofair, varying
from a solidarity mentality to a more economic rationality. Those different business rationalities should
be taken in consideration during further communication between those POs and Agrofair about the
IMSS. Indeed, acknowledging the dominant business rationality of POs can facilitate the
communication about the IMSS and Agrofair, in a way that during potential training, the business
rationality of POs can be taken in account when advising about participatory decision-making
concerning the design of the IMSS. Additionally, at PO’s level the business rationality can be
instrumentalised by the top management of POs to communicate internally about the IMSS in an
aligned manner with the internal culture, with probable positive effect on compliance.

7.4.3. Academic contribution to compliance studies
The main theoretical contribution of this study concerns the institutional analysis of PO’s biological
control practices. Indeed, many institutional studies have treated of standardisation since the paper
of Lawrence et al., in 2013 but few have focuses on the internal processes within producer organisation
facing the challenge of compliance to the organic certification. Therefore, by combining a sociological
perspective on institutional theory with the IMSS of the POs an innovative perspective on research
compliance in POs is offered. Indeed, when looking at institutional business literature, a general focus
on other types of organisations (Vigneau, Humphreys, & Moon, 2015) or on POs dealing with other
types of standards can be observed (Schouten, Vellema, & Wijk, 2016). Based on this
acknowledgement, I argue that the specificities of POs justify further investigation on the topic of IMSS
and compliances directed to the case of smallholder POs in emerging markets. One of the few
contributions in this field, is the work of Zhou et al. (2019), who adopts a quantitative approach to the
problem of overuse of pesticides in agricultural cooperatives in China. By building up on his work and
combining his theoretical framework to the work of Schein (2010) of organisational culture, this
research offers a complementary perspective on the problem of compliance for smallholder POs. Of
course, further investigations are needed to better understand how risk management in POs differs
from other organisational forms. Equally, further research is needed to support POs overcome the
challenge of compliance to certification and other sustainable standards. Indeed, the capacity of POs
to comply to various regulations may be a determinant component for their participation to global
markets as attest many studies on palm oil standards, Global GAP certification, specialised coffee
certification, FT and organic certification studies (Swinnen, 2007).

7.4.4. Limitations and recommendations related to the study
Some of the limitations of this study stem from its innovative points. Being to my knowledge one of
the few studies zooming on the implementation of the IMSS by smallholder’ POs in emerging
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economies, few comparable studies could be used as reference on a methodological and theoretical
level.
A further limitation is the analysis of the organisational culture. Indeed, its observation was somewhat
limited by the number of case studies and the time spent in the field. Indeed, splitting the field work
between the cases didn’t allow a deep integration in the organisation, as described by Schein (2010).
Therefore, I have decided to focus on only two elements of the culture, namely the business rationality
and the accountability to the top management. It is thus important to reiterate, that those are only
elements of the culture and that they do not represent the entire culture. Similarly, Schein (2010)
emphasizes the presence of sub-culture in organisations. Although I tried to capture those, by
interviewing different levels of the management, I didn’t manage to get a complete picture (mainly on
the side of the producers). Indeed, the small number of employees allowed me to get a representative
picture of their positioning, but the vast number of producers (300-600 per organisation) did not allow
for a complete mapping of their positioning. Additionally, social studies on institutional theory usually
do not only show how institutions underline certain practices but how actors’ agencies maintain or
change those institutions. Due to lack of integration, time and the practical question leading to the
study, I could not describe the agency of actors reshaping or maintaining the institution, but rather
provided a snapshot of the institutions at the moment of the field research. Furthermore, in future
studies, more attention should be given to the impact of historical leaders of the POs, and the aspect
of agency or so-called institutional work. Unfortunately, the importance of this factor emerged during
the data collection and was not covered equally amongst the cases. Therefore, I recommend further
research to include this aspect in future analysis of smallholder’s PO culture.
Concerning the role of the researcher on the data collection, I want to highlight the fact that my gender
and status as European might have impacted the information I was able to collect. Indeed, banana
production in Peru is culturally seen as a man’s job and women are rarely working on the plantations.
Beside this cultural particularity, I was often perceived as a professional because of my educational
background. To overcome those assumptions, I presented myself as a novice in banana production and
as a student. This approach empowered participants to be the experts and to not assume that I had
previous knowledge about the topic of the interviews. One the same line, the fact that Spanish is not
my mother-language might have limited my interpretation of the underlying messages. Although I tried
to reflect on my role as researcher and be transparent about the unclarities in the data, bias related to
cultural differences cannot be totally erased. For all those reasons, I recommend a triangulation of the
results of this study with the work of another researcher, to assess how cultural differences and
eventual language barriers could have influenced the conclusions of this study.
Additionally, I want to put emphasis on the limit of this research concerning the study of compliance.
Indeed, this study focuses on understanding the contextual embeddedness of compliance practices;
the linkage with organisational institutions (structure and culture), to formulate recommendations
about appropriate action for effective compliance. Although, I discuss other factors impacting
compliance, such as the organisational legal form, its financial situation or the geographical
distribution of its members, more studies should be conducted to evaluate the impact of other
organisational factors on the compliance of smallholder’s POs to the organic certification.
Finally, the limits of the generalisation of the results of this study to other smallholder’s POs need to
be highlighted. The fact that the three cases are all located in the particular context of FT and organic
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export banana production in the Chira Valley need to be acknowledged. Therefore, the study should
be first replicated to smallholder POs in other contexts before being generalised. Similarly, the studied
POs have been selected based on a practical criterion and a theoretical criterion; namely, the
relationship of the POs with Agrofair and the fact that they represent three different legal forms of PO
(cooperative, primary association, second-order association). Indeed, initially the legal form seemed
to be a potential factor explaining the difference in the IMSS amongst POs, but finally the business
rationality and the accountability themes have been more prominent factors influencing the form
given to the IMSS. As few studies acknowledge the different business rationality of POs within the
study of compliance to certification, I recommend that further studies on this topic take in account the
effect of different business rationalities and accountability and its impact on the IMSS.
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8. Conclusion
This study reviews three cases of smallholder PO presenting each a different legal form and IMSS. By
taking a sociological perspective on institutional theory, it aims to complete the gap in compliance
research of smallholder POs to the organic certification.
The first research question; how is the internal monitor system structured and put in practice by POs?
is answered by applying the theoretical framework of Zhou et al. (2019) on the Internal Monitoring
and Sanctioning System (IMSS) of each studied PO. Each organisation uses all three control categories
identified by Zhou et al. (2019), namely, social, process and outcome control. This confirms the
relevance of Zhou et al. (2019) theoretical framework to study smallholder PO’s internal control
system. Based on the observation of the process control of each PO, it can be concluded that collective
actions such as the fumigation campaign can be a more cost-effective manner than controlling through
individual visits monitoring producers during the production process. Additionally, collective actions
can enhance group cohesion and trust, which can support compliance as learned from the experience
of co-management in the fishery industry (Pomeroy et al., 2001; Kaplan and McCay, 2004). Therefore,
this practice could be considered by the other studied POs. Concerning the outcome control, the
findings indicate that the ability of POs to test chemically vegetal samples from their production could
be limited by their financial situation. Although those tests are costly, it is a crucial measure to quantify
the use of forbidden pesticides by the organic certification in the fields. Thus, this measure should be
prioritized to enhance the evaluation of the internal compliance and prevent sanctions from the
certification agency. To three control types defined by Zhou et al. (2019) have been completed with
the sanctioning system, as two different strategies could be observed; one PO included producers,
while the two other POs assigned the sanctioning system to the certification department, managed by
employees. On this point, the results show the limit of a participatory approach for the outcome
control and the sanctioning system. Those two aspects of the IMSS are more effective when kept
separately from the influence of the members. Finally, the results indicate that each organisation
presents particularities in its implementation of the IMSS. For example, different levels of participation
and involvement of the producers within the IMSS could be observed amongst the studied POs.
Similarly, some POs have a more top-down approach; relying more on external control, while others
present a more bottom-up approach, involving producers more and relying on collective action.
The second research question zooms in the relations between the implementation of the IMSS and the
organisational culture is examined. The question; what is the role of the organisation’ structure and
culture on the functioning of the internal monitoring of producers organisations? is answered by
building on theoretical framework of Schein (2010) about organisational culture. It results that the
structure and legal form of the POs does affect their culture but are not a major indicator for its IMSS.
On the contrary, the two elements of the organisational culture identified in each PO give a better
indication of the form of measures implemented in the IMSS, namely the business rationality and the
accountability to the top management. Indeed, for each case those two themes constitute a new
combination and could be related to the measures taken within the IMSS. When comparing those
results to risk management studies, it seems that the impact of the organisation culture on compliance
has been equally recognised in commercial enterprises (Pfister, 2009; Collier et al, 2006). Other studies
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highlight the multiplicity of favourable factors impacting compliance, such as the embeddedness of
the PO in one community (Berdegué, 2001), the participation of members in the formation of the IMSS
(Kaplan and McCay, 2004) and the feeling of fairness of members about the sanctioning system
(Pomeroy et al, 2001). This correspond to the findings of this research, as additional factors impacting
the implementation of the IMSS are described, such as the financial situation of the PO and the
common history of producers within the PO.
Based on those findings, it can be concluded that the compliance to the organic certification by
smallholder POs is multifactorial and that the business rationality and accountability themes should be
integrated in the framework to study the IMSS of smallholder POs. Indeed, as Pfister emphasizes
compliance depends both on the formal control system (the IMSS) and on the informal control system
(organisational culture). This study illustrates that the formal control system can be pictured by Zhou’s
technical theoretical framework, while the informal aspect of the control system can be captured by
analysing the business rationality and the accountability within POs. Additionally, the fact that POs
present diverse business rationalities (solidarity to financial sustainability focus) supports the
argument that POs are a singular form of organisations and therefore more attention should be given
to the compliance challenge of smallholder POs in emerging markets.
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Annex
A. List of interviews
Key-informant interviews:
Date
4-10-2019
8-10-2019
28-10-2019
10-11-2019
10-11-2019
19-11-2019
3-12-2019
5-12-2019

Organisation
Professor Private University Piura
Agrofair employee
CIPCA representative
Agrofair employee
Solidaridad employee
My.coop representative
CEDEPAS representative
SENASA employee

Interview PO1
Date

Position in organisation

1-10-2019

Middle management

9-10-2019

Top management

9-10-2019

Middle management

11-10-2019

2 Producers

15-10-2019

Middle management

17-10-2019

Technicians

17-10-2019

3 Producers

Interview PO2
Date

Position in organisation

24-10-2019

Middle management

29-10-2019

Middle management

5-11-2019

3 Producers

5-11-2019

Technician

6-11-2019

Top management

6-11-2019

Middle management

7-11-2019

1 Producer

8-11-2019

2 Producers

8-11-2019

Technician

13-11-2019

Middle management

13-11-2019

Middle management

15-11-2019

3 producers

15-11-2019

Middle management

30-11-2019

1 Producer

11.12.19

Group discussion

E

Interviews PO3
Date
19-11-2019
19-11-2019
19-11-2019
21-11-2019
25-11-2019
25-11-2019
28-11-2019
2-12-2019
6-12-2019
9-12-2019
9-12-2019
9-12-2019
10-12-2019
18-12-2019

Position in organisation
Top management
Middle management
Middle management
Middle management
Middle management
Middle management
3 producers
Technician
Technician
3 producers
Middle management
Middle management
Group discussion
Middle management

B. Definition of positions in organisation
Function
Top manager= administrative manager
Middle management= Department managers
Technicians= technical adviser and certification inspectors
Producers

C. List of participant observation events
11-10-2019
15-10-2019
17-10-19
29-10-2019
05-11-2019
12-11-2019
14-11-2019
21-11-2019
25-11-2019
28-11-2019
06-12-2019
18-12-2019

Observation technical training
Observation certification inspector visit
Observation visit producer by technician
Observation at the packhouse
Observation technical training
Observation technician visit
Observation certification inspector visit
Observation technical training
Observation at the packhouse
Observation second technical training
Observation technician visit
Observation certification inspector visit

PO1
PO1
PO1
PO2
PO2
PO2
PO2
PO3
PO3
PO3
PO3
PO3

F

D. Interview- organization profile
Purpose
•

To provide social, economic and agricultural background information about the organization.

Such as the number of members, number of employees, geographical distribution, short history,
exportation experience, certifications (FT and or organic), collaboration with export companies, amount
of export, destinations bananas, president and manager.

Selection informant
Informants have been selected based on the network of Agrofair. The organizational profile interview has
been conducted either with the administrative manager of the PO or with the certification manager.
Materials needed during fieldwork
•
•

A blank copy of the Community Profile interview instrument.
Voice recorder (optional)

Roster and Interview: Organization Profile key informant interviews

Objectif: The case is organization of banana producers in the Chira Valley. The goal of interviewing key
informants is to gain better understanding of the context in which organization and producers work. This
interview will draw a broad line on the social, economic and agricultural background information about
the community and the organization.

Name of organization: ____________________
Pseudonym of organization: ____________________

Name of interviewer: _______________________
Date of
interview

Name of respondent

Sex

Relation to organization

(F or
M)

Agreed to speak
on the record (Yes or
No)

Content
Module 1: History and organization
Module 2: Communication
Module 3: Certifications and export conditions
Module 4: Quality assurance system
[Read:] Thank you for agreeing to be interviewed today. We are going to be discussing different social,
economic, and agricultural characteristics of the PO over the next hour.

This information will provide

valuable background for a study being conducted with several banana producers’ organization in the Chira

G

Valley.

The study is exploring the Internal monitoring and sanctioning system implemented by PO to

comply to the organic certification
Your participation today is voluntary. As an important member of your organisations, I hope that you will
be comfortable speaking on the record. If not, just let me know and I will ensure that your name is not
identified with any information or views that you share. You are of course free not to answer any question,
or to withdraw from participation in the interview at any time. However, I very much hope you will help
with this profile of the organization as your knowledge and views are very important to us.

I cannot

promise that you and your organization will benefit directly from this study, but the information that we
are collecting will participate in a better understanding of the compliance challenge of Pos in the Chira
Valley.
Are there any questions before we begin?
3

If there is interest in a voice recording of the session, please add this to the introductory remarks, e.g.,

We would like your permission to record the discussion so that we can document your views and
experiences accurately. If you prefer that we do not record the session, however, we will not do so.
Introduction
Presentación:
Nombre________________
Propia Experiencia (in la organización o antes)
___________________________________________________________________________________
___________________________________________________________________________________
________________________________________________________________________________
Module 1: History and organization
Bb 1.1 Can you explain to me how this organization was founded?
Bueno vamos a empezar con la formación de [nombre organización].
¿Sabe cuando fue fundado y como empezó?

Bb 1.2 In which year was this organization founded?
¿En qué año fue [nombre organización] formado?

Bb 1.3 How many producers work with the organization this year (in 2019)?
¿Cuántos productores hacen parte de [nombre organización] ahora? _________________
Bb 1.4 How many producers formed the organization 5 years ago (in 2014)?
¿Cuántos productores eran parte de [nombre organización] hace 5 años (en 2014)? ______________
Bb 1.5 How many employees were working in the organization this year (in 2019)?
¿Cuántos empleados trabajan en [nombre organización] ahora (en 2019)? ____________
Bb 1.6 How many employees were working in the organization 5 years ago (in 2014)?

H

¿Cuántos empleados trabajan en [nombre organización] hace 5 años (en 2014)? ____________

Bb 1.7 What is the organization chart?
¿Qué es el organigrama de [nombre organización]?
Paste picture here or draw an organigram with the key informant

Bb 1.8 What are some major events in the history of the organization?
¿Que son eventos principales en la historia de [nombre organización]?
Write down the years

Bb 1.9 Who are in the different committees of the organization?
¿Cuál son los departamentos-oficinas de [nombre organización]?
Add names next to organigram

Bb 1.10 What is the purpose statement of the organization?
¿Qué es el eslogan/ declaración de propósito de [nombre organización]?

Bb 1.11 What are the services and products offered to producers (intern customers)?
¿Cuál son los servicios y productos ofrecidos a los productores miembros de [nombre organización]?

Bb 1.12 What is the remuneration system for producers being part of the organization?
¿Como funciona la repartición del premio a dentro de los productores?

I

Bb 1.13 What are the conditions for producers to join the organization?
¿Qué es el proceso para ser membre de [nombre organización]?

Bb 1.14 What are the costs for producers to be part of the organization?
¿Qué son los costós al productor para ser parte de la organización?

Bb1.15 I heard that a lot of producers are moving from one organization to the other. Do you know why?
Escuche que hay mucho cambio de productores de una organización a otra. ¿Soben por qué?

Bb 1.16 What are the services and products offered to buyers of bananas (external customers)?
¿Qué son los servicios ofrecidos a clientes (empresas de exporte)?

Module 2: certifications and export conditions
Bb2.1

Who is responsible for the internal control for the certification?

¿Quién es responsable del control interno por la certificación? _________________________
Bb2.2a Which certifications does [name organization] comply to?
¿Cual certificaciones tiene [nombre organización]? _____________________________________
Bb2.2b Since when?
¿Desde cuando? __________________
___________________________________________________________
Bb2.3

Can you tell me about the work done by the certification department?

¿Como funciona el departamento de certificación?

J

Bb2.4 How many people work in the department of certification?
¿Cuántas personas trabajan aquí?

Bb 2.5 What are their tasks/functions?
¿Que son sus tareas?

Bb 2.6 How many visits are done to producers? (announced and surprise)
¿Cuántas visitas planificadas y no planificadas hacen a los productores?

Bb2.7

In your opinion, where are difficulties in the system of control intern? En su opinión, ¿dónde

están las dificultades en el sistema de control interno?

Bb2.8

And how does the organization manage those problems in the system of control intern? ¿Y cómo

maneja la organización esos problemas en el sistema de control interno?

Bb 2.9 How is the Fairtrade premium distributed?
¿Como se manejó el premio [nombre organización]?
Para el medio ambiente y el tema social (a la comunidad, y a los productores)

Bb 2.10 What is the strategy of [name organization] to prevent producers from apply forbidden products
on plantations?
Are there samples taken and analyzed chemically?
¿Qué es el proceso en [nombre organización] para evitar que productores usan productos prohibidos?
Control químico y muestras

Bb 2.11 If you find out about the use of forbidden products, what are the consequences for producers?
¿Si observa uso de productos prohibidos que son las consecuencias por los productores?

K

Bb2.12 Did [name organization] get suspended from certification in the past?
¿Ha [nombre organización] tenido suspensiones de certificación?

Bb2.13 If yes, for what reason?
¿Por qué razón?

Bb2.14 What was the consequence for the producer(s) that made the mistake?
¿Que fue el efecto por el o los productores afectados?

Bb2.15 What were the consequences for the organization?
¿Que fue el efecto por la organización?

Bb2.15 What changes after this event?
In the quality control, in the managing of producer, in the relationship within the organization
¿Que ha cambiado después de este evento?

Module 3: Quality assurance system
Bb3.1

Who is responsible for the management of the quality in [name organization]?

¿Quién es responsable del manejo de la cualidad? _______________
Bb3.2

From the producer to the port, can you run me through all the quality checks done by [name

organization]?
Del productor hasta el puerto, ¿pude decirme todo los controles de cualidad que son hecho por [nombre
organización]?

Bb3.3

How are producers supported with pest management?

¿Como apoya a los productores con el tema del manejo de plaga?

L

Bb3.4 What are the practices to prevent thrips damage on bananas?
¿Qué son las acciones para prevenir daños de la mancha roja?

Bb3.5 Do you use early bagging?
¿Aseso de usar bolsa?

Module 4: Communication about IMSS
Bb4.1 What is the motivation of the producer to be part of an organization instead of producing for the
local market (conventional)?
¿Cuál son las motivaciones del productor para ser parte de una organización de productores y no quedarse
con el mercado nacional?

Bb4.2

What are the communication channels between the producer organization and the producers?

¿Cuáles son los canales de comunicación entre la organización de productores y los productores?

Bb4.3

Who in the organization has the most contact with producers?

¿Quién de la organización tiene más contacto con los productores?

Bb4.4

What types of activities are organized by the organization for producers?

¿Qué tipo de actividades organiza la organización para los productores?

Bb4.5

What is the frequency of meetings between the organization and the producers?

¿Cuál es la frecuencia de las reuniones entre la organización y los productores?

M

Bb4.6

What are the consequences for producers if they do not attend those meetings?

¿Cuáles son las consecuencias para los productores si no asisten a esas reuniones?

Bb4.7

What are the consequences for producers if they use products forbidden by the organic

certification?
¿Cuáles son las consecuencias para los productores si utilizan productos prohibidos por la certificación
orgánica?

Bb4.8

How are those consequences communicated to the producers?

¿Cómo se comunican esas consecuencias a los productores?

Bb4.9

How are changes in the quality control system communicated to producers?

¿Cómo se comunican a los productores los cambios en el sistema de control de calidad?

E. Structured interview managers
Q1
Q2
Q3
Q4
Q5
Q6

Q7
Q8

Q9
Q10

Personal motivation
Please present yourself
Por favor, presentarte
What motivates you to work in [name organization]? Benefice/negative
¿Cuál son alguna de tu motivación para trabajar en esta organización?
What is your vision for the organization? This year, in 5 years
¿Cuál es tu visión por esta organización este año y en 5 años?
Which action will you take/ have taken this year to work towards this goal?
¿Cuál acciones ha tomado o va a tomar para cumplir este rol?
At the personal level, what are your priorities in life?
Personalmente, ¿Cuál son su prioridad en su vida?
Where do you see yourself in one to five years?
¿Como ves a tu vida en un año y en 5 años?
In general…
In general, how do you think a company should function?
Según usted, ¿Cómo una empresa deberías funcionar?
In general, what are differences in the functioning of a company or a cooperative?
Según usted, ¿Cuál son diferencias entre el modo de funcionar de una empresa y de una
cooperativa?
In general, what are differences when working with small producers?
En general, ¿Qué cambia cuando trabaja con productores?
In general, what is the best way to make sure the products have the quality required by the
certifications and import companies?
En general, ¿Como hacer porque los productores tienen la cualidad necesaria por la
exportación?

X

N

Q11a

Q11b
Q12

Q13

Q14

Q15

Q16
Q17a

Q17b

Q17c
Q17d
Q17e
Q18

Q19
Q20

Q21a

Q21b
Q22

Q23
Q24

In general, how important do you think are family relationships and friendship in a cooperative?
Very important, important, not important.
En general, ¿Cuán importantes son las relaciones de familia y amistad en una
cooperativa?
Muy importante, importante, no importante
Why?
¿Por qué?
In general, how do you think the relationship should be between: board members and managers/
board members and technicians/ board members and producers?
En general, ¿Cómo piense que la relación del consejo de Dirección y de los empleados
administrativo debería ser? ¿Y la relación de la Dirección con los técnicos? ¿Y la relación
con los productores?
I heard that producers change often from one organization to the other. Do you know, why?
Escucho que hay muchos productores que cambian de una organización a otra. ¿Sabes
por qué?
In the organization
Please tell me a little bit about the organization. How old is it? And what are two or three of the
most important things to know about the history and people who work here?
Ahora quiero hablar sobre (nombre organización). ¿Cuántos años tiene? ¿Cuál son dos o
tres eventos muy importantes en su historia y por las personas que trabajan en esta
organización?
Can you drive me through all the quality control checks happening from the parcel to the port?
¿Puedes contarme cual son los controles de calidad en la organización, desde la
producción hasta el puerto?
Do you know about other quality checks once the products are sold for import?
¿Sabes cuál control de cualidad hecho por otras organizaciones que la cooperativa?
I heard that [name organization] got suspended from certification. Can you tell me more about
what happened?
(nombre organización) tenía suspensión de certificación. ¿Qué ha pasado exactamente
en esta época?
What were the consequences of the sanction for the organization?
¿Cuál fueron las consecuencias de (nombre organización) durante la suspensión de
producción?
What happened to the producer(s) causing the problem?
¿Cuál fueron las consecuencias por el-los productores que cometían el error?
How was the communication inside the organization about this event?
¿Como fue la comunicación en la organización sobre este evento y sus consecuencias?
What was the reaction of the family of the producers impacted by the sanction?
¿Cuál fue la reacción de la familia y amigos del-los productores sancionados?
After this event, what changes were made to prevent it from happening again?
Después de este evento, ¿cuál fueron los cambios en la organización para evitarlo otra
vez?
How did those changes were received by the members of the organization?
¿Como estos cambios fueron recibido par los productores de la organización?
When you want to bring new information to all the members of the organization, how do you do
it?
¿Cuándo hay algún cambio en la organización, como se trae la información a todos los
socios?
When implementing a new practice in the production, how is the information brought to all the
producers?
En cuenta en la ejecución de paquete de innovación, ¿Cómo trae la información a todos
los productores?
How do you make sure that the new practices will be integrated by all producers?
¿Cómo se asegura que la innovación está aplicando por todos los productores?
When there are tensions or disagreement between members of [name organization], how is it
dealt with? Speak about it, hide it…
Expl: Avoidance, passivity, fact-finding, joint problem solving, authority decides based on
experience, adjudication, appeal to political action, appeal to market economy, struggle,
sabotage and violence (use concrete expl)
Cuando hay desacuerdo o conflictos entre persona de la organización, ¿cómo se arregla?
In the present, what do you see as chances or risks for [name organization]?
Ahora ¿Que son riesgo y oportunidad por la cooperativa?
In [name organization], how are family and friendship relationships managed? With the direction
board, with the managers, with the technicians, with the producers?

O

Q25
Q26a

Q26b
Q27

Q28

Q29
Q30

En (nombre organización), ¿Como relaciones de amistad y familia afecta (positivamente y
negativamente) el funcionamiento?
Personal power and authority
What type of decision do you make every day?
¿Cuál tipo de decisiones toma diario relacionado a tu trabajo en (nombre organización)?
In this organization, how do you feel about taking decisions on the authority scale?
Step 5: Authority to make most decisions about how to [job description]
Step 4: Authority to make many decisions about how to [job description]
Step 3: Authority to make some decision about how to [job description]
Step 2: Only a small amount of Authority about how to [job description]
En esta organización, ¿dónde te pone sobre la escala de autoridad?
Etapa 5: Tengo la autoridad de tomar muchas decisiones sobre mi trabajo
Etapa 4: Tengo la autoridad de tomar la mayoría de las decisiones sobre mi trabajo
Etapa 3 : Tengo la autoridad de tomar algunas decisiones sobre mi trabajo
Etapa 2: Tengo poca autoridad de tomar decisiones sobre mi trabajo
When you make an important decision at work, with whom do you discuss it? /collaborate
Cuando toma una decisión importante en su trabajo, ¿con quién habla sobre eso?
At a personal level, what kind of risk do you see for yourself in the organization?
Personalmente, ¿Cual tipo de riesgo veas para ti en esta organización?
Relationship/communication
How do you see others, deal with family members and friends inside the organization?
¿Como piensa que otros manejan relaciones de amistad y familia a dentro de la
organización?
How do you see others resolving conflict in the organization?
¿Como vea a otros solucionar conflicto y desacuerdo en la organización?
What kind of risk can you identify for other members of the organization? The board members,
the managers, the technicians, the producers
¿Cuál tipos de riesgo pude identificar por otros miembros de la organización? La
Dirección, el gerente, los encargados de certificación, les técnicos y los productores

F. Producer unstructured interview
Producer Interview Topic list:
1. Views on the organisation of the PO
2. Perception of their customers in EU and US
3. What producers think about the work done by employees; technician
and inspectors
4. Perceived challenges for the organisation
5. Thoughts about how a PO function should
6. Understanding of quality and compliance control along the value
chain
7. Practices done to comply to the IMSS

P

8. Sanctions if no compliance to IMSS

Q

