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Introduction

The Vietnamese-German technical cooperation project “Sustainable Management of Natural
Resources in Central Vietnam” (SMNR-CV) is jointly implemented since April 2004 by the
People’s Committee of Quang Binh Province and the “Deutsche Gesellschaft fuer
Technische Zusammenarbeit” (GTZ). As an overall objective, the project aims at enabling the
stakeholders in the project region to manage their natural resources in a sustainable way.
The project concept thus reflects GTZ's core competence of “capacity development” and its
specific approach, which is rooted in a holistic understanding of “sustainable development”.

In its 2" and last phase (2007 to 2010), the project implementation strategy focuses on the
integration of successfully tested methods and models into the regular procedures of
provincial line departments (“institutionalization”), and on the dissemination and scaling-up of
their application all over the province of Quang Binh and beyond (“roll out”), in close
collaboration with its partners on provincial and district levels.

One (of four) work areas of the project is the “Promotion of Value Chains”; i.e. the facilitation
of processes which lead to improvements in input supplies, production, processing and
marketing in selected agriculture- and forestry-based subsectors in the local context of a
rural region. The GTZ-specific method of value chain promotion applied by the project is
called “ValueLinks” and consists of a sequence of action-oriented steps from the design and
implementation of an upgrading strategy to the monitoring and management of its impacts.
The achievements and impacts in this work area are to be measured against the indicator of
annual increases of at least 10% of the additional net income of households and small
enterprises involved in the promotion of value chains.

One of the value chains (VC) promoted by the project since its beginning, and even before
by the predecessor project on food security, has been the sub-sector of apiculture; including
beekeeping, production, processing and marketing of natural honey, in particular in the two
remote districts of Tuyen Hoa and Minh Hoa in Quang Binh. In agreement with all actors and
stakeholders in this VC, the project’s support for this VC has been phased out by the end of
September 2008.

The objective of the present study is to document the “lessons learnt” from the design and
implementation of the upgrading strategy for the apiculture VC, both from the perspective of
the stakeholders themselves, and even more importantly from the facilitator's perspective of
the project. The study is meant to be a contribution to GTZ's knowledge management and
aims at making the documented experience available to other stakeholders, organizations
and projects in different sectors and regional contexts.

GTZ has recently developed a new management instrument, called “Capacity WORKS”,
which is designed to improve the management of projects and programmes. Focused on
objectives and results, the application of “Capacity WORKS” is a sequenced process related
to 5 “Success Factors” which are to be iteratively considered. The instrument, however, may
also be used “ex post”; i.e. looking back on the implementation of projects and / or the
facilitation of processes, such as — in the present case — the upgrading of the apiculture
value chain over the last years. Applied in this way, the instrument becomes a tool of
“knowledge management”.

The development of “Capacity WORKS” by GTZ is still in a rather early stage, with the phase
of pilot application, evaluation and adjustment of specific tools to be completed by the end of
2008. For the year 2009, widespread application (roll out) is planned to take place which will
certainly generate a number of best practice examples. For the time being, therefore, the
present application of “Capacity WORKS” as a reference framework to document the lessons
learnt from the apiculture value chain is an experiment, with all its risks and shortcomings.
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For the sake of producing a readable document, the present study does not go into details of
the methodological background. Short overviews on “Capacity WORKS” and on “ValueLinks”
are presented in Annexes 1 and 2. A list of indicative or guiding questions when using
“Capacity WORKS” as a tool for knowledge management is presented in Annex 4. The core
structure of the present document is the “Synthesis Framework”, as presented in Annex 3,
which attempts to “bring the flesh to the bone”; i.e. to present the concrete implementation
experience in promoting the apiculture VC in the sequence of the ValueLinks modules (the
flesh) into the framework structure of the 5 Success Factors of “Capacity WORKS” (the
bone).

To clarify the conceptual context, the following selected short definitions of key concepts
used in the document are presented:

In the understanding of GTZ*, capacity development is a holistic process through which
people, organizations and societies mobilize, maintain, adapt and expand their ability to
manage their own sustainable development.” This basic understanding and definition of
capacity development is based on the definition provided by the OECD-DAC, which
understands capacity development “as the process whereby people, organisations and
society as a whole unleash, strengthen, create, adapt and maintain capacity over time.”

GTZ defines knowledge management as “a strategic management concept through which a
company manages its relevant information on a holistic, objectives- and future-oriented basis.
Knowledge management involves the precise orientation of knowledge to the specific
circumstances of an organisation.”

In the ValueLinks manual of GTZ* a value chain (VC) is defined as
- a sequence of related business activities (functions) from the provision of specific
inputs for a particular product to primary production, transformation, marketing, and up
to the final sale of the particular product to consumers (the functional view on a value
chain).
- the set of enterprises (operators) performing these functions i.e. producers, processors,
traders and distributors of a particular product. Enterprises are linked by a series of
business transactions in which the product is passed on from primary producers to end
consumers.

According to the sequence of functions and operators, value chains consist of a series of

chain links (or stages).

Value chain promotion means supporting its development a value chain by externally
facilitating a value chain upgrading strategy.

The 5 success factors of “Capacity WORKS” which are also used as a structure of the
present document, are: 1) Strategy, 2) Cooperation, 3) Steering Structure, 4) Processes and
5) Learning and Innovation. - An overview table on the set of specific tools related to each of
these factors is presented in Annex 1.° For the success factor on strategy, an example is
presented below on how the implementation experience in the apiculture VC and the
ValueLinks modules fit into the framework of the success factors of “Capacity WORKS".

See Proksch, Andreas: “GTZ's Understanding of Capacity Development — A Guiding Framework for
Corporate Action”, GTZ 2007, p. 3

2 OECD-DAC: “The Challenge of Capacity Development: Working Towards Good Practice”, OECD
2006, p. 12

http://www.gtz.de/de/publikationen/begriffswelt-gtz/de/include.asp?lang=E&file=6 24.inc
* ValueLinks Manual, GTZ 2007, glossery

Wiemer, Hans-Juergen “Capacity WORKS — Summary of Selected Success Factors and Tools”,
Hanoi 2008
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Figure 1: Synthesis Framework for Knowledge Managem

ent - Example of Success Factor Strategy

Capacity WORKS
Success Factors /

Selected Tools

ValueLinks Modules

mplementation in Apiculture VC

- International market

- Domestic market

- Niche market "Organic
product"

- Local market

Consultancy strategies

1: Selecting a value
chain for promotion

1. Strategy Modules: 0, 1, 2, 3
0: Deciding whether to multi-sector, multi-stakeholder LED workshops on provincial and District
_ _ engage in chain Levels; strategic planning, ranking and priorities, decision to choose VC
Tools:  Strategic options promotion approach for implementation

Apiculture among the most promising in terms of Economic growth,
poverty reduction and environmental concerns

2: Analyzing a value
chain

two VC workshops on analysis of Apiculture in Tuyen Hoa and Minh Hoa.

3: Determining a chain
upgrading strategy

visualized chain map and brief explanation
- Demand driven and market oriented
Focusing on the local markets
Natural, environment friendly products

Consolidating performance of existing producers, relevant actors
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1 Success Factors Strategy

Within the framework of the success factor on “strategy”, the present chapter analyzes the
process of formulating a promotion strategy for the apiculture value chain throughout the
subsequent steps (or modules) of the ValueLinks methodology. The focus and attention are
on identifying enabling factors that have brought success of the upgraded apiculture chain.
The analysis and conclusions are based partly on personal experience, partly on detailed
reviews of project documents on the contents and sequence of activities carried out by
SMNR-CV project.

Following the structure of ValuelLinks, the first two stages of setting system boundaries and
chain analysis as well as strategy formation, including their respective modules, are
attributed to “strategy”, as illustrated in Figure 2.

Figure 2: ValueLinks modules of the first two stage s

JJ

Source: ValueLinks Manual, GTZ 2007

1.1 Decision on Chain Promotion

In the SMNR-CV project, the decision on “value chain promotion” as the general method of
choice and on the GTZ-specific toolbox of ValueLinks to promote income generation for rural
households has a longer background.

During the years 1996 to 2002, GTZ implemented a predecessor project entiled "Integrated
Food Security Programme” (IFSP) in the mountainous districts of Tuyen Hoa and Minh Hoa,
of Quang Binh Province. The context was that of prolonged periods of hunger and extreme
poverty of the rural population in these remote areas. Initially, the economy was still largely
subsistence-based with limited marketable surplus of mainly agricultural and forestry primary
commodities. The rationale and major concern of the IFSP, apart from directly reducing
hunger and poverty as well improving production techniques, was improving access to food
by promoting off-farm income opportunities, thus generating additional cash income to satisfy
basic needs for food from the market. The methodological approach in this field was action-
oriented and demand-driven, based on the method of MA&D (Market Analysis and
Development) which was first developed by RECOFTC (http://www.recoftc.org/site/).

Similar to the Value Chain approach, MA&D follows in its analytical and promotional steps
products from places of collection and production, extraction and processing to final market
destinations (end consumers). MA&D analyses trade and market information, before
embarking on the improvement of existing product lines (chain upgrading), markets and
means of marketing as well as developing new products or new markets. The MA&D

4
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methodology is an integration of several tools which enable users to implement a number of
steps in a logical sequence, covering technical and market aspects, the natural resource
base and social implications.

In the context of the IFSP,
several rounds of field
research, including resource
base assessments and
market studies, the MA&D
process delivered a number
of outputs of viable products
to be promoted, including
natural honey, broom making,
pepper, rattan and silk worm
(for food) and others. The
production of natural honey
(later termed apiculture to
cover all aspects of the chain)
came out as one of the most
promising  sub-sectors in
terms of appropriate low-
technology, potential  for ‘ . '

income generation and poverty reduction and well as for environmental reasons. Initially, 48
producer groups (beekeeping clubs) were formed with the participation of 417 producers.

Based on the organizational platform of producer groups and their needs, the project
provided several technical training courses on modern techniques of beekeeping and initial
bee breeding. Follow-up technical coaching visits helped to overcome a number of problems
(such as fungi and diseases). Guidelines and support for the formation of further beekeeping
clubs were provided to strengthen the organizational capacity of the producers. By the end of
the project in 2002, there were about 800 beekeepers in the two districts of Tuyen Hoa and
Minh Hoa who earned a rather stable income from beekeeping and honey production.

Since April 2004, the IFSP has been followed by the SMNR-CV project for an implementation
period of 6 years. In the new project, “Local Economic Development" (LED) and its approach
of strategic planning was introduced as an overarching concept for the promotion of income
generation of households and rural SME and for economic development of the project region.
The concept was introduced in a series of workshops at provincial and district levels. The
application of strategic planning in LED was linked to the conventional process of “Socio-
] economic development
UBND TiNH QUANG BINH 10 ol H(FP nic ki THUATBOC (1) B

participatory planning

LiP kE HUABH PHAT THIfHKlNH TE llIA PHUUNG i Bxplt  visions,

strategic orientations and
Dong Hm 10/3 - 12/3 /2005 clearer priority setting than
was the case in
conventional planning. The
strategic LED planning
workshops mobilized the participation and contribution from many key stakeholders,
representing the political and economic key players of Quang Binh Province and selected
districts. Participants appreciated the new approach as a valuable complement to the
conventional planning processes. In the LED workshops in the districts of Tuyen Hoa and
Minh Hoa, beekeeping was again ranked as a priority subsector in the development plans.
Based on the workshops and on previous studies, major bottlenecks and constraints were
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identified which hindered the extension and further development of the sub-sector. These
included poor business linkages and cooperation among the local beekeepers, input
suppliers and service providers and, most importantly, a lack of management and marketing
knowledge.

The SMNR-CV, after some research on available instruments, decided on the use of the
Value Chain methodology as the most suitable and operational instrument for the upgrading
of production, processing and marketing of the products selected during the LED process.
The VC methodology adopted by the SMNR-CV was a set of pro poor Value Chain tools
developed by GTZ, which later became branded as “ValueLinks”.

After receiving a formal training on the application of ValueLinks, the project team launched
the first VC analysis of Apiculture in the two districts. The first value chain workshop took
place in Tuyen Hoa district with the participation of most relevant key actors along the
apiculture value chain in December 2005. In this workshop, the upgrading and promotion
strategy as well as detailed action plans for upgrading the apiculture value chain were
formulated.

1.2 Value Chain Selection

As mentioned, beekeeping was chosen during the MA&D process in the predecessor project.
At the beginning of the first phase of SMNR-CV, again, apiculture was considered the sub-
sector with the highest potential in terms of economic growth, poverty reduction and
environmental concerns. Based on several comparative criteria, apiculture ranked highest
against other sub-sectors on the following grounds:

high potential for production up-scaling with availability of abundant natural resources
(more than 70% of the area covered with natural forests)

customers perceive honey as a local natural product with an excellent reputation for
guality and multi-purpose use (food, medicine, other)

In the local markets, the local natural honey is in very high demand (honey produced
elsewhere seen as inferior), while the penetration of new domestic markets remains
an option.

The sub-sector is easily accessible by poor, marginalized population groups even in
areas with poor infrastructure and market access; high potential for poverty reduction,
low tech, low initial investment and low operational cost, but high returns on labour.

Upgrading of the sub-sector seen as good combination of income generating and
conservation of natural resources

13 Value Chain Analysis

The analysis of value chains involves chain mapping which specifies all processes from
inputs to production, processing, marketing and consumption. The objective of this step is to
identify constraints facing the value chain (either of the individual functions or actors, or of
the links between them), as well as to seek opportunities to add further value for the chain,
thus increasing its competitive advantages. In the case of SMNR-CV, the value chain
analysis of apiculture was conducted during value chain stakeholder workshops, organised in
the districts of Tuyen Hoa and Minh Hoa. During the events, SMNR-CV provided workshop
participants with information and data from the previous studies for further analysis. As the
result, the workshops elaborated the chain maps of apiculture in the districts in accordance
with the schemes of functions and schemes of actors at both meso and micro levels. The
chain map of functions of apiculture is visualised in Figure 3 below:
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Figure 3 - Apiculture chain mapp

ing at micro level

- basic functions

D|str|but|on Whole sales
Inputs Production ) Consumption
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Bee hives

Glass bottles,
plastic cans

Medicines for bee
diseases

Refined sugar
Techniques

Marketing
knowledge

Local inputs:
Bee hives

Techniques

Frame and bee
comb

Nets

Soldering-iron (for
foot layers)

Knives for cutting
honey

Centrifugal tools

Site selection
Site preparation

Placing of bee
hives

Care taking

Prevention of
insects

Prevention and
control of bee
diseases

Feeding bees with
sugar

" ajor seasons
Bee honey mainly
harvested in
April, May, and
December

Extracting bee
honey

Collection
Transportation

Bottling,
labelling,

Branding,
quality control

* Some cases of
production of
fake honey

Direct Marketing (30%)

Ex farm gate

Storage for selling
with higher price in
next season

Via traders (70%)
Selling with payment
in cash/exchange for
commodities

Retailing for
customers in Dong Hoi
and other districts

Consumption as
food item

Usage for medicinal
purposes,

Usage as tonic for
health improvement,

Mixing with wine or
other drinks

Usage as input for
further
pharmaceutical
processing
Consumption

mainly in winter
months

Based on the map of basic function, the workshop participants elaborated detailed functional
schemes at all stages of the chain from inputs to consumption. In a SWOT analysis, the
strengths and weaknesses, opportunities and threats were documented in detail. The major
issues are summarized as follows:

Tuyen Hoa and Minh Hoa districts have a dense coverage with natural forests,
providing a vast resource base and giving a unique taste to the natural honey from
the area.

The basic inputs for beekeeping (most of them so far imported from outside) can
easily be made locally, thus creating additional income opportunities.

Honey is harvested in two seasons (April-May and December), while consumption is
mainly November to March. Taking advantage of seasonal price fluctuations by the
producers requires capital and improved organization.

The current output (2004-2005) of honey production in the two districts Tuyen Hoa
and Minh Hoa stood at about 25 - 25 tons/ year, while total demand was estimated at
more than 80 tons/year, thus giving sufficient scope for up-scaling.

Natural honey being “faked” (stretched with sugar water) by traders was a major
problem to be addressed.
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The chain map of schemes of actors is presented in the Figure 4:
Figure 4 - Apiculture chain mapping at micro level - schemes of actors
Input P
' Producers rocessors Traders Consumers
roviders
- Traders at district, - Individual - Bottling by #Local traders, - Mainly local
- Commune markets beekeepers tradders and wktlo_llesalers and pe0||ole (urban and
- BRDC (provision of - Beekeeping producers retaiers rural)
bee hives and clubs - 213 of - Direct selling - Good reputation
consultancy) harvested from producers to of honey from
) : product customers Tuyen Hoa and
EOR Ay AOVIHETS: marketed by Minh Hoa
- Local carpenters, traders and - Potential client is
- Local blacksmiths producers the pharmaceutical
- Local bee keepers company in Dong
) Hoi city
- Local bee keeping
experts
- SMNR-CV (technical
support )

In more detail, the chain map elaborated the business relations between relevant actors
along the apiculture value chain. The stakeholders in the workshop made use of the previous
market studies and combined these with their practical knowledge and experience on the
technical issues and local conditions. Some of the major analytical points observed were as
follows:

Vietnam has been in the list of honey exporting countries since 2001. During recent
years, its annual honey production ranged from 10,000 tons to 17,000 tons, with
exports of 8,000 tons to 14,500 tons. There are about 20 honey producing provinces
with large scale production (mostly on monoculture plantations), located mainly in the
South and the North of Vietham. The main importers of Vietnamese honey are the
United States and European countries.

The domestic market with an annual consumption of about 2,000 to 2,500 tons
represents only a minor share of the total production. The consumption rate of honey
in the domestic market of just about 50 g honey/ capita/ year is relatively low
compared to that in importing countries (200 g/capita/year).

The honey selling price (retail) in the domestic markets differs widely with a range
from 18.000VND/ kg to 50.000VND/ kg, depending on quality, taste and the region of
origin. In 2005, the export price of natural honey from Vietnam (bulk, FOB, quality
certified) stood at between 850 USD/ton to 1,000 USD/ton (equivalent to 13.500VND/
kg to 15.500VND/ kg) and was thus considerably lower than domestic market prices.

In the project area of Tuyen Hoa and Minh Hoa district, honey is traded through two
channels. In the first channel, the bee keepers sell honey directly at their houses to
customers who are mainly consumers. Farm gate prices vary by season from
35.000VND/ kg (after harvest) to more than 50.000VND/ kg in the off-season. This
channel of direct marketing accounts for about one third of the honey produced. In
the second channel, traders collect honey from different beekeepers in relatively large
guantities (with payments in cash or in exchange against other commaodities). This
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wholesale channel accounts for the remaining two thirds of the honey produced. The
traders usually transport and sell honey to the provincial capital of Dong Hoi, other
districts and other provinces. Some of the higher capitalized traders speculate on
seasonal price fluctuations; i.e. they store honey for several months and then sell it at
a higher price during winter.

In the local market in Quang Binh province, honey consumers can be classified into
three market segments with distinct preferences. The first and most important
segment consists of older people (above 60 years) with a market share of 42% and
the fastest growth rate. This group also has long-standing preferences for the
perceived qualities of local honey, and mostly decline using honey originating from
elsewhere, even if considerably cheaper. Recently emerged competitors find it
difficult to access this consumer group. - The second most important consumer group
is small children from 1 to 8 years old, which is of course determined by the product
perception and preferences of their parents. Honey being attributed to a health
supporting quality, parents tend to purchase “the best” for their children, thus
accounting for a share of 35% of consumption. - The third group of consumers (9 to
59 years old) consumes 23% of honey sold, and is — in general — more receptive to
competing lower quality honey from other origins.

Apart of honey produced in Minh Hoa and Tuyen Hoa districts, a rather big amount of
honey, around other 20 tons, is collected from other districts (mainly from forest),
merchandized by traders. A minor amount of honey comes from other provinces that
is often sold in pharmaceutical shops.

Bee honey is perceived by consumers as a high-class product; it is used in pure form
or mixed with green tea or wine. Honey consumption is much affected by seasonal
factors, people use more honey in the cold season.

It is estimated that the annual consumption capacity of honey all over Quang Binh is
at least 80 tons.

1.4 Strategy Formulation

Operative strategies for upgrading the chain

Based on the information summarized above and on other information during the VC
analysis, the key stakeholders of the apiculture VC considered following strategic options in
terms of target markets:

International and export markets
Domestic market

Local market

Niche market of organic honey products

Access to export markets requires not only large quantities, a sophisticated quality
management and reliable modes of delivery, but also command significantly lower prices
than producers in Quang Binh could currently realize. For other domestic markets, too, local
honey from Quang Binh was neither seen as competitive on price nor interesting on margins
from the producers’ perspective. Access to the niche market for organic honey was seen as
difficult for the time being, but not ruled out as a future option. Following these considerations,
the stakeholders opted for a market access strategy which targets the local market .

Targeting the local market, a development objective was formulated for the upgrading of the
apiculture VC which states: "Consolidating, developing beekeeping and honey

production and building a brand of local honey for better sales of products ". Based on
the strategic orientation and the development objective, the stakeholders applied their

9
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practical experience and knowledge of the value chain to elaborate a master plan and action
plans of apiculture promotion for the two districts. The two district action plans had quite the
same contents with the following main activities:

Launching an information campaign and advertisement for local honey products
Promoting sales of the product

Consolidate the beekeepers’ clubs and assist in the formation of the new clubs
Establishment of district apiculture associations

Building up a trademark for local natural honey through with the name of apiculture
association

Conducting technical trainings by “master beekeepers” of the association

Increasing the number beekeepers, of bee colonies, and the productivity per bee hive

Consultancy strateqgies in facilitating capacity development

From the perspective of the SMNR-CV project, the promotion strategy for the apiculture VC
had to in line with the project’s overall objective and the specifically relevant impact indicator,
which are:

Objective: "The stakeholders in the project region manage their natural resources
in a sustainable way".

Indicator: "In the intervention areas, the additional net incom e of households and
small enterprises involved in the promotion of va lue chains increases by
at least 10% annually”.

Based on the above operative strategy of the key stakeholders, the promotion strategy aims
at long-term development of the sub-sector and has an orientation towards the potential for
scaling up . The intention was not only to consolidate and enhance the apiculture in the two
districts of Tuyen Hoa and Minh Hoa but also to disseminate successful experience to other
districts of Quang Binh as well as to other provinces and to mobilize support from public
budgets and other donor-funded projects. The expected impacts were not merely the visible
results that the direct actors of the value chain benefited from, but that tested methods of VC
application would be documented, exchanged and recognized by relevant partners at
provincial and district levels elsewhere.

Another dimension of the promotion strategy refers to the ways and procedures of
cooperation with potential partners. The strategy is oriented towards synergies of
implementation processes. The project approach was to be sufficiently attractive to capture
concerns and involvement from other relevant partners in exchanging knowledge and
experience. Based on the strengths of the VC methodology (demand driven, market
oriented), SMNR-CV created a business forum and linkages among and around the key
actors of the apiculture VC. Apart from addressing constraints and barriers to market access,
the promotion strategy emphasized market opportunities as the main driving force in
upgrading value chains.

As a project in development cooperation, SMNR-CV prioritized capacity development as its
core task. It aims at capacity strengthening for sustainable development. The main target
groups of the project’'s capacity building activities were the two district apiculture
associations. The focus and major contents of the consultancy strategy in capacity
development cover the following concerns:

Self-help initiatives, awareness raising, action oriented, learning by doing
Ability and skill development

Visioning, planning and steering

Internal rules and structure

Strengthening of self reflection, M&E, corrective action

10
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2 Success Factor Cooperation
2.1  Stakeholder Mapping

As apiculture promotion was also prioritized by the annual and long-term development plans
of the two districts and became part of the SMNR-CV project implementation strategy, the
District People’s Committees (DPC) and the project became close partners of the
beekeepers in implementing the upgrading strategy for the apiculture VC. Other
organisations become involved in one way or the other, either closely associated or loosely
connected.

In order to structure this institutional landscape in terms of relevance for the upgrading
process, a stakeholder map was elaborated which positioned the partners from the
perspective of the key stakeholders, combining internal and external partners.

Internal partners are directly affected by the upgr  ading project: two district apiculture
associations, DPCs are the key stakeholders among other primary stakeholders, including
other individual beekeepers (who are not yet members of the associations), beekeeper's
clubs at villages, traders who supply inputs for beekeeping and merchandize honey products.
Farmer's Union and Agricultural & Forestry Stations in the two districts and the province are
referred to as secondary partners who are indirectly involved in the VC promotion.

External partners are indirectly involved in the up grading project , acting as service
providers and establishing temporary forms of collaboration: e.g. Bee Research and
Development Centre (BRDC), a local consulting company (llumtics), the CEFE Trainer's Club,
etc. Other actors complemented the supportive activities of SMNR-CV, such as the Ethnic
Minority Centre (EMC), the ADB poverty project, the Department of Science and Technology
(DST), an NGO (Counterpart International, CPI) and others.

Figure 5: Map of internal Stakeholders and external Cooperation Partners

— Y

T
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The map shown above is actually a simplified illustration of the cooperation structure as it
evolved during the upgrading process. The map does not show all individual partners, nor
their relationships among each other.

Again, relating the framework structure of Capacity WORKS to the stages and modules of
ValueLinks, the success factor “Cooperation” is seen as attributed to the following elements:

Figure 6 — Selected ValueLinks modules of the third stage

Setting Chain Implementation Monitoring
system analysis - in different and

boundaries & strategy fields evaluation
formation of action

oo
-

Source: ValueLinks Manual, GTZ 2007

Module 4 actually comprises the whole process of implementing the promotion strategy, in
which further modules (5 to 10) may or may not be of relevance, depending on the specific
value chain. Seen from the angle of “cooperation”, the major promotional activities for the
apiculture VC in Quang Binh are summarized as follows.

The key actors of the VC and those who would benefit the most from upgrading were to be
the individual beekeepers. As an achievement of the predecessor project IFSP, the majority
of them were organized in the form of village beekeeping clubs. SMNR-CV had collaborated
with these clubs by conducting training needs assessments and by delivering technical
training courses. To bring the cooperation among the key actors to the next level, the
formation of apiculture associations on district level was a major challenge. Due to the usual
administrative red tape, the formal establishment of the associations in the two districts of
Tuyen Hoa and Minh Hoa took more than a year to complete, including the official
recognition by the provincial authorities. When achieved, however, it brought about the most
significant change in the structure of the apiculture value chain.

Each association has an executive board with 11 members, representing the beekeepers in
almost all communes in the project region. The apiculture associations play an important role
in promoting the VC. The major functions of the associations cover a wide range of
coordinating and steering tasks (see also next chapter on steering). Major functions also
concern enhancing exchanges and cooperation among the beekeepers and between
beekeepers and other relevant actors, formulating a development strategy, a master plan as
well as long- term and annual plans for apiculture development in the two districts. The
mandate of the associations also include responsibilities for disseminating beekeeping and
to upscale honey production in the locality, applying effective marketing means and
launching sales promotion campaigns, improving public relations in order to mobilize further
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support from local authorities and donor funded projects, NGOs and line departments.
Relations with external cooperation partners also include those to the mass organizations
(Farmers Union, Women’s Union) as well as to national and international apiculture
associations.

From the facilitator's perspective of the SMNR-CV project, the establishment and effective
operations of the associations obviously meant that the cooperation with the bee keepers
became easier to handle. Supportive activities became easier to organize the more the
associations themselves took over the ownership of the upgrading process. Consequently,
the role of the project which was initially rather a driving stakeholder itself, changed towards
that of a mere facilitator as one among other supporting external cooperation partners.
Cooperation itself eventually phased down from a continuous support in the beginning to a
case-to case basis. In this course, the project invited the key representatives of the two
associations to join value chain workshops with the clear message that they were to discuss
and prepare their own promotion strategy and action plans. On demand, management
training courses for the executive boards of the two associations were delivered. Technical
training courses and technical consulting or coaching missions were increasingly delivered
by the “master bee keepers” of the associations, contracted by the SMNR-CV, but also by
local authorities of others districts and by other projects.

The District People's Committees of Tuyen Hoa and Minh Hoa used to be (and to a certain
extent remain to be) key stakeholders in the upgrading strategy. Especially for those
extremely remote communes near the border with Laos, where the rural economy still relies
on subsidies from the government, the role of DPC is still important to economic
development. DPC of Tuyen Hoa and Minh Hoa strongly supported and approved legal
procedures for the establishment of the two apiculture associations. They asked other
projects and their line departments to extend additional support and investments in the
apiculture development. They also used their own budget to contract the local bee keeping
trainers to give technical training courses.

The farmers union and the women's union are mass organizations with a wide network from
the central level down to the commune and village levels, in which almost all farmers and al
women are members. Both organizations collaborate and contribute indirectly to the
upgrading strategy by way of communicating and exchanging good practice examples of
beekeeping among their members in communes and villages. They also nominated
representatives to join the executive boards of the apiculture associations.

2.2 Strengthening public and private Service Provid ers

Some chain actors are referred to above as external partners, but their contributions to the
VC promotion strategy have been crucial. The “Bee Research and Development Centre”
(BRDC), for example, is the most professional and qualified public institution in the
dissemination of modern beekeeping techniques in the North of Vietnam. Their services were
indispensible in the initial stages of the VC promotion, when the transfer of technical
knowledge was the most important issue. In this phase, they trained the “Commune
Extension Workers” (CEW) of the provincial and district Agricultural and Forestry Extension
Centres (PAFEC), who later served as multipliers in the bee keeping clubs. Within the clubs,
usually one or two of the best practitioners became “champions” and trainers themselves.
This cascading approach to capacity development has led to increased effectiveness of
mainly public service providers.

Other external partners in the public sector, such as the “Ethnic Minority Centre” (EMC) or
the “Department of Science and Technology” (DST) as well as the *“quasi public”
developments projects of ADB and CPl have adopted the methods of SMNR-CV in
promoting the apiculture VC. They have made use of the local bee keeping trainers of the
two associations in the further dissemination of beekeeping.
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Private service providers mainly became involved in the process in a later stage, e.g. in the
transfer of management knowledge. The CEFE trainer's club and the local consulting firm
llumtics (both spin-offs of the project) became pioneers in Quang Binh province in the field of
providing advisory services and training in business and small enterprise development.
Initially, the SMNR-CV project insured their viability and continued cooperation with a longer
term framework contract. Meanwhile, these service providers have started to pick up
contracts with other clients and are well on their way to establishing themselves in the
market. Assuming their continued business success, they may now be regarded as part of
the project strategy on sustainable impacts. Driven by financial self-interest, they will
continue to disseminate the methods and models developed by the SMNR-CV, well after the
support from German Development Cooperation has ended.

3 Success Factor Steering Structure

In the concept of Capacity WORKS, an effective steering structure is seen as a critical
success factor in achieving an agreed set of objectives or intended impacts of a development
process or project. Broken down to the apiculture VC in Quang Binh, we talk about the
governance of the value chain for which a representative body was to set the rules of the
game, steer the process and manage the impacts. Early on in the process it was agreed
among the key stakeholders that this body was to take the legal form of an “association” on
the district level, because this intermediate or meso level would allow continued, every-day-
contacts to the producers at grass roots as well as organized lobbying and market leverage
on the provincial level.

The SMNR-CV project has supported the formation of the two apiculture associations every
step of the way, starting with the initial decision taken by the stakeholders in a VC workshop,
followed up by advisory on the mandate and organizational structure, to continued back-up in
the lengthy administrative process of formal establishment. After the establishment was
formally achieved in 2006, the SMNR-CV assisted in formulating a “master plan” with longer
term development objectives as well as annual work plans and the introduction of other
management instruments.

Throughout this process, “ownership” by the members of the association was the guiding
principle, with the project in a facilitating (guiding, but not directing) role. Facilitation was to
assist the two newly established associations and in particular the executive boards of the
associations in formulating a comprehensive development strategy for the sub-sector, and in
drafting and revising realistic operational plans, based on their own capacity and self help
initiatives.

3.1 Work Planning

Apart from mandate and internal regulations of the associations, settings objectives,
translating these into work plans and the monitoring of their implementation were the
innovative tools to render the new steering structure operational. Examples are given below
for the apiculture association of Tuyen Hoa district.

As the outcome of a training workshop, the overall goal of the apiculture sub-sector in the
district was phrased as

"Turn apiculture into one of the main economic occu pations that brings
significant income to beekeeping households and a s ignificant contribution to
poverty alleviation in the locality "

More concretely, the overall goal was broken down into objectives, and indicators to measure
the achievement of these objectives, with the master plans and annual operational plans, an
example of which is summarized below.
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Figure 7: Master plan of Tuyen Hoa Apiculture Assoc  iation (12/2006 - 12/2011)

1. Set up and consolidate all activities of local-based bee
rising sub-associations, ensure 100% of sub-association
work well and effectively. Each year increase 2 more clubs
of bee rising, members increase 10%/year, beehives
increase 40%/year and honey product increases 35%.

O—b.iw L 2. Executive Board of Api. Association has proper capability

Apicultural Association is
consolidated, runs and
develops its activities
successfully.

to prepare operational plan for each year, then support and
instruct members to follow these plans.

3. Technical training of apiculture for people having needs of
rising bee (Appr. 3 courses per year)

4. Introduce Association’s Fund in order to support for
techniques and breeding bees for bee rising households.
Capital for this Fund is turned over (by breeding bees), try to
have a source of capital for 2 — 5 million VND for each sub-
association.

Objective 2: 1. By 11/2011: Number of beehives in the area are 9.000,
Create trademark for honey honey product: 90 tons/year

products and these products | 2. By 11/2007: Honey trademark is registered.

have high level of 3. Retailed shops are established

competitiveness in the market | 4. Each sub-association has 450 beehives, for all 20

communes, wards in district.

Main activities

Objective 1: Apicultural Association is consolidated, runs and develops its activities
successfully.

1.

Prepare and agree on operational regulations of the Association and sub-
associations of communal level

2.

Publicize and encourage more households to participate in Association and suc-
associations (through collaboration with local authorities ; social, political and job
training associations of all level and through typical models of apiculture)

3. Be active in searching and surveying potential areas for planning the bee rising areas
in the locality.
4. Be active in creating relationships, searching for support from the government and

organisations both inside and outside of Vietnam.

5. Be active in preparing projects and instructing members to prepare Investment loan
Projects for Bee rising.
6. Hold Congress and consolidate the structure of each sub-association

Objective 2: Create trademark for honey products and these products have high level of
competitiveness in the market.

1.

Open more training courses of advance and substantial level for techniques of bee
rising to increase number of members, and to increase honey products in 2 districts

2. Apply new techniques in the process of rising bee and collecting honey products to
increase the quality of the products.

3. Increase the activities of advertisement and marketing honey products ; set up stores
to sell honey products at the centre of 2 districts, at Phong Nha — Ke Bang National
Park and at Dong Hoi City.

4. Create trademark for honey products:

4.1 - Design and create best honey brand, product shape
4.2 — Register product quality and brand at authorized organization.

Even more concretely, the master plan was broken down into annual operational plans,

which

present the implementation of planned activities in a time schedule, attributes

responsibilities and allows the monitoring of implementation progress.
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2.3.2 Story Telling "Beekeeping Millionaire"

In the mountainous area of Tan Xuan village (Xuan Hoa commune, Minh Hoa district, Quang
Binh province), there is no one who does not know Mr. Dinh Long. In this remote area,
people are suffering from lots of difficulties with harsh weather, inconvenient transport, and
exhausted soil. Escaping poverty is hard, and becoming affluent is deemed an inaccessible
dream. Nonetheless, Mr Dinh Long has become a millionaire on this impoverished land
thanks to beekeeping for honey. He is also the president of Beekeeping Association in Minh
Hoa district.

With a radiant smile blossoming
on his kind-hearted face on
which a hard time has left
imprinted, Mr. Long pointed to
bee colonies saying to us with a
modestly happy voice: “thanks to
them, my family has been
comfortably better off. All my 8
children can go to school”. Then
he told us the reason why he
started beekeeping. The bee-
keeping was like a mainstay
helping his family as well as
other  households in the
commune escape from long-
lasting poverty and become well
off.

“Our family used to rely on one perch of one-crop paddy field, 7 perches of upland rice and
cassava. Food was often not enough, and hunger occurred several months every year. 10
people lived in a temporary house. At that time, my family was so miserable and worried
about each meal, needy with many children, did not know how to earn enough money for
them to go to school. The only bicycle was the most valuable property” Mr. Long said.

He therefore welcomed the opportunity offered by the project of the German Technical
Cooperation (GTZ) to participate in a training course on modern techniques of beekeeping
for Minh Hoa farmers. Mr. Long convinced some of his neighbours in the village to also
participate in that course. With experience in “wild bee hunting” and his willingness to learn
new things, he quickly got acquainted and applied basic techniques of beekeeping in the
modern way. In addition to the bee colonies provided by the Project, he borrowed money
from his friends to buy one more colony to keep. However, for the first 2 years, he still
encountered a number of problems. Sometimes, his bees attracted unknown diseases; at
other times, whole bee colonies flew off and disappeared.

Not being deterred by such difficulties, Mr. Long was determined to figure out the bottom of
his failures. He patiently spent time and made efforts to observe the behaviour of his bees
with his own eyes. He learnt from his experience, but also by intensively studying literature
on bees. For unclear issues, he wrote letters to Hanoi for further explanation from experts of
the Bee Research and Development Centre (at that time, telephone was an extremely
expensive means of communication for people in this area).

Over the time, his effort and enthusiasm were rewarded. The first time of harvesting honey
became a spiritual medicine for his family. Starting with only two bee colonies, Mr. Long both
yielded honey and could divide the colonies for breeding. Armed with the mastery of the
techniques and bee-keeping experience, he soon owned tens of bee colonies. He started to
produce honey for sale and also conducted bee breeding to sell new colonies to his
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neighbourhood. Not only concerned with his own benefits, he often shared his experience
with other bee-keepers in the village. As a pioneer, he also supported the foundation of a
bee-keepers club in the village and became its first the club president. The club held monthly
meetings to exchange and share bee-keeping knowledge among club members, propagated
the benefits of bee-keeping, and encouraged other farmers to join. Mr. Long himself attended
another 2 months “master trainer” course at the Bees Research and Development Centre in
Hanoi. After this, he was invited not only by GTZ, but also by other projects to deliver
technical training courses on bee-keeping in Minh Hoa district.

With support from the project “Sustainable Management of Natural Resources in Central
Vietnam”, Mr. Long continues to contribute to the development of bee-keeping in Quang Binh
province. He has conducted training courses for hundreds of farmers and has initiated the
establishment of the bee-keepers’ association in Minh Hoa district of which he became
president in October 2006. The association is well recognized by all local authorities and
supported in their efforts to further extend and increase beekeeping in other remote
communes, especially among poor ethnic minority groups.

For Mr. Long and his family, bee-

keeping has become the main and

stable income source over the years.

In 2006; he earned 66 million Dong,®

and made almost the same amount

in the first 9 months of 2008. In

addition, he has an income from bee

breeding and from teaching and

technical consulting, on demand from

other localities. This income has

enabled 2 of his children to graduate

from College and become teachers,

three others are students of Quang

Binh University. Overall, his family

has a fairly comfortable life. His

family owns a spacious house well

equipped with facilities. No one had expected that a simple farmer like Dinh Long in Xuan
Hoa village, whose most valuable possession was a cranky bicycle some years ago, now
owns 3 motorbikes and communicates with his partners by mobile phone.

4 Success Factor Processes

In general, processes are presented along the lines of value chains: input supply and
procurement, processing and production, sales and marketing, customer services and final
consumption. Processes may be grouped into three major categories: core or business

processes which are the core activities needed to turn out a product or service,
management processes which provide steering, coordination and quality assurance, and
back-up processes which are needed to provide infrastructure and deliver internal services.

In the present chapter, “processes” are seen from the perspective of the SMNR-CV project
as a facilitator of the upgrading of the apiculture value chain. The focus is thus on the
consulting strategy of supporting the key stakeholders by capacity building activities in order
to strengthen their own business, management and back-up processes. “Business
processes” mainly relate to skills in production of honey, “management processes” mainly
relate to organizational and marketing aspects of the value chain (see also previous chapter),
and “back-up processes” would relate to the support of an enabling environment (e.g.

¢ About 3,000 EURO
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participatory development planning, LED, strengthening service providers). In the sequence
of the ValueLinks modules, the support activities concern the implementation of the
upgrading strategy, as illustrated below.

Figure 8 - ValueLinks modules of the third stage

Source: ValueLinks Manual, GTZ 2007

The facilitation strategy of the project has generically developed along with the changing
needs of the core stakeholders in the Value Chain. Whereas initially the expressed needs of
bee keepers were support activities in technical aspects (the core process of how to improve
production and marketing), the focus of expressed needs later shifted towards organizational
aspects (the process of how to manage growth). This change in priorities of the stakeholders
is documented in the work plans of the apiculture associations as in the operational plans of
the project. — The third dimension of back-up processes concerns efforts of the association to
lobby for more external support and to efforts of the project to generally contribute to an
improved business environment. The latter is, however, not specific to the apiculture value
chain and will therefore not be dealt with in detail.

Based on the outcomes of the first stakeholder workshops in apiculture (upgrading strategy,
preliminary overall objective and action plans), the support activities of the SMNR-CV initially
targeted core processes and the first steps in management processes. Examples are:
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Ongoing coaching, advice and technical trainings to the clubs and the association
which would then in turn provide interested farmers with technical training courses on
beekeeping towards a regional expansion and up scaling of honey production to
capture unmet demand in the region

Consolidate and strengthen capacity and operation of existing beekeeper clubs

Support for awareness raising and mobilization of membership towards the formation
of apiculture associations in the two districts of Tuyen Hoa and Minh Hoa.

Consolidate organization of new apiculture associations and assist them in upgrading
the value chain.

Support testing of labelled products, aiming at promoting the image of local honey
products for further value added

One of the preconditions for the later formation of the associations was the awareness of
individual beekeepers and clubs of the potential tangible benefits of such an organisation.
Apart from a series of workshops in the field, the project therefore produced a short Video
film highlighting the opportunities for additional income from honey production and the
advantages of getting organized in an association. Getting the film broadcasted on the local
TV proved to have a strong positive influence on the mobilization of association membership.
Henceforth, it was easier to identify active beekeepers among beekeeper clubs who would
launch awareness raising and further mobilization of membership.

Members of the founder boards were key persons whose motivation and interest were to
become decisive factors in the formation and operation of the associations. Keeping in mind
that the beekeepers, including their newly elected leaders, were initially just simple farmers
from a remote area, another key point of awareness raising was to promote an
entrepreneurial spirit and a general mind set of business orientation.

One way to do this was to organize

the participation in a trade fair in the

provincial capital Dong Hoi during

which the honey producers came in

direct contact with urban customers.

To prepare for this event, the

beekeepers developed a label

(branding their product as pure

natural honey originating from the

forests of the districts) and tested different forms of packaging (glass and plastic bottles of
different forms and sizes). During the trade fair, the beekeepers then involved their
customers in numerous discussions to explore consumer preferences. They also
experiences that the innovate forms of labelling and packaging added value to their product,
since they could sell their honey at a considerably higher unit price (about 50 % more per kg
compared to conventional bottling in old wine bottles).

Over the same period, the project supported the legal formalization of the associations by
providing reference documents (legal papers, sample documents of apiculture associations
from the BRDC) as well as documented experience from other social associations in the
province (e.g. Gardening Association of Quang Binh). These served as guidelines to the key
beekeepers during the preparatory meetings for the formation of district associations, during
which the two voluntary founder's boards were formed.

The formal recognition of the associations was a lengthy process which — from the first
preparatory meeting to the first official congress in October 2006 — took more than 10
months. When finally all the red tape of the Viethamese administration was overcome, the
first congresses of the two associations were organised by the local authorities of the two
districts in the presence of provincial leaders and other organizations. Besides formal
procedures and the election of executive boards, the congresses agreed on the charter and
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mandate of the associations, including their development orientation and indicative long-term
development plans.

Regarding the organisational and operational consolidation of the two newly established
associations, the SMNR-CV provided management training courses to the executive boards
on organisational and basic marketing issues, such as, for example:

Basic knowledge and skills on team work and team building, organizational behaviour
Basic skills and methods of market research: market segmentation, targeting and
positioning

Marketing Mix and preparation of a marketing plan

Skills of sales promotion, product development and branding

Basic knowledge and skills of preparing a mid-term master plan, annual operational
plans, budgeting plans

Formulation of internal regulation, collection and use of membership fees

Apart from their immediate outputs (plans and regulations), these trainings had a significant
positive influence on the members of executive boards in terms knowledge, skills and
personal confidence to manage the associations. This, in turn, enabled them to approach
other external cooperation partners for further support to their endeavour of upgrading and
extending the apiculture value chain. Over the last two years, examples of such activities
include:

The executive board of the Minh Hoa association conducted more than 15 technical
training courses on beekeeping for about 450 local farmers with financial support from
the ADB poverty project and the Ethnic Minorities Committee (EMC).

They also collaborated with an international NGO (Counterpart International (CPI) to
transfer beekeeping techniques for about 100 persons in neighbouring Bo Trach
district.

Financed by local authorities, the executive board of Tuyen Hoa organized a study
tour and transferred beekeeping techniques to another 120 farmers in neighbouring
Bo Trach district.

Financed by the provincial Department of Science and Technology (DST), and in
collaboration with the Bee Research Centre (BRDC ), the Tuyen Hoa association
organized beekeeping trainings in Quang Ninh district with more than 100
participating households.

Apart from transferring technical knowledge, the two associations have focused on
strengthening their networks at village level by consolidating the organization of the
beekeeper clubs and aggregating them on the commune level as sub-associations. The
need to formally legalize the informal clubs partly stemmed from the fact that traders used to
“fake” the genuine product (100 % pure natural honey) by adding sugar water and other
ingredients before retailing. This practice being perceived by the associations as
counterproductive to the reputation of their product, the sub-associations were increasingly
able to get traders to commit themselves to quality standards or to crowd out other traders
who were not willing to comply.

Over the last year before phasing out its support in September 2008, the SMNR-CV project
concentrated its support to the apiculture associations on this aspect of quality control by
providing information on certification procedures and the registration of a local trademark.
Even though this process is not yet finalized, market observation indicates that the
occurrence of “fake” honey could be drastically reduced. This achievement has probably
contributed significantly to the increased income of bee keepers, as indicated by the M&E
data presented in the next chapter.
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5 Success Factor Innovation and Learning

51 Innovation

The way to produce honey before the intervention of the project consisted in a few people
going out to the forest for “honey hunting”, a process by which a swarm of wild bees was
smoked out and the natural honeycombs gathered without any further processing. This
traditional technique was not sustainable, since during the process the hive was destroyed,
the bees and their queen got killed. Also, it produced only a very small side income for that
handful of men brave enough to face the counterattacking bees. And it certainly did not have
a potential for up-grading or up-scaling, since hunting and gathering is not a controllable
systematic process.

The initial technical innovation  introduced by the project, as simple as it seems for other
parts of the world, thus consisted in gradually replacing the traditional technique of “honey
hunting” by “bee keeping” with all its technical and managerial learning processes to follow.

5.2 Monitoring and Managing Impacts

The major intended impact of all these processes (technical, managerial and other) was to
increase the income of the rural poor on the level of individual households and as a
contribution to pro-poor economic growth of the whole remote area. This intention is
expressed in the respective impact indicator of the project (“In the intervention areas, the
additional net income of households and small enterprises involved in the promotion of value
chains increases by at least 10% annually.”).

As part of the project’s system of Monitoring and Evaluation (M&E), the additional income
generated from the apiculture value chain, as well as a humber of complementary and sub-
indicators were monitored by regular household surveys. As from 2007, these surveys have
been carried out by the apiculture associations themselves; a practice which they will
continue to follow after the support of the project. The same goes for the evaluation of the
monitoring data and, if any, necessary corrective actions as the way to manage impacts.

5.2.1 Income and Employment Generation

Data of two surveys on beekeeping in the project area is presented in Figure 9 below.” The
data indicates that there was a significant increase in the number of participating households
in the apiculture value chain. The number almost doubled over the period between 2004
(beginning of the project) until 2008 (project support to apiculture phased out in September
2008). The total market value of the honey produced in the project area even increased by
factor of more than four from less than 750 million VND to more than 3.0 billion VND.

This growth is rather impressive. It is increasingly attributable to the dynamics of the
associations and decreasingly attributable to the project’'s support. Even if one argues that
inflation cuts into the real value (or purchasing power equivalent) of the value produced, the
growth has by far outpaced inflation and contributes to significantly increased household
incomes in real terms. One might even compare the values of total outputs in constant prices
of 2004 (35.000 VND per 0.7 litre bottle, equal to about 1 kg net). Even then, the total value
has increased by more than 60 %. However, the increase of the local market price per bottle
from 35.000 VND to currently more than 90.000 (on average for the year, but could reach up
to 115.000 VND) is also real and can rightly be attributed to a successful implementation of
the upgrading strategy, and in particular to improved organization the improvement of quality
standards. Sharply increased unit prices are then largely a result of the continued high
appreciation of the qualities of the natural honey by local consumers.

" Baseline survey of June 2004 and most recent survey of October 2008
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Figure 9: Participating Households and Value Produc  ed
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Source: SMNR-CV baseline report in 2004, report of district apiculture associations in 2008

The above data refers to the whole project area in the two districts of Tuyen Hoa and Minh
Hoa, including newly trained beekeeping households and experienced households, and is
based on representative sample surveys. However, the total value generated is not evenly
distributed among the bee keepers. Evidently, the more experienced bee keepers have a
larger share, while many of the newcomers have only recently started bee keeping with as
little as two hives.

As for the distribution of additional income between the more experienced bee keepers and
the newcomers, a specific survey was done in October 2008 with exactly the same sample of
60 beekeeping households (among 810) surveyed for the baseline in 2004. The results are
illustrated for comparison in Figure 10:

Figure 10:  Average gross additional household incom e from beekeeping (1000VN )

12.000 -
10.000 9.641
8.000 A
6.000 A
4.000 ~
1.971
O T T
2004 2008 2008
average experienced. ..

Source: SMNR-CV baseline report in 2004, report of district apiculture associations in 2008

While the average additional household income from apiculture has “only” doubled over the
last four years, the income of the more experienced bee keepers (those who practiced
apiculture already back in 2004) has increased by a factor of more than 10.
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5.2.2 Chain upgrading

Impacts of chain upgrading include structural or systemic changes which can be referred to
as "discrete changes", like founding of the new producer associations, an agreement on the
new product standard and “"gradual changes", such as changes in productivity and
production costs.

Formation of the two apiculture associations

Following the action plan formulated in the VC workshop and along with supportive
activities of SMNR-CV, the local beekeepers and other relevant actors in Tuyen Hoa
and Minh Hoa districts formed two apiculture associations in October 2006. The two
associations were established under an official decision of Quang Binh PPC. The
associations’ formation was initially based on mobilization the beekeeping clubs in
many villages with a total participation of 1,175 members (see previous chapters). This
significant change has helped the chain actors to improve the coordination among
themselves and business linkages to external partners. For the long-term perspective of
development, the existence of the apiculture associations renders the chain more
organized and competitive. For example, being in the association, local beekeepers
command more effective bargaining power vs. traders, reduction of marketing costs,
better exchange of technical experience , more convincing applications for further
external support.

Better awareness towards product quality management

Before the formation of the associations, there were quite many cases of faking the
pure natural honey. This occurred mainly with traders who “stretched” the pure product
with sugar water and the likes. Evidently, these fakes caused negative effects to the
reputation of the traditional local honey, resulting in more difficult and lower sales of the
products for some time. Through the wide communication network of the two
associations, the core chain actors have introduced stricter and more effective
measures of quality control. As an effect it appears that nowadays there are only very
rare cases of faked products in the local markets.

Higher productivity of honey produced with respective lower production costs

Figure 11 below presents the data on average productivity of honey produced per bee
hive over past years. Among the experienced bee keepers, average productivity per
bee hive has increased by almost 50% over the last four years, and has recently
reached about 8 kg per hive a year. Even though with further improvements this
average might still be increased to 10 kg or more (which was the initial assumption for
the feasibility calculation), the progress is still remarkable, because it includes the
severe negative effects and damages (loss of a substantial number of bee hives)
caused by the heavy flood in September 2007.

Figure 11: Honey yields per bee hive over the past  years (kg/ year)
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5.2.3 Contribution to pro-poor economic Growth

Value added (VA) for poor rural households is used as the key criteria to assess pro-poor
growth contributions. Before project intervention, the average income of the vast majority of
households interested in apiculture placed them below or just above the official poverty line.
After several years as apiculture practitioners, nearly all households have managed to gain a
significant additional income from beekeeping, compared to their total household income
which normally includes a rather wide range of agricultural and off-farm activities.

As a rule for almost all households, however, there is still abundant labour (except at harvest
times) and not enough capital to invest in expansion / up-scaling or technical upgrading.
Productivity gains, reducing production costs and realizing higher ex-farm sales prices
therefore remain key elements of further upgrading measures.

A comparison of survey data from 2006 and the most recent survey indicates that progress
has been made on the front of reducing production costs, too. For the purpose of the
exercise, the considerable inputs of labour in bee keeping have not been counted in or
monetarized for the calculation. While this is, strictly speaking, not quite correct, it appears
justified from the viewpoint of poor bee keepers with abundant time to spare and no record
on how they spend their time (thus no reliable data). For the purpose of comparing two years,
it also would not make a considerable difference, since the time spent on tending bee hives
would be about the same, even if the number of hives per household had slightly increased.

Referring again to the more experienced bee keepers, what is illustrated in Figure 12 below
as “intermediate costs” (IC) is thus defined as “production costs minus costs of labour.” Value
added (VA) is thus “gross income from bee keeping minus intermediate costs”.

Figure 12:  Average value added and intermediate cos ts
per beekeeping household (1000VND/year)
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Source: Data of household surveys in 2006, 2008 by SMNR-CV

Despite significantly increased prices for inputs, the average intermediate costs (IC) of
beekeeping households remained quite the same for the two years. At an inflation rate
currently standing at around 23 % p.a., this is quite a remarkable result, since in terms of
guantity households had to buy more inputs at nominally much higher unit prices. Main
factors contributing to this achievement are improved skills of splitting up own bee hives and
preventing them from flying off. Including the combined effects of higher productivity and
higher market prices, the value added by bee keepers has more than tripled in this period.
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5.3 Summary of Lessons Learnt

The lessons learnt from the formulation and implementation of the upgrading strategy of the
Apiculture value chain may be summarized as follows:

1. The selection of apiculture as a value chain to be promoted has proven to be a good
choice in terms of poverty reduction and pro-poor growth. Advanced beekeeping is
suitable for the local conditions in remote mountainous areas and contributes significantly
to income generation and employment creation among the rural poor.

2. The promotion strategy for the Apiculture VC is based on sufficiently in-depth research of
external factors (market demand, consumption patterns and trends) as well as internal
factors (natural resources base, priorities of local authority, real needs and capacity of the
key stakeholders). Based on this understanding of the context, the strategic option of
targeting the local market was the best choice.

3. The VC promotion strategy rests on three operational pillars: the potential for scaling up,
the synergy of implementing partners and the improvement of market access. All three
dimensions have proven necessary to define comprehensive objectives and realistic
operational plans and have enabled cooperation among relevant actors.

4. At the beginning of implementation, the main challenges included technical issues, the
improvement of business linkages and value chain governance. The project approach to
face these challenges has been an inclusive and participatory approach, based on
ownership and self-help initiatives of the core stakeholders.

5. Apart from identifying and setting up an operational network among the key stakeholders
of the VC (individual beekeepers, clubs, associations), the SMNR-CV project has initiated
a longer term collaboration with external service providers, thus ensuring effective
interventions in the fields of transferring advanced techniques and providing business
development services. An understanding of the external partners' capacities and a clear
formulation of tasks are crucial for the continued direct cooperation between key
stakeholders and external service providers.

6. The initiation of and the continued collaboration with the two apiculture associations is
considered the single most important factor for the success of the upgrading strategy.
The establishment of the associations is based on needs assessments and ownership by
the key stakeholders. Capacity building measures by the project have led to effective
operations of the associations, which in turn have brought about a systemic change to
the way the value chain works.

7. The willingness, motivation and process ownership of individual key players are decisive
factors. Apart from the support by an external facilitator (the SMNR-CV project), the so-
called “champions” have proven to be the real driving force in the upgrading of technical
and management processes. Their role remains to be instrumental in coordinating
available resources and in maintaining the collaboration with other external partners.

8. Individual learning and success stories significantly contribute to the success of the
organization and are the key factors of innovation.

9. Regular contacts and exchanges, mini workshops on current issues, short studies and
situation assessments provide the formats for continued learning (or the “learning
architecture”). They have also proven to be useful tools in the dissemination to other
areas (up-scaling) and in mobilizing contributions from internal and external partners.

10. Capacity building activities through the provision of training on advanced beekeeping and
managerial skills initiate and maintain collaboration among the key actors of the VC.
These activities need to be continued by the leaders of the associations, since they
represent a real benefit for their members.
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For an effective steering of the VC, the associations need to regularly observe intended
interventions of external partners. This may refer to local authorities in other districts or
neighbouring provinces who might decide to promote apiculture, or to new development
projects which bring along additional funds.

Awareness raising is essential for organizational consolidation. The beekeepers have
become motivated to be members of the associations and become more synergic since
they have realized the potential benefits and advantages of working together. However,
benefits need to become tangible (increased individual income) for the “collaborative”
action” to sustain on the longer term.

Value chain hand outs and VC workshop documentations are useful for awareness
raising and the cooperation process. The film on successful beekeeping has effectively
changed the mindsets of beekeepers towards promising perspectives of the apiculture
VC.

Capacity building through needs-based training courses is a significant contribution for
strengthening the capacity of the key actors. Stimulating a mind set of “business
orientation” creates the necessary confidence to steer the process of VC upgrading.

In formalizing the associations, it has proven to be efficient and produced quicker results
to seek and adapt tools and guidelines from other similar cases. The SMNR-CV assisted
the founder's boards of the two associations in adapting the charter and internal
regulations based on a sample charter from the National Apiculture Association.

The “logical framework” is a very useful instrument for designing a comprehensive master
plan and for structuring action plans. With the two apiculture associations, the tool has
enabled the key stakeholders to formulate clear objectives and concrete activities for the
apiculture VC promotion.

A success factor which has so far been addressed only implicitly is the time factor, or the
duration of supportive interventions. For the apiculture VC in Quang Binh, this support
has started more than a decade ago with the predecessor project IFSP, which started the
subsector practically from scratch and has brought the VC to a certain level. The support
by the SMNR-CV project has contributed significantly in terms of needed transfers of
technical and management knowledge. Even if this seems to put the stakeholders of the
apiculture VC in a rather privileged position, the conditions in remote rural areas would
make a continued support over a number of years (at least 6) indispensible to produce a
sustainable impact.

After phasing out the support, it is now left to the dynamics of the associations to fully
exploit the potential of local markets and possibly beyond. New barriers are bound to
emerge in the future, such as possible market saturation or the emergence of serious
competitors from outside penetrating the local market. New opportunities might arise, too,
such as the opening up of new markets in the neighbouring provinces or as new niche
products (e.g. certification as “organic”, tourist souvenirs sold at the National Park). To
successfully face these challenges and opportunities, the apiculture VC needs to become
even more robust and competitive than has been achieved so far.

The SMNR-CV project has facilitated a combination of three processes which are
interrelated and complemented each other: business processes, management processes
and back-up processes. Whereas in earlier implementation stages, the support for
business (or core) processes was most relevant (assessments of resource base,
technical trainings, market analysis and VC workshops), management process become
more relevant later on (technical assistance for the formation of the apiculture
associations, organizational and management training). The promotion of an enabling
environment (back-up processes) by encouraging public-private partnership,
strengthening service providers and lobbying for additional support was a task
increasingly taken over by the associations themselves.
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20. As a development cooperation project, the processes supported by the SMNR-CV are
influenced by cooperation and learning processes. Learning, however, has also taken
place with the staff members (technical and M&E officers) of the project itself. Thus, the
experience gained in the promotion of the apiculture VC proved very useful in the
promotion of other value chains. The experience in cooperation processes has led to the
initiation of a “Provincial Value Chain Group”, which comprises members from public and
private service providers, nearly all development projects in the province as well as
stakeholders from a number of other value chains. However, the group remains rather
loosely organized and is still a far cry from what could be called the “institutionalization” of
the VC approach.
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Annex 1. Capacity WORKS Overview
The Character of Capacity WORKS

Capacity WORKS picks up on existing management issues. It improves the quality of
the project’'s work , and ensures that more can be achieved with the same effort.

Capacity WORKS does not relieve the manager of the burden of thinking, designing or
implementing. It offers no instant solutions or off the peg products.

The novelty in the consistent application of the success factors in a project is twofold.
First it offers improved transparency as well as enabling the project manager to
communicate openly and coherently  about the questions inherent in the success
factors.

Capacity WORKS makes good practice easier to identify, describe and communicate.
Learning on this basis becomes easier and more accessible — even between regions
and sectors.

The model offers a structured approach to management that is also flexible , enabling the
individual needs in different sectors and regions to be taken account of.

The Management Model Capacity WORKS

Supports the management of projects

Fits into Contracts and Cooperation
Management on the level of ‘how’.

The process is broken down into 5
Success Factors that have to be
iteratively considered, designed,
monitored and adjusted.

The focus is on objectives and results
and their interrelation with the 5
Success Factors.

Key questions shape analysis and
action in each success factor.

The focus is on objectives and results
and their interrelation with the 5
Success Factors.

Capacity WORKS provides an answer to the question:

How do we manage projects and programs in order for them to operate as effectively
and sustainable as possible?

Capacity WORKS is designed to:

Assess the project design on the basis of clear and transparent criteria
Develop and examine strategic options

Plan and steer the core task of capacity development

Steer contracts flexibility for results, and

Evaluate experience gained and “lessons learnt”, thus improve “knowledge management”
in projects and use it to optimize governance
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Key Themes, Objectives and Tools in the Success Fac  tors
Success Factor Key Theme Objective Basic Tools Optional Tools

Strategic positioning, options, 1 | Variable Geometry of Strategy gfenz?os . —
mental barriers, consultancy Clear and plausible 2 | Strategic Options umpling Blocks and Menta
1 | Strategy . - L - Barriers
strategies for Capacity strategic orientation — _ > _ :
Development 3 Consultancy Strategies in Capacity Strateglc Options and Strategies
Development for Actions
with internal partners: the 4 | Stakeholder Map Eteti};usdt:l:gr':r?:adgﬁainitgil':ective
cooperation system (‘skin’), form ! J
and content of cooperation, roles 5 | Forms of Cooperation and Rules Network Management
and responsibilities, networks ) -
_ Clear understanding | 6 | Confidence- building packstage and Learning
2 | Cooperation _ _ of who to cooperate _ ehaviour
with external partners: formation of | with and how 7 The Map of Actors in the External Key Actors in the External
partnerships, shaping exchange Environment Environment
relatlonsh_|ps, establishing 8 | Needs Analysis Comparative Advantages
comparative advantages,
negotiating 9 | Shaping Partnerships Negotiation
Steering/management model for 10 | Governance Model lC(é)re Togics and Fields of
Steeri the project, decisions, Adequate steering ntervention
3 |3 eering communication and structure: structure to achieve | 11 | Variables Storytelling
tructure responsibility in management, key | objectives/impacts , : :
topics and management ratio 12 | Work Planning ﬁ:ﬁigggeind Quality of Advisory
Processes in the project (internal: 13 | Core Processes Communities of Practice (CoP)
process improvement, interface _
management). Design and Clear understanding | 14 | process Optimisation Interface Management
4 | Processes composition of change of key strategic
management processes and Processes. 15 Shaping Change Processes and Deali ith Resist
projects together with the partner Projects ealing with Resistance
. _ 5}2§r|g?rg;m_r:]ovgzgn-, el Measures to develop 16 | The Innovation Diamond Different Forms of Learning
c earning ' : g ; ltf hl gld be | and consolidate 17 | Product-based Knowledge Intervision and the Resistance
e vation | managed: Innovation and learning | 1aming capacites Management Culture
Innovation architgctu’re 9 | arein place. 1 | Organisational Learning and Scaling up and Mainstreaming

Obstacles to Learning

Experience and Knowledge
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The Capacity WORKS Process

a recurring and iterative cycle

cyclical

open

synoptic, holistic and interdependent view of the success factors
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Goal: a coherent architecture of consultancy interventions with and in all success

factors that ensures maximum leverage in pursuit of the project's goals
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Annex 2: ValueLinks: Overview on Modules and Tasks 8

ValueLinks has been developed by Deutsche Gesellschaft fuer Technische Zusammen-
arbeit gmbH (German Technical cooperation), GTZ, as its specific, action-oriented approach
to the pro-poor oriented promotion of value chains. The ValueLinks methodology builds on
lessons learned with rural development programmes and private sector promotion supported
by GTZ. It structures the know-how of value chain promotion into 11 modules organised
according to the project cycle.

It starts with the decision whether to engage in value chain promotion at all, and how to
combine VC promotion with other development approaches (module 0). The first step in
value chain promotion is the identification of a value chain to promote (module 1), followed
by value chain analysis (module 2) and the formulation of a chain upgrading strategy
(module 3). Module 4 presents know-how for facilitators of value chain promotion projects.
The following modules (5-10) are all devoted to the implementation of projects. Three major
fields of action are distinguished — business linkages (modules 5-6), services (modules 7-8)
and the business environment including standards (modules 9-10). Finally, module 11 closes
the cycle with know-how on monitoring impacts and managing for development results. The
core of the ValueLinks methodology is contained in modules 1-4 and 11, which consist of
know-how that is specific to the value chain concept. Modules 5-10, on the other hand, utilise
and adapt knowledge from other related fields of development work.

The graph below shows how modules relate to a project cycle of value chain promotion:

8 Source: ValueLinks Manual — The Methodology of Value Chain Promotion, © GTZ 2007
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ValueLinks does not prescribe any particular sequence in which the modules should be used.
In fact, the methodology is iterative. Practitioners usually have to move between
implementation and analysis. Monitoring is placed at the end in the above graph, but should
certainly be conducted throughout the process.

Each module specifies recurring tasks that business organisations and facilitators of value
chain promotion have to perform. Users can choose among a total of 37 tasks, e.g. “value
chain mapping”, “agreeing on a vision” or “engaging private partners in development work”.
Thus the methodology provides the building blocks with which to construct VC promotion
projects, selecting elements of ValueLinks according to their specific needs.

ValueLinks is an evolving concept. In its present state, it embraces the generic methodology
of value chain promotion. Its application in different industries and in countries with varying
degrees of economic development calls for additional situation-specific tools. Of particular
interest is its application to business opportunities at the bottom of the pyramid. It is planned
to produce sector-specific as well as country-specific versions of ValueLinks that address
specific needs.

The following table presents an overview of the ValueLinks tasks, structured into two parts.
The first set shows the analytical and decision-making tasks for preparing a value chain
promotion project, while the second covers the fields of implementation action and
monitoring.

Analytical and decision-making tasks preparing a va lue chain promotion project

ValueLinks .

ValuelLinks Tasks
Modules
Module 0 « (0.1) Assessing potential and limits of value chain promotion
Deciding whether to en- « (0.2) Combining chain promotion with other development
gage in chain promotion approaches
Module 1 * (1.1) Determining the scope of value chains to be promoted
Selecting a value chain for | ¢ (1.2) Conducting and supporting market research
promotion * (1.3) Setting priorities across alternative value chains
Module 2 * (2.1) Value chain mapping

* (2.2) Quantifying and analyzing value chains in detail

Analyzing a value chain « (2.3) Economic analysis of value chains

* (3.1) Agreeing on a vision and strategy for value chain

Module 3 upgrading . :
Determining the chain * (3.2) Analyzing opportunities and constraints
9 * (3.3) Setting operational upgrading objectives

upgrading strategy * (3.4) Identifying actors to implement the upgrading strategy
* (3.5) Anticipating the impact of chain upgrading

Module 4 *(4.2) CIarjfying public, private and QOnor roles o
Facilitating the chain * (4.2) Designing a process and setting entry and exit points

* (4.3) Organising the chain promotion project and scaling it up
development process « (4.4) Institutionalising the collective action of chain actors

33



Capacity WORKS for Apiculture Value Chain

"f‘ "’"s%

J %
08\

SMNR-CV

Fields of implementation action and monitoring

ValueLinks
Modules

ValueLinks Tasks

Module 5 Strengthening
private business linkages

« (5.1) Brokering vertical collaboration: Supplier — buyer
contracting

* (5.1) Fostering horizontal collaboration of value chain operators

¢ (5.1) Business matchmaking

Module 6
Engaging in public-private
partnership

« (6.1) Engaging private partners in development work
« (6.2) Concluding private-public partnership agreements

Module 7
Strengthening services in
value chains

* (7.1) Assessing service needs and service markets

* (7.2) Strengthening private service markets and arrangements
* (7.3) Improving the responsiveness of public service providers
« (7.4) Strategic use of temporary support services

Module 8 * (8.1) Brokering value chain financing arrangements
Financing value chains * (8.2) Publicly funding chain development
Module 9

Introducing social,
ecological and product
quality standards

* (9.1) Facilitating the development of standards
* (9.2) Accompanying the implementation of standards
* (9.3) Developing the capacity for the verification of standards

Module 10

Improving the business
environment of value
chains

* (10.1) Supporting private initiatives addressing macro-level
constraints
* (10.2) Fostering a coherent value chain promotion policy

Module 11
Monitoring and Managing
Impact

* (11.1) Formulating impact hypotheses of value chain promotion
* (11.2) Verifying impact hypotheses
* (11.3) Managing for development results
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Annex 3:

Synthesis Framework of Success Factors, ValueLinks

Modules and Implementation Steps

Capacity WORKS
Success Factors /

Selected Tools

ValueLinks Modules

mplementation in Apiculture VC

- International market

- Domestic market

- Niche market "Organic
product"

- Local market

Consultancy strategies

promotion

1: Selecting a value
chain for promotion

1. Strategy Modules: 0,1, 2, 3
0: Deciding whether to multi-sector, multi-stakeholder LED workshops on provincial and District
_ , engage in chain Levels; strategic planning, ranking and priorities, decision to choose VC
Tools:  Strategic options approach for implementation

Apiculture among the most promising in terms of Economic growth, poverty
reduction and environmental concerns

2: Analyzing a value
chain

two VC workshops on analysis of Apiculture in Tuyen Hoa and Minh Hoa.
visualized chain map and brief explanation

3: Determining a chain
upgrading strategy

Demand driven and market oriented

Focusing on the local markets

Natural, environment friendly products

Consolidating performance of existing producers, relevant actors

2. Cooperation

Modules: 6,7

Tools : Map of
- Internal Partners

- External Partners

6: Engaging in public-
private partnership

Roles and functions of different partners involved in the cooperation
landscape

Internal partners: VC actors in the project region (beekeepers, traders,
input suppliers)

External partners: business development service provider (VCCI,
CEFE), technical backstopping (BRDC), CPC, DPC and Department of
Science and Technology

Creating public private partnership: local bee trainers become active in
business with support from DPC and other projects (ADB, CPI)

7: Strengthening
services in VC

Describe how needed services are delivered to the producers, and how it
has developed (management services, extension service, inputs provision
service

Other donor funded projects: (ICCO, ADB, CPI) sharing experience and
know-how in promoting the VC
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Capacity WORKS
Success Factors /

Selected Tools

ValueLinks Modules

mplementation in Apiculture VC

Tools: Comparative Advantages

Comparative advantage for each of three main supports in the VC and
interest exchange in cooperation; DPC: political support SMNR-CV
needs as political backup

ADB: abundant budget source  SMNR-CV to cooperate for the
outreach / up-scaling effect

3. Steering structure/ Governance

Module: 5

Tools:
- Work planning
- Story telling

5: Strengthening
business linkages

Consolidating existing Clubs and forming the Apiculture Association;
awareness raising, need assessment for formation of the association
Assisting VC actors in formulating upgrading strategy of the Apiculture
VvC

VC steering structure (producer association) with more negotiation
power and value chain ownership

Compiling the charter of the association, operational plan

Support “champions” (story)

4. Processes

Modules: 4, 5 - 10

Tools: Core Processes
- Technical know-how
- Organization
- Market position

4: Facilitating the chain
development process

The strategy of the project facilitation in the Apiculture VC: Capacity
building for producers to take on the ownership of VC; and replication of the
good practice production

Facilitation Strategy of
the Project and main
Implementation Activities

Management and organizational trainings, Training on marketing,
including topics of: principles of team work, financial management and
planning skills.

Ongoing coaching, advice and technical trainings to the clubs and
association

Unexpected outcomes of the SMNR-CV support on marketing of honey:
Buyers (consumers and traders) trust in the pure quality of local honey,
producers find out direct marketing with the buyers coming to their farm
is the most effective way

Better product reputation as advantages of being the association,
mobilization of further external support
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Capacity WORKS
Success Factors /

Selected Tools

ValueLinks Modules

mplementation in Apiculture VC

More effective marketing and reduction of marketing and logistics costs
Dissemination of successes to other areas, especially ethnic minorities

5. Learning and Innovation

Modules: 9, 11

Tools: Scaling up and
mainstreaming

11: Monitoring and
managing impact

M&E: data on additional net income of producers in years 2004 to 2008
Learning amongst the VC practitioners: Learning effect amongst
members of Clubs/Association on producing good quality honey,
protecting the reputation of local bee honey

Internally, the SMNR-CV draws lessons learnt to facilitate other Value
chains

9: Introducing social, &

quality standards

Trade fair: giving an opportunity to the VC actors to assess behaviors of
customers through attending trade fairs

Test improved packaging and labeling of products

Test quality certification Standards

Explore possibilities for further quality improvement and quality control
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Annex 4. capacity WORKS: Guiding Questions for Knowledge Man ___agement
Contents . . Management Technical Development Methodological Regional
Success Initial questions Cooperation
Knowledge Knowledge Knowledge Knowledge
Factors Knowledge
What is the Which Which national,
“uniqueness” of Which technical Which approaches, | methodological international or
your working place, | knowledge should topics or services expertise should regional Programs
What are your your function, your | GTZ increase? do you think GTZ GTZ increase? and political
Tasks major tasks and project or your In which areas will be demanded In which areas processes are
S objectives? tasks should special for in the future? would you have relevant for the
objectives, . . O .
strategies What are your competencies be What do you base liked special input? | quality of the work
9 priorities? What is the set up? your judgment on? of GTZ in the
And why? uniqueness of our What is the What is GTZ future? How should
intervention? context? Alignment | Demand for the specific GTZ react
(comparative to partner strategies | topic knowledge/contribut | regarding these
advantage) ion on the topic? challenges?

Cooperation

Who are your most
important internal
and external
partner?

What were the
objectives for
cooperation and
what was the value
added by
cooperation with

Who are the most
important GTZ
knowledge brokers
on the topic? Who
are the most
knowledgeable
partners?

Which of your
knowledge
networks has been
of particular

Which technical co
operations were
especially important
for achievement of
changes? What
was the aim and
how do you
evaluate the result?
Which knowledge
have you gained
through these

Which enterprises,
consultings/consult
ants, scientific
institutions etc. are
your cooperation
partners? What is
the content of the
cooperation?
Which contacts are
particularly
important for other
donors/ colleagues

What has been the
most effective way
to organize your
cooperation with
your partners/
customers?
Which types of
cooperation have
you used?

Which degree of
compromise did
exist from the side

Who are the most
important
stakeholders in the
regional context of
your program?
Can you produce a
map of
stakeholders
engagement to
clarify the most
important

each partner? importance? cooperations? in this context? of the different stakeholders.
actors/stakeholders
2
Steering , What was the How do you What do you think How would you What where the Which unique
governance steering structure measure success? | has been changed | explainto a most important characteristics do
and for the inter- Which are the in a sustainable journalist in a few instruments and other
management vention? critical success way by your sentences what you | working materials organizations/donor
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Contents

Development

o . Management Technical . Methodological Regional
Success Initial questions Cooperation
Knowledge Knowledge Knowledge Knowledge
Factors Knowledge

What about factors for your interventions (this have achieved applied? S in your partner
ownership/who was | work? On which should only refer to | through your work? | How did you use country possess?
the owner? external factors the “how” to do them? What is this
What has worked does your success | things not impacts What has proven to | assessment based
well? depend? at target group be useful? on?
Which experiences | What did you level)
have been of imagine differently | What were intended
particular in the beginning? impacts and what
importance? Why? | Why have things was unintended?

developed in Which impacts

another direction as | could be achieved

planned? and how in similar

Which possibilities projects?

for influencing/

shaping things do

you appreciate in

your work?

What are your
experiences with
What are the main different “modes of o
g [ ; . ” Which internal
Draw a “timeline” of | working processes? delivery” / types of
\ X . . . sources of
your interventions. What has to be What is your “top contract (combi information do vou
What were the most | observed in these ten” of literature and | finance, IS, y
: . usually use?
important steps, processes? studies, databases, | Program based .
. ; Which external
Processes milestones, How do you assure | Websites and approaches etc.) . .
; ) . . , information and
framework result orientation, information services | How do the
i L . : data sources have

conditions, efficiency and important for this processes

challenges and
lessons learnt?

continuous
improvement of
processed?

topic?

interrelate with
processes at
national level or
activities of other
donors

been particularly
important for your
work?
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gﬁgéigf Initial questions Management Technical %%\gegg‘r);ntig?]t Methodological Regional
Eactors Knowledge Knowledge Knowledge Knowledge Knowledge
What are the most
important technical Which methods and
What would you do ins_ights you hgve instruments have
differently today? ' galne_:d? What is you developed?
Looking back at special about them?
What would you . . . .
advice others to do | YU work which Which technical Have you How can learning
experiences and publications and and innovation be What do your

Innovation and
Learning

and not to do?
What were the main
innovations
introduced by GTZ?
Who has learnt
what from the
inverventions?

milestones have
been of particular
importance for
GTZ/for the
partners? And why?

studies etc. have
been elaborated in
your area of
responsibility? Have
you created
webpages or data

contributed to
innovations? If so,
which ones?

maintained beyond
the end of the
interventions?

Which Information
and PR-material

bases that are have you
worthwhile produced?
maintaining?

partners and other
donors think about
the project?

Source: GTZ, October 2008

GTZ HQ

Doris Becker

CW als Knowledge Management Instrument
CW for documentation of Lessons learnt
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