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We suggest to apply the tool ‘Sub-sector and value chain mapping and analysis for action’ in three steps: 
Step 1: preparing for sub-sector and value chain mapping and analysis 
Step 2: Sub-sector and value chain mapping
Step 3: Identifying farmers’ challenges, opportunities, strategies and options for action




Step 1 - Preparing for sub-sector and value chain mapping and analysis
1.1 Defining the scope of your case 
· Define the scope of your case by specifying the commodity, the farmers’ production zone and the markets 

	My case is about ….

	originating from ….

	The products of this commodity go to the following markets:



1.2 Reflecting about Product-Market-Consumer combinations 
· Reflect about the diversity and specificity of products, the diversity of markets and the diversity of consumers and consumer demand. 
· Formulate specific Product-Market-Consumer combinations 
[bookmark: _Hlk44621885]Perspective 1: Diversity and specificity of products
To facilitate the identification of products, and to be sensitive to the diversity of products, it is useful to think of four product categories:
Primary products: as coming from the field, the forest, the animal or the water. These can be sold to consumers or sold to other value chain operators. 
Intermediate products: primary products that got some value adding operations (grading, storage, transport, processing, packaging and/or other operations), which are then sold to consumers or to other value chain operators. 
Final processed products: as sold by retail and bought by end consumers
By-products: side products at harvest or from processing

NB: please be very specific!! Grading and sorting already lead to different products. A tomato is not a tomato. Grade A colour sorted tomatoes are for instance different from grade B non-sorted tomatoes (etc.) 

It is good to be really imaginative and to think ‘out of the box’ about the diversity of products that can be derived from the farmers’ primary produce. This can be done by making a drawing. The example of products derived from the cassava plant can inspire the exercise. Words in italic are local names for certain products. 


[image: ]


	Product categories
	Products 

	Primary produce 

	· Fresh cassava (sweet)
· Fresh cassava (bitter)

	Intermediate products 


	· Cassava starch for industry
· Fermented cassava for beer and drinks industry
· Fermented, grated cassava for banku 
· Peeled, washed and dried cassava tubers for flour industry
· Unfermented grated cassava for noodles and pringles 

	Final products 


	· Gari 
· Dried cassava flour for fufu
· Beer and other drinks 
· Banku
· Noodles
· Pringles 

	By-products 


	· Cassava leaves (Isombe), fresh
· Cassava leaves (Isombe), dried
· Cassava leaves, fresh, packed and frozen
· Cassava leaves for animal feed
· Cassava skin (peels) for animal feed
· Cassava stem for particle boards 
· …





1.2.1 - Identifying and drawing the diversity of products
· Flipchart 1: For the commodity of your case, many different products can surely be identified. Make a drawing on a flipchart, as the example for cassava, and identify the diversity of products that are based on the farmers’ primary produce. Indicate whether the product is existing or (relatively) new and indicate the operations that are needed to make the product. Put the picture of the drawing in the box: 


	

















· Flipchart 2: Put the primary, intermediate, final and by-products that you identified on a second flipchart, according to the format below. 


	COMMODITY: 

	Product categories
	Products 

	Primary produce 


	· ….
· ….
· ….

	Intermediate products 


	· ….
· ….
· ….

	Final products 


	· ….
· ….
· ….

	By-products 


	· ….
· ….
· ….




After this exercise you thus have two flipcharts. 



Perspective 2: Diversity of markets 
Also for market demand, farmers are generally not specific enough. It is important and useful to think of different markets: village/local markets, district/provincial markets, national market and/or regional/international market. To prepare the next exercise, use the second flipchart that you just prepared (overview of primary, intermediate, final and by-products), and put a third flip chart next to it, so that the logic will be like this: 


	Second flip chart 2 
	Third flip chart

	COMMODITY: 
	MARKETS 

	Product categories 
	Products 
	Village /local
	District/ Province
	National
	Regional/ international

	Primary produce 

	· 
	
	
	
	

	
	· 
	
	
	
	

	Intermediate products
	· 
	
	
	
	

	
	· 
	
	
	
	

	Final products 

	· 
	
	
	
	

	
	· 
	
	
	
	

	By-products 

	· 
	
	
	
	

	
	· 
	
	
	
	




1.2.1 - Markets for identified products 
· Put crosses in the columns of the above table, showing how identified products are demanded at different market levels and at the same time showing what products different markets are interested in. 
· Put one cross (x) for limited demand, two crosses for average to good demand (xx) or three crosses for high demand (xxx). 
· Leave boxes open in case there is no demand at a certain market level. 

The reflections about ‘Products’ and Markets’ allow you see the combinations of products and markets. You will see that there are many combinations. If you have 12 products and on average 2 market locations, you already have 24 combinations (e.g. boxes filled with crosses). The cassava example below has 28 combinations. 



Cassava Example: 

	COMMODITY: 
	MARKETS 

	Product categories 
	Products 
	Village /local
	District/ Province
	National
	Regional/ international

	Primary produce 
	· Fresh cassava (sweet) 
	xx
	xx
	
	

	
	· Fresh cassava bitter 
	xxx
	xxx
	
	

	Intermediate products
	· Cassava starch for industry
	
	
	xx
	

	
	· Fermented cassava for beer and drinks industry
	
	
	xx
	

	
	· Fermented, grated cassava for banku
	
	
	x
	

	
	· Peeled, washed and dried cassava tubers for flour industry
	
	xxx
	xxx
	x

	
	· Unfermented grated cassava for noodles and pringles
	
	
	x
	

	Final products 

	· Gari
	
	
	(x)
	

	
	· Dried cassava flour for fufu
	xxx
	xxx
	xxx
	x

	
	· Beer and other drinks
	
	
	x
	

	
	· Banku
	
	
	x
	

	
	· Noodles 
	
	
	x
	

	
	· Pringles 
	
	
	x
	

	By-products 

	· Cassava leaves fresh
	xxx
	
	
	

	
	· Cassava leaved dried 
	
	xx
	xx
	

	
	· Cassava leaves, fresh, packed and frozen
	
	
	
	xx

	
	· Cassava leaves for animal feed
	xx
	
	
	

	
	· Cassava peels for animal feed
	xx
	xx
	
	

	
	· Cassava stem for particle boards 
	
	
	x
	





Perspective 3: Diversity of consumers and consumer demand 
A Product-Market-Consumer combination is a combination of a specific product at a specific market location for a specific consumer group. After the first two exercises, we have the first two parameters (specific product and specific market location). The next step is to look better at the consumers. The following points of attention are important for this reflection. 


	Points of attention 
	Observations 

	Volume of demand 
	· You may characterise the volume of demand according to the range from very large, to large, moderate, limited to very limited 
· Specify volume of demand if you can. The volume of demand determines to what extent farmers’ primary produce can be absorbed in the market. 

	Consumer profiles 
	It may help to think of the following consumer profiles: 
· Poor – ‘Bottom of the pyramid’, mainly interested in low price
· Lower middle class, can be ready to pay a slightly higher price
· Higher middle class, more interested in quality
· Elite, most interested in high quality and food safety 
The consumer profiles determine to a large extent whether the competition is on price, on quality or a combination of both 

	Product requirements
	What are product requirements? Think of: 
· Low price
· Seasonal demand
· Quality specifications
· Hygiene and food safety
· Processing requirements
· Bagging/packaging requirements
· Traceability/certification
· Organic
· ....
The product requirements determine whether it is easy, feasible (or not …) to satisfy the demand. 

	Prices and seasonality 
	· What are prices that consumers are ready to pay. 
· You could distinguish low, medium or high, but preferably mention prices in local currency if you can 
· If possible, specify seasonality and price fluctuations during the year
Prices and price fluctuations determine the perspectives for investing in post-harvest value creation and might inform about the best timing of production and delivery of the product

	Overall assessment consumer demand 
	Combining the results of the analyses above, can lead to the following assessment options for consumer demand 
+++ 	very promising
++	promising
+/-	moderately promising
-	hardly promising 

Often it is important to make additional observations, for instance: “promising but quality requirements will be hard to comply with for farmers, unless they work together with the processing company” 





1.2.3. Consumers and consumer demand 
The points of attention of the preceding page help to better prospect and specify consumer demand and niche markets for the identified products and market locations. 

· Choose four combinations of a specific product and a specific market location 
· Make a table on a flipchart according to the format below (one table/flipchart per combination)
· Indicate the selected combination of a specific product and a specific market location in the first row of the table. 
· Reflect on the volume of demand and give observations
· Reflect on consumer profiles (there can be several), and assess the relative importance of these consumer categories. 
· Describe product requirements for different consumer categories. 
· Indicate observed prices different consumer categories are ready to pay for the specified products during the year. 
· Make an assessment of the market potential. 


	PRODUCT: 
	MARKET LOCATION:

	Volume of demand
	

	Consumer profiles 
	

	Product requirements 
	

	Prices and seasonality
	

	Assessment of market potential 
	



Taking stock
You have looked at the diversity of products, markets and consumers. This allowed to look further than the primary production of farmers. It now good to take stock of the results of the first three perspectives. 

The description of a PMC should be describing the product, the consumer group and the market location in the most specific manner. Examples for cassava are for instance: 
· Fresh sweet cassava for poor consumers at local market 
· Cassava peels of the cassava cooperative processing unit for pig producers in the provincial town. 
· High quality white cassava flour packed in 1 kg bags for middle class consumers in supermarkets in the capital city. 
· Cassava starch for beer factory in the North-west of the country. 
· Fresh cassava leaves, packed and frozen for ethnic markets in Belgian towns 

· Note that each specific combination of product-consumer-market location is a PMC, so there can be many combinations. 
1.2.4. Description of Product-Market-Consumer combinations 
· Formulate precise PMC combinations for the cases you analysed in step 3. 
· Use the first three columns to have the three elements for defining a PMC, then describe the PMC in a precise manner in the fourth column.
· Indicate the importance of each PMC for your farmer-inclusive business case in the last column. 
· Put strategic orientations in the box below the table: which PMC combination should farmers focus best on? 


	Product
	Consumers 
	Market location
	“Detailed description of 
Product-Market combination”
	Importance

	

	
	
	
	

	

	
	
	
	

	

	
	
	
	

	

	
	
	
	

	

	
	
	
	


(Importance: high, intermediate, low)


	Strategic considerations: farmers’ focus on certain Product-Market-Consumer combinations 













1.3. Reflecting about farmers’ value chain and market positioning 
Perspective 4: Current and potential value adding activities 
Before reaching the market, a product follows a certain trajectory: from field to fork, from fish to dish. A value chain is defined as a sequence of related productive and commercial activities: from primary production, to storage, transport and processing, to marketing and sales (wholesale, retail), and finally to the consumption of the final products by end consumers. At each stage, the product becomes more attractive/available to customers and its value increases. To do so, value-adding activities have to be conducted (which of course come at a cost). The difference between the costs and the additional value that is created is the net additional value. 

There are many options and possibilities to create value in the agricultural sector: 


	Drying 
	Sorting and grading 
	Home / local processing
	Branding / labelling

	Threshing, winnowing
	Storing and conserving 
	(semi) industrial processing 
	Tracing / certifying

	Cleaning, washing
	Transporting 
	Packaging / repackaging
	Putting by products to value 




These value adding activities can be done by different value chain operators. 

	Value chain operators who can add value

	· Farmers
· Farmers’ organizations 
· Cleaners 
· Traders
· Processors
· …
	· Transporters 
· Pack houses 
· Wholesalers
· Retailers (different types)
· Exporters 
· …




Not all of these operations and operators are important for all sub-sectors. Use the overview as a checklist and discard what is not relevant for the sub-sector you are working on. In case some value adding activities are not done at all, or are done by others, ask yourself: what are the possibilities for farmers to undertake value adding activities or to collaborate with other value chain operators? 
1.3.1 – Value addition activities and options for farmers 
· Make a flipchart or table according to the format below
· Think of the sub-sector of your case and all PMC combinations you have been discussing. Fill out the table. For all (possible) value adding operations: mention what is currently being done (second column) and who is currently doing it and for which product or market (third column) 
· Then reflect whether farmers and their organizations could improve their current performance (for value adding activities they are doing already) or if they could take up new functions along the value chain. Put this reflection in the fourth column. 
· The fourth column is input for a strategic reflection concerning the value adding activities of farmers’ and farmers’ organisations. You can put a first analytical text in the box below the table. 




	Value adding activity domains
	What is being done in the commodity sub-sector of your case 
	Who is currently doing it? 
	What could farmers do? 

	Drying, threshing, winnowing
	
	
	

	Cleaning / washing
	
	
	

	Sorting and grading

	
	
	

	Storing and conserving
	
	
	

	Transporting

	
	
	

	Home / local processing
	
	
	

	Semi-industrial / industrial processing
	
	
	

	Packaging / repackaging
	
	
	

	Branding / labelling 

	
	
	

	Tracing / Certifying

	
	
	

	Putting by-products to value 
	
	
	




	Strategic considerations for value adding activities of farmers and farmers’ organisations 













Perspective 5: Transactions and price transmissions 
As the products move along the value chains, the value increases. The closer the product gets to the end consumer, the higher price the price that is paid. It is very interesting to track along the value chain: (i) the transactions (movement of the product from producer to the consumer) and (ii) the price transmissions (money paid at different stages) from the consumer to the producer, with all intermediate levels in between. It is then interesting to observe and analyse:
The difference between the consumer price and the farmers’ price
The costs of the value creation activities (transport, storage, processing, losses, packaging, interest, …)
The net value that is harnessed by different value chain operators. 

The figure below shows four transactions (from left to right) and four price transmissions (from right to left), of which the details could be the following:
The producer sells to a processor, who (for instance) collects the produce in the village
The processor in the provincial town sells the processed product to the wholesaler 
The wholesaler sells to retailers in the capital city
 The retailers sell to urban consumers. 

· At each stage, a price is paid and the ownership of the product changes hands. 
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1.3.2. – Transactions and price transmissions along value chains 
This exercise is essentially to understand the logic of transactions and price transmissions. We advise you to select 2 to 4 Product-Market-Consumer combinations (which are value chains now, because it is about all steps from producer to consumer) and to exercise the analysis of transactions and price transmissions. 
· Make a flipchart or table according to the format below. 
· Fill out the table for the selected value chains; the tables should include all transactions and price transmissions. Each row is for one transaction. The overview of transactions and price transmissions always starts with the farmer and ends with the end consumer, it goes from field to fork. 
· The number of transaction lines depends the length and complexity of the value chain, the product development operations, transport, wholesale and retail. 
· The buyer of a product becomes the seller on the next line of the overview (who is selling a product that has got additional value)
· Sometimes you may not know the buyers involved in the transaction or the prices that are paid. If so, still fill out the row, but put in question marks (?) and make observations.
· Reflect and share your observations: where is probably most additional value created? Could farmers or farmers’ organisations organise themselves differently ? What? How? 


	Value chain: 

	Seller (who)
	Product (what)
	Location (where)
	Buyer (who)
	Prices
	Observations

	
	
	
	
	Min
	Max
	Av
	

	Farmer
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	

	
	
	
	End consumer
	
	
	
	

	Observations: 












Perspective 6: Marketing and sales- current situation and options for improvement 
There are many options and possibilities for value chain operators, including farmers and their organisations to improve marketing and sales. The first column of the table below gives an overview of options. Use this as a checklist and discard what is not relevant for the sub-sector you are working on. Ask yourself: what are the possibilities for farmers to improve market relations and sales? 
1.3.3. – Market relations and sales – what could farmers do better? 
· Make an analysis of the current situation. What is done and not done? What are challenges and opportunities? 
· Reflect whether farmers and their organizations could improve their current performance (for marketing and sales activities they already do) or if they could take up new activities to improve market relations and sales. Put this reflection in the third column. 


	Marketing and sales activity domains 
	What is the situation? What is done and not done by farmers ? What are challenges and opportunities? 
	What could farmers do ? 

	Market information and prospection
	
	

	Market segmentation

	
	

	Contract farming and outgrowing
	
	

	Price negotiation and transparency
	
	

	Weight transparency

	
	

	Product promotion / marketing 
	
	

	Marketing infrastructure
 
	
	

	Transport (other market location)
	
	

	Storage and conservation (other marketing moment)
	
	

	Services to buyers (first sorting, grading, bagging, collection, loading, …)
	
	

	……. 

	
	





Step 2 – Sub-sector and value chain mapping 
	After the different reflections, the time has come to map the sub-sector and its value chains.
It is an essential output of this exercise and can be very instrumental for changing farmers’ mindsets and entrepreneurial attitude. 
As explained in the manual, we suggest to do the sub-sector and value chain mapping in four steps: 
· Step 2.1: Set up of the basic map with the actors and the diversity of value chains. Use cards so you can move them around (1 card per player, 1 card per value adding activity).
· Step 2.2.: Indicate the value adding activities.
· Step 2.3: (if possible) Indicate the prices that are paid at different levels (transactions). 
· Step2. 4: Indicate the importance of the different product flows.
We recommend using the following materials: flip charts, cards or post-its of different colors, marker pens of different colors. 
Read the manual for the detailed explanations. The map you make 
Put the a picture of the sub-sector and value chain map in the work book or upload it separately. 






Step 3 – Farmers’ challenges, opportunities, strategies and options for action 
3.1. – Challenges for farmers 
· Look at your sub-sector and value chain map: what are the challenges for farmers? 
· Think of the points mentioned in the manual
· Where are the weak links along the value chains and in the market system? 
· Prepare a flipchart with two columns (challenges and opportunities): write the challenges in the first column, according to their importance. 
· Put the challenges with RED numbers in your map (with markers pen or on post-its) 


	CHALLENGES 
	OPPORTUNITIES 

	1. … 
2. …
3. …
4. …
5. …
…
x ….

	1. … 
2. …
3. …
4. …
5. …
…
x ….




Remark: The flipchart not only provides an overview of challenges and opportunities but is also the legend for the numbers in the sub-sector and value chain map. 
3.2. – Opportunities for farmers 
· Look at your sub-sector and value chain map: what are the opportunities for farmers?
· Think of the points mentioned in the manual
· Write the opportunities in the second column (opportunities), according to their importance
· Put the opportunities with numbered GREEN numbers (with market pen or on post-its) in your map 

REMARK: Challenges and opportunities are often linked – it is thus possible to identify both challenges and opportunities for the same subject. 



3.3. – Strategy for improving the position of farmers 
The different analyses, the sub-sector and value chain map and the identified challenges and opportunities allow for strategizing. What are the key orientations? Which Product-Market-Consumer combinations and value chains are most promising? What are the most important actions to undertake for value addition and product development? How can market access and market relations be improved? What can farmers and their organisations do to improve their positioning on the value chains? With whom can collaboration be improved (private and public actors)? Etc. 

· Write the main elements of the strategy in the box below 


	Strategy for improving the position of farmers 











3.4. – What can farmers’ organisations do? What are options for ‘Post-harvest value creation and product development’ and for ‘Market relations and sales’ ? 
It is useful to reflect on practical options for action that can be undertaken. This is best done with some farmers and colleagues. Formats for two intervention areas (Post-harvest value creation and product development and Market relations and sales) are suggested below.

· Discuss per intervention area the practical options for action of producers’ organizations 
· Review and discuss first the possible activity domains (first column). Note that the activity domains are suggestions, that the list is not complete or that activity domains can be merged. 
· For the activity domains that are retained, mention specific practical options for action that are possible for producers’ organisations to undertake. 
· Indicate the required/desired collaboration of farmers and their organisation with other actors and stakeholders in the third column



POST-HARVEST VALUE CREATION AND PRODUCT DEVELOPMENT 

	Activity domains 
	Practical options for action of aquaculture producers’ organisation 
	Collaboration 

	Analysis and prospection of value adding options
	
	

	Sorting and grading


	
	

	Storage and conservation 


	
	

	Transportation 



	
	

	Home / local processing



	
	

	(Semi) Industrial processing



	
	

	Packaging 


	
	

	Branding / labelling 


	
	

	Traceability and certification 

	
	

	By-products 


	
	

	
	
	






MARKET RELATIONS AND SALES 

	Activity domains 
	Practical options for action of aquaculture producers’ organisation 
	Collaboration 

	Market information and prospection 

	
	

	Market access and segmentation (product-market combinations)

	
	

	Supporting negotiations and sales 
 
	
	

	Contract farming and outgrowing 
 
	
	

	Marketing and product promotion
	
	

	Aggregation and collection points


	
	

	Transport and logistics 


	
	

	Weight transparency 
	
	

	…
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