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Summary of the report

HIVOS is trying to achieve poverty reduction through quality improvement among groups of smallholders in coffee and vegetable production in Kenya and South Africa. These smallholders depend on markets for their livelihood. Main buyers in these markets increasingly demand compliance with a variety of standards. Therefore, in order to avoid being squeezed out of these markets, groups of smallholders need to respond to these demands. Our report analyses the daunting challenges for smallholders, and the as yet too unsystematic interventions by civil society organizations, including HIVOS. 

We draw two main conclusions: 1) achieving systemic quality improvement among at least quite some groups of smallholders is difficult but possible, and 2) the support structure for smallholders is in disarray, with different actors pulling in different directions. This leads to two main suggestions to move forward: 1) develop simplified systemic quality systems that allow more poorer and weaker groups to enter in an improvement process, and 2) we need to find ways to mould a more coherent support structure. 

We propose an interaction model as a guiding perspective for future interventions. This model aims to enhance systemic improvement processes among groups of smallholders and aims to ensure entry opportunities for poorer producers. Moreover, we address also the need for the other main interest groups - buyers, quality professionals, and civil society organisations – to get their act together in developing a more effective support structure. Together, this would make it possible for groups of smallholders to benefit from engaging in improvement processes.

While we feel it is possible to achieve such an outcome, at least in some places and in some sectors, we do recognize that smallholders face an uphill battle in globalising markets increasingly dominated by demanding standards and in competition with large-scale plantations. Moreover, diverging incentives and differences in power between the four major interest groups make it difficult but not impossible to achieve more constructive longer-term interaction. 

This interim report has two main objectives. First, to systematise 20 years of HIVOS experience in its direct and indirect support to smallholders. Indirect through supporting standards like Organic and Fair Trade, and direct through supporting improvement processes in producer groups. The second purpose is to present our interaction model as an input to a debate with all relevant stakeholders on how to outline a way forward. The structure of the report also reflects these two main purposes. After an introduction that addresses each of the four main interest groups in their own ‘language’, Part B and C form the core of the book.

Part B: Systematising experience and drawing lessons

In part B, Chapters 2 to 5, we reflect on how to better achieve a matching between top-down and bottom-up initiatives. By top-down initiatives we mean indirect support to smallholders through for example supporting Fair Trade and organic initiatives, or activities to promote consumer confidence in developmental labels. Bottom-up initiatives are directly targeting specific producer groups and assist them in internalising inclusive improvement attitudes and practices. HIVOS, and many other civil society donors, initially focused on a top-down approach, and have more recently added elements of a bottom-up approach to their intervention menu. This became necessary as their own top-down initiatives were not able to deliver benefits to increasing groups of smallholders. To enhance intervention effectiveness, more systematic interaction between top-down and bottom-up initiatives is key. Unfortunately, the present situation is different as top-down initiatives continue to be unable to adapt to the needs of poorer and weaker groups of smallholders.  

Part C: Way forward: an Interaction model of improvement cycles

In part C, Chapter 6 to 8, we work towards solutions by presenting an interaction model based on two connected improvement cycles which integrate top-down and bottom-up requirements to increase both demand of certified produce and supply while including producer groups. In doing so, we move from the static approach in earlier chapters to a dynamic approach based on continual cycles of improvement. After all, improvement is a never-ending process. We visualize this through the two interconnected cycles, an inner cycle of improvement in producer groups and an outer cycle of improvement in the support structure. We put forward the stylized inner- and outer-cycle model as a frame of reference on the horizon to provide a sense of direction, and subsequently discuss steps that will get us closer to the model. Finally, we draw conclusions and provide separate recommendations for each of the four main interest groups, to finalise the cycle of the book.
Table of Contents
Part A. Introduction and interaction problems between interest groups

1.1 … on Process: Interactive approach, lessons learned and finding a way forward
1.2. … on Content: Different interest groups share some objectives but use different language 

1.3 … on Structure: A roadmap for the cycles in this report

Part B. 20 years experience and knowledge building

2. Hivos experiences in the top-down approach.

2.1 Dialogue with the Fair Trade Movement and support 1988-2009

2.2 Dialogue with the Organic Movement and support 1989-2009.

2.3 Dialogue with Utz Certified and the Coffee Support network 2003-2009.

2.4 Increasing proliferation and competition are becoming counterproductive

2.5 Countering the negative trends, coordination and respect for identity.
2.6 Conclusions on the top-down experiences

3. Bottom-up interaction in 3 pilot projects 2005-2009

3.1 Preconditions were not met

3.2 Producer groups: How low can the entry level be?

3.3 Challenges related to the roles of Civil Society and Funders

3.4 Standards bodies improving their communication

3.5 Trainers becoming more realistic in creating expectations

3.6 Challenges related to the roles of Certification Bodies 

4. “Bottom-up”: Can smallholders systematically improve quality to increase incomes and enhance empowerment?
4.1 Introduction

4.2 Smallholders and market dynamics

4.3 Smallholders and improvement: QM as a development tool
5. “Top-down” meeting “Bottom-up”: How can standards contribute to inclusive improvement?

5.1 Introduction
5.2 Typologies of standards systems and trends of proliferation and harmonization

5.3 Standards and smallholders: where do the two meet?
5.4 Role of buyers in standards
5.5 The logic of improvement standards

5.5 Conclusion
Part C. The way forward
6. A new group entering in the existing uncoordinated outer cycle
6.1 Preconditions
6.2 Planning phase 1

6.3 Planning phase 2

6.4 Obtaining an initial certificate

6.5 Autonomous management and continual improvement

6.6 Conclusions 

7. A model for Civic driven change in markets

7.1 Introduction

7.2 Increasing Consumer confidence that labelling contributes to sustainable development

7.3 Strengthening support structures: Enabling increased supply of certified produce
7.4 Interaction points between the outer and inner cycle

7.5 Maintaining balance and consistency in the system
8. Improving the services rendered to Smallholder groups
8.1 Main points from earlier chapters
8.2 Problem analysis: Where are we now, how to move forward?

8.3 Internalisation of continual improvement in the inner cycle

8.4 Towards a more coherent support structure in the outer cycle

8.5 System coordination

8.6 Recommendations to the four interest groups

8.7 Conclusions on the cyclic character of this report

Part D. Appendices

D1 Definitions and Glossary.

D2 Abbreviations.

D3 List of reference materials per interest group

D4 Scheduling interaction patterns between interest groups.

D5 Scheduling the inner cycle: Towards more and more stable income of smallholders. 

D6 Scheduling the outer cycle: Increasing market share of certified produce.

D7 Services from outer to inner cycle

D8 Standardizing the improvement process of producer groups

D9 Smallholder reference groups
D10 Logical frameworks of Supporting Organizations: Invitation to discuss coordination.

D11 Improving the interaction between 4 interest groups following the 8 chapters of the report.

