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Roads, electricity, water
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Subsidies, programs
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Drivers of Transformation

Biophysical, Environmental 
Factors & Climate change

Economic & 
Market

Technology, Innovation 
& Infrastructure

Demographics 
Urbanization

Political & 
Institutional

Socio-
Cultural

An overarching, radical change of the AFS 

An autonomous process that cannot be 
addressed by comprehensive planning 

Transformation
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Change agents ... 

They can be found anywhere in the food system:

 Research institutes 

 Enterprises with innovative business models

 Government agencies and authorities 

 Local communities

 Professional associations 

 NGOs and political pressure groups

 Are conscious of transformation objectives

 Are innovators in their own field

 Consider themselves as frontrunners 
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Transformative action ...

 Are alliances of several change agents organizing collective transformative actions in 

the common interest

 Foster dialogue and joint learning, coordinate actions, handle goal conflicts and keep an 

eye on the risk of maladaptation

Transformative initiatives ...

 Is an intervention of one or several change agents into the ongoing transformation process

 Is committed to the innovation of a selected aspect of the food system

 Undertaken by actors who are willing and able to organize collective action 
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Ongoing or new
Transformative Initiatives

Change 
Agent

Collective Transformative Action 

Transformative change

In specific elements 
of the AFS

Transformative actions and initiatives 

Change 
Agent
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Evaluate 
Outcomes 

ExitLearn on drivers &  network

U
p

d
at

e

S
h

ar
e 

le
ss

o
n

s

Assess progress, quick-wins & learn

Strategy development & materializing transformative initiatives

Identify change 
agents, transformative 

initiatives & actions

Assess 
drivers of 

transformation 

Compile basic 

data
Detailed 

studies  

Develop / upgrade – improve 
joint strategy & vision of 
transformative initiatives 

Fund & implement 
transformative 

actions

Detailed 

studies  
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General principles of process facilitation

External agencies facilitate transformative action in collaboration with AFS partners.
They should not carry out operational functions in the AFS. 

Tasks of facilitators

 Make sure the actors in a network understand each other and gain mutual trust 

 Take off from the existing own initiatives and ideas of network partners in the AFS

 Make sure this is a “win-win game”

 Make information and data available, clarify issues, create transparency

 Go for quick visible results to gain momentum while being prepared for a long-term process

 Facilitate joint learning and evaluation

 Ensure the coordinated efforts of different contributors of funds, resources and donors
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Strategic considerations, assessing drivers

What are main biophysical, environmental factors & climate drivers? 
e.g. in terms of climate change/climate hazards, environmental 

degradation, over-exploitation of resources, environmental policies?change

What are main socio-cultural, demographics & urbanization  drivers? 
e.g. in terms of gender issues, food and nutrition needs, income gaps, 

(youth) unemployment, urban demand, social policies?

What are main economic & market drivers? 

What are main technology, innovation & infrastructure drivers 

enhancing competitiveness? 

e.g. in terms of market demand, market trends, digitalisation/mechanisation, 

economic policies? 
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Group work 2 Strategic considerations 
Tuesday afternoon

Pinboard 2 front

• Identify Transformation 

drivers, (top of pinboard)

• Mark Change Agents (AFS 

map) 

Pinboard 1 back

• Duplicate change agents 

• Identify ongoing 

or create new  

transformative initiatives 

• Transformative Initiative 

members elaborate on 

concrete strategic 

considerations for the 

future as relevant
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Strategic considerations for the environment

Transition to green VCs

Environmental
policy / 

regulation

Management of 
natural resources & 

the ecology

Improving resource 
efficiency (energy, water, 

material, waste disposal)

Business 
opportunities 

in VC greening

Assessing the environmental hot spots… Stop producing, move 
to other VC 

Economic and 
environmental 

interests converge

Economic and 
environmental 

interests in conflict

Secure the ecological and 
resource base at hot spot locations
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Climate change adaptation strategies 

Diversification within coffee

 Change from Arabica to Robusta coffee

Increasing resilience through agronomic measures

 Breed more drought resistant and heat tolerant varieties

 Intensify agro-forestry, especially shade tree cultivation

 Introduce water-efficient (drip) irrigation

Increasing social resilience
 Strengthen awareness, capacities &  cohesion of producer 

groups & cooperatives

 Strengthen linkages between farmers, communities, 

regional and national disaster management units

Transitional 

zone for 

keeping 

coffee

Diversification

● Dairy cattle, dairy goats

● Passion fruit, banana

Adaptation

for phasing

out coffee
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c MarketsProducer Trader Industry

Production Transport Processing Consumption

Reduce water & 
fertilizer 

Reduce 
inputs

Reduce energy 
use for transport

ReuseRecycle

Natural
cycles

Recycle

Maintain

Reduce 

inputs

By-products / “waste to value”

Greening Agri-Food Systems: Promoting a circular economy 

Water & soil pollution reduced, better soil fertility, less emissions, cost reduction, 
more value added 
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Food security
exists when all people, at all times, have physical & 

economic access to sufficient, safe and nutritious 

food to meet their dietary needs and food preferences  

for an active and healthy life 
(FAO 1996)

The pillars of 
food security
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Agro-input dealers
Input supply

Production

Wholesale

Processing

Retail

Consumption

Processors

Urban retailers

Urban marketVillage market

Supply of micro-nutrient fertilizer
Biofortified seeds 

Diversified production of nutritious food
Nutrition education

Nutrition campaigns for changing consumer behaviours 
(e.g. cooking classes, nutrition/kitchen TV-Edutainment)

Food safety standards; New food types; Fortified food 

Safe storage infrastructure

Nutrition campaigns ; Nutrition for employees

Source: Adapted from GIZ Working Paper „The Potential of Agricultural Value Chains to Improve Nutrition”

(https://www.snrd-africa.net/production-and-supply-of-nutritious-foods-at-centre-of-value-chain-discourse-2/ )

Strategic options to improved nutrition

Village traders Wholesalers

Farmers
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Social and economic empowerment of women – Rice VC

Input Supply Paddy production Paddy bulking Processing Wholesale Retail

Whole-
sale 
traders

ShopsPrivate 
agro-dealers

Producer 
cooperative

Parboiling Centres
Women groups

Semi-
industrial
rice mills

Ministry of 
Agriculture

Village 
rice farmers

Traditional
Producer 
Groups

Local
traders

Urban 
households

Rural  
households

Hospitals
Military, 
University

Hotels
Caterers 
Restaurants
Schools

New members

Order 
contractsOrder 

contract

New members

Order contract

Individual small-scale parboilers

Female board 

members 
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 Improve on-farm productivity & income
 Better care  More yield  More labour needed

 More on-farm employment
 Farming business more attractive for youth
 More volume for downstream stages 

 More services deployed in handling & processing

 More off-farm employment 

 Improve technical knowledge and skills
Quality education, vocational training and mentoring 

along up-to-date curricula

 Promote youth entrepreneurship 
on & off farm

 Investment grants & loans for young 
entrepreneurs

Strengthening youth employment

 Technical service business models 
 Modernize primary production & (small-scale) processing

 More youth employment through services

 Eco-system-services as youth business
 Secure the ecological and resource base

 New jobs for youth from services 

 Youth programs in producer organizations
 More employment from operations 
 New jobs from digitization & technical services for members
 Attracting youth as members

 Strengthen youth voice in policy dialogue and 
program design

 Educate the public to reform social norms 
limiting youth development
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Constraints to 
competitiveness

of MSME and workers

Assessing MSME and workers in the value chain

Promoting specific business 
models benefitting MSME 
and workers

Opportunities 
to build on

Nexus VC / 
Livelihoods &
nutrition

Defensive interventions 
and regulation
preventing disruptive change, 
regulating labor markets

Complementary
social strategies
Basic education, nutrition & 
health programs

Competition 
situation & markets

Strategic considerations for pro-poor growth

< VERSUS >
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Specific
Input suppliers

Primary producers 
Trader
Retailers

Final
consumers

Logistics Centres,
Industry

Business models to alleviate poverty

Production TradeProcessing 1 Processing 2

Cooperatives for 
formal business 

Negotiation power, 
Economies of scale

Farm management /
Improved small-

scale 
business models

Direct
Marketing 

Processing functions 
at cooperative or 
enterprise level

Contract production, 
outgrower schemes…

Higher income 
intended
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Living income / Living wages 

For more information and to join    >>  www.living-income.com >>  Livingincome@isealalliance.org
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Factors of competitiveness

Competitive
product

Orange

Planting material
& other inputs

Harvesting
technology

Know-how Farm advice

Good 
location

Branding
Label

Retail presentation

Productive 
plantations

Finance

¥€$

Product 
safety

Safe 
transport

Cleaning & 
grading
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 General demand trends (prices and volumes)

 Supply gaps 

 Market access requirements

 Investment needs and existence of investors

 Assessment of competitors and competing 

products

Identifying market opportunities

 Qualitative judgements on the points above

 Specific buyer requirements

 Specific demand trends 

 Identifying real market opportunities

Interviewing buyers  

Discussing drivers and trends of market change
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Transformation drivers 
and change agents

Desired outcomes and vision 
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 Focus on drivers, desired outcomes and opportunities 
 Strategic direction 

 Basis for consensus and resource commitment
 Joint scope

Visioning the transformation … and why it matters

Which transformation do we envisage within 5 years?

AFS actors with a joint view on the future
will be motivated to cooperate and to commit resources 
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Trade offs from agrifood systems transformation

Higher fruit and vegetable production contribute to water scarcity in 

different locations

Multiple environmental 
trade-offs

Cheapest healthy diets cost 60% more than diets that only meet 

minimum requirements of essential nutrients

Affordability and 
availability

Particularly relevant in contexts of animal-sourced food consumption
Trade-offs with pandemics 
and zoonosis

Employment, productivity, income, cost of living, fiscal consequences
Political economy 
trade-offs

Manage and balance trade-offs
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Agric. Extension

Mekong Delta AFS 

Input supply Production Processing Trading

Rice

Organised farmers

VN rural consumers

Rice mills

Vegetable traders

VN urban consumers

Fish/shrimp traders

D
ri

ve
rs Rice research

institute
Extension 
services

Trade promotion 
council

MARDMST MIT

Non-organ. farmers

810,000

290,000 530
African consumers 

OECD consumers

Food 
association

Chamber of 
commerce

Farmer 
Association

Poultry traders

Consumption

Vegetable

Fish/
shrimp

Poultry
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Seed suppliers

Agro-input dealers

Water supply group

• Heat waves
• Irregular rainfall,
• Floodings

• Strong world
market demand
for rice

• Use of combined
harvesters, 2-wheelers, 
precision farming

• High population 
growth
• Domestic need for 

protein-rich food

• Policy request 
to reduce CO2 
emissions

• Low income of 
small-scale 
farmers > farming 
non-attractive

• Intensify aquaculture 
for protein-rich food
• Promote fishmeal 

processing

• Diversification 
(vegetable) for 
more income
• Entrepreneur-

ship training

• Increase farmer 
organisation level 
• Contract farming 

with large fields 
model

• Introduce heat 
tolerant varieties
• Improve irrigation 

system, build dams

• Promote export 
of high value 
rice varieties

By 2030, the Mekong Delta AFS is climate-change 
resilient with doubled production of protein-rich food

• Reduce rice straw 
burning practices
• GAP trainings
• Use by-products
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Pinboard 1 back

• Formulate & agree on 

desired outcomes for the 

transformative initiative 

chosen while building on 

strategic considerations

• Elaborate and agree upon 

vision statement 

Group work 3 Transformative initiatives
Wednesday morning


