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Conservation programs often promote community-level initiatives to increase on-farm 

agrobiodiversity. In these initiatives, community of farmers conserve and make accessible local 

varieties, often better suited to the local production conditions, and that the market does not 

provide or underprovides.  

Community agrobiodiversity management initiatives (CAMIs hereon) include community seed banks, 

custodians’ farmers, and mother orchards among others. Those are local level institutions managed 

by farmers which collect, store, multiply and make accessible seeds and planting materials to local 

farmers.  

CAMIs are examples of on-farm conservation. Farmers conserve and reintroduce in the production 

processes varieties that are part of traditional systems but that because of the pressure of economic 

development were no longer cultivated and guarantee their regeneration and continuous 

adaptability. 

The important role of CAMI is recognized and promoted globally as a tool to achieve sustainable 

development objectives. On one hand CAMIs strengthen food security, which is guaranteed by 

greater access to different varieties of seeds and more suitable to local conditions, ensuring 

production stability and lower production risk. On the other hand, CAMI also increase the 

participation of farmers in the selection of new genetic resources, increase the adaptability of 

cultivated species to climate change and promote the sharing of the benefits of the diversity of plant 

genetic resources (Shrestha et al., 2013; Gauchan et al., 2018).  

The ITPGRFA1 has recently stressed the importance of these local institutions in relation to Article 9 

on Farmers' Rights and the continuous conservation of varieties not supplied by the market and to 

make them available to farmers who have had and continue to have a central role in the selection of 

genetic material (Andersen et al., 2017).  

Business development can support these initiatives and create further incentives to preserve them, 

thereby increasing the long-term impacts on conservation while improving livelihoods. Indeed, an 

important aspect to guarantee the long-term viability of the CAMIs model is often to create 

economic incentives. Some may come from an enabling policy environment but other can come 

from developing a business on the services or products managed by the community. This approach 

aims to create a stronger market opportunity, value addition and increase margins for farmers.  

 
1 International Treaty on Plant Genetic Resources for Food and Agriculture. 
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However, the ability of CAMI to develop a business while delivering conservation outcomes, is not 

on an easy path. Challenges include production side barriers such as skills and access to credit and 

saving mechanisms, while, on the market side, a low demand for local products could fails to 

remunerate farmers sufficiently of their costs of production and product are not competitive on the 

marketplace.   Despite its potential, business development it will be dependent on a careful 

forehand analysis aimed at planning ad hoc strategies and reduce risk failure.  

This technical note aims to identify a framework for this strategy, providing the project team with 

tools and concepts to help planning a market development for local product of the CAMIs and the 

development of the CAMIs themselves as a business.  

Three chapters compose these set of guidelines. In Chapter one are presented the concepts behind 

the development of a strategy. This chapter recalls what are the main aspects to consider and 

identifies a procedure for the project itself that looks at developing a business and measuring the 

results. In chapter two are explained the procedural steps, including tools for undertaking 

participatory diagnosis, and tools for data collection and framework of analysis. Finally, chapter 

three looks at how to use the information collected to produce a business plan. In the appendix, 

further examples on business development ideas are provided. 
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The basis for introducing a business development plan starts by reviewing initial potential and, 

particularly, the business’ internal performance. “Business development” is defined in terms of 

organization, technical and economic perspectives, and the ability of farms to produce, embedding 

biodiversity in their production systems. Often CAMIs lack detailed information and record systems 

in this respect. For example, some communities may have clear records on varieties available, but 

they may lack economic records of their operations and participation in market activities. The lack of 

this information is one of the main challenges to understanding their economic and social 

importance, and it is equally important in developing a business strategy.  

The process to undertake is complex as it not only involves a wide variety of information to be 

collected and organized, but it also requires adequate technical and educational support to prepare 

some of the material needed. In fact, the objective shouldn’t be only to collect information, but 

rather to introduce and transfer a knowledge culture about the importance of record-keeping in 

performance management. This will enable measurement indicators to track further business 

development processes and help farmers to acquire business skills and possibly stimulate new 

business ideas.   

In terms of information to collect, chapter two provides the three frameworks—organizational, 

technical, and economic—for the assessment. If possible, the information, whether qualitative or 

quantitative, should be collected and saved in an online format to facilitate the review process, 

consultation with experts, and analysis. Database construction is an advisable procedure. This would 

allow the comparison of different experiences, the identification of best practices, and, in general, 

the promotion of scale-up models to increase conservation activity. 

During this process, it is important to understand not only the economics of the CAMI but also the 

governance and social role it provides. In fact, while CAMI business development can be a scale-up 

model for the whole community, it can also create opportunities for women and young people in 

that community. This makes it important to understand different roles at the beginning of the 

discussion and to have precise indicators at hand that can define what would be the possible impact 

of different development options.   
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Another important aspect to consider is the CAMI external environment, the setting in which it does 

operates. This step will look at the external factors that may impact its business development and 

opportunities on the market. In this context, information from market and consumer perspectives 

should be collected and analyzed recognizing the important role that they will have in the 

development of the strategy. On the other hand, information on the products or services of the 

CAMI should be collected too with the objective to understand their competitive position from a 

market perspective. The difference with the first step, is that in this step information are focused on 

market rather than technical perspective and are aimed to provide a projection of what could be 

possible product for markets, thereby a list of potential options. This last part should be performed 

focusing on the factors that may impact the potential demand for the product or service and it is 

usually discussed in a participatory setting.  

On data collection side, means of assessing the information are the farmers’ records and a survey of 

farmers, existing buyers, including consumers and wholesalers in the local market. On the other 

hand, the project manager should support this information with extensive research on the national 

and international markets and looking at potential buyers and stakeholders that may be interested 

in collaborations.  

As mentioned, a review of the existing markets and products should be used to identify the options 

for business development, guiding the CAMI to narrow down a preliminary market strategy that will 

be refined in a participatory framework. It can be useful to conceptualize the results of the analysis, 

with a SWOT table discussing it with farmers to collect new ideas and experiences. Strategies for 

business development may look at reinforcing existing systems—such as improving organizational 

abilities to help farmers to increase the level of sales along existing markets—as well as entering in 

new markets - such as starting new channels of sales or selling new products or services. Options are 

not excludable, while the CAMI may want to identify priority areas and define a market strategy with 

short-term and long-term goals. 

It is important that the CAMI business development strategy include incentives for conserving 

agrobiodiversity. Examples from other projects show that commercialization may not always be 

sufficient and that project interventions need to use multiple strategies (Bhandari et al. 2012, 

Sthapit et al, 2012). This is because a substantial part of agricultural biodiversity has limited market 



 11 

value, while usually few varieties within a species attract demand from large consumer groups and 

generate revenues for many farmers. In this scenario, the promotion of a single underutilized 

species or variety could lead to the so called “crowding out effect”, namely the reduction of 

agrobiodiversity in favor of the successful varieties on the market. In this regard, the strategy should 

look also at multiple strategies that beyond market, embed the awareness that agrobiodiversity can 

be lost as a result of market development.   

Finally, and very important, the process of business development will require efforts on the demand 

side as much as the one on the producer side. This will require understanding consumer’s needs, 

increase awareness of consumers toward the sustainable process implied by the CAMI production 

processes and try to place the product with a premium price reflecting its higher market value. The 

marketing mix definition (product, price, distribution, and promotion) should define efforts to reach 

the desired market segment.  
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One of the main issues to consider in this context is the applicable laws to commercialize the 

varieties in the country and elsewhere. In some countries, seeds and reproductive material for 

multiplication should be registered for being commercialized. To be registered they have to meet 

criterion of distinctiveness, uniformity, and stability (DUS). Few farmers’ varieties satisfy these 

registration requirements, but some countries have introduced flexibility on the requirements 

only for farmers’ varieties or introduced exemptions of applications of these requirements for 

farmer’s varieties. In a recent review of  the Intergovernmental Technical Working Group on Plant 

Genetic Resources for Food and Agriculture (2018), which looked at 95 countries’ laws on seed 

policies, it was noted that in 44% of the countries seed registration in the exporting country is a 

prerequisite for another country to import; 7 percent of countries required variety registration 

only for seeds of a specific set of crops; and 16 percent of the countries did not require variety 

registration for imported seeds. However, most laws required that import of seeds must be 

“authorized”—with no additional specification on the criteria for a variety to be “authorized.” 

Finally, 33 percent the seed laws of a third of the countries studied were silent on variety 

registration for imported seeds. The legislation also varies in terms of rules for commercialization 

as well, with different cost of compliance requirements and different rules about who is entitled 

to register the variety in their own name (i.e., farmers, farmers’ organizations, NGOs, etc). These 

considerations will have an important impact on the market for CAMI’s strategy (for local, 

national, and international markets), the organizational structure of the CAMI, and therefore, any 

return that derives from the variety protection.  

To date, complete information on the varieties selected and registered by the CAMIs is not yet 

available, but it is known that few farmers’ varieties meet the criteria for registration. Indeed, the 

issue of intellectual property should be accounted for in the business’ development as this 

constitutes a further incentive for the members of the CAMI to continue in their important roles 

of researching and conserving biodiversity and the enrichment of the genetic resources available 

without compromising accessibility in the long term and ensuring that a greater margin share is 

retained locally. 
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The business model adopted by the CAMI will need to improve farmers’ profits to sustain the 

livelihood of the community and to create incentives for conserving biodiversity. Therefore, project 

managers will need a basic projection about the economics on how the business development will 

impact their profitability and their need for resources.   

In this step, the project manager will need projections on the production plan, an economic plan, 

and, will determine if any investment is needed (and which financial institutions might be a source of 

credit, noting their requirements). The projections will give a better understanding of the business 

model and support to refine the strategy.  

It is important to notice, that a profit improvement does not mean only an increase. Indeed, other 

means of improving profit figures and measure the potential success of the business plan include the 

ability of the plan to produce a more stable income throughout the year. This will create less 

uncertainty on the income sources and reduce the risk of failure and issues in managing the finance. 

For the same reason, a more diversified selling channels is another important strategy (Bovarnick 

and Gupta, 2003). 

 

The step 4 and 5 are cross cutting steps of business development. Most rural communities lack 

agribusiness skills more than technical skills, and this is usually the main barrier in market 

development. Capacity may be limited in a number of areas and capacity-building activities should 

be incorporated into project activities as appropriate (Bovarnick and Gupta, 2003). 

Some of the functional areas in which skills may be needed are: 

• Business management; 

• Entrepreneurial leadership; 

• Financial planning; 

• Bookkeeping, accounting, and auditing; 

• Working with financial institutions (for credit and savings); 

• Sales and marketing; 

• Partnership and contract negotiations; 

• Labour and community relations; and 
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• Technical expertise in production and processing 

Bovarnick and Gupta (2003) underline that “developing capacity should be viewed as a long-term 

process throughout the lifetime of a project and beyond”. Capacity can be developed through a 

mixture of direct training, bringing in expertise from outside the community. Collaboration with 

educational and research centers, private and public, and sharing the knowledge and the challenges 

of the CAMIs can help communities find solutions together through collaboration and support. The 

organization of events where information and knowledge are shared with a broader community is 

one way of creating and fostering skills. In addition, creating the opportunity of networks with other 

industry professionals can help farmers ground the general knowledge coming from educational 

partners into actionable initiatives. Events where entrepreneurs are invited to share their case 

stories can help farmers generate new ideas while they also create opportunities for networking and 

information sharing.  

In particular, the establishment of a strong partnership is critical to the ability of the CAMIs to grow 

and attract resources and support. The CAMIs needs to identify possible partnerships with the public 

and private sectors.  Agreements and partnerships should come in the form of formal and written 

engagements to ensure transparency and guarantee commitments. In some countries, the CAMIs 

are not registered and operate as farmers’ organizations and cooperatives; this may not fully 

empower communities to have access to funds and ad hoc policies (Joshi et al., 2018).  One 

preliminary action to empower the CAMIs can be to obtain legal status. A tailor-made mechanism 

should be developed to realize this status, and a policy framework should be initiated. It is necessary 

to define the minimum standard for defining a CAMIs so that every organization can follow it (Joshi 

et al., 2018). Once an organization obtains legal status and develops a strategic partnership with the 

public sector, it can establish a gene bank for the search, conservation, selection, and regeneration 

of local varieties. This service can be institutionalized and rewarded as a service for the community, 

and it can provide a structured type of partnership. Also, collaborations with public Research 

Institutions can develop research that better characterizes the varieties of CAMIs for market 

products and uses. These are examples of strategic partnerships for added value to the community. 

Other opportunities for partnerships may arise from identifying and analyzing financing 

opportunities along the value chain, which can provide valuable inputs in building a local, national, 

or international supply chain. Organizing awareness-raising events and training or workshops on 

financing opportunities and engaging with banks and financial institutions can help develop possible 

approaches to secure finance. 
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The monitoring element is a cross cutting and key point of the business development process, and 

should take place continuously through the project lifespan. Monitoring activities contribute to: 

• Assessing whether conservation objectives are achieved over time; namely that the 

CAM will continue to grow the local varieties and support biodiversity conservation; 

• Allowing an estimate of the economic advantage of maintaining diversity within the 

community (farm conservation); and 

• Establishing corrective actions to the plan. 

The information collected during the business development process is essential to identifying the 

baseline that will constitute the reference for a comparison over time of several indicators, not only 

economic but also social and environmental. The indicators will track the direct and indirect impacts 

of the business idea. A monitoring process can follow these guidelines:   

• Take note, identify and save, from the beginning of the business development 

process, all data on internal and external performance (companies that maintain 

local variety, seed reproduction techniques, morphological characteristics, etc.) 

relating to local varieties (information collected in step 1 and 2); 

• Indicate the business development strategy and the product or services for the 

market; 

• Repeat the collection of information relating to the internal performance and 

competitive position at successive time intervals; 

• Compare the initial data with the data collected after the start of the business 

development plan; and 

• Quantify the differences and identify the causes.    
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Overview of the steps’ implementation strategy

step 1: CAMIs Internal performance

CAMIs organization and governance

Technical management

Economic management

step 2: CAMIs external competitive position and 

preliminary market strategy

Analysis of the market context 

Analysis of the product and services offered by the CAMIs

Rules for the instition are established

Business idea and preliminary market strategy

Marketing plan

step 3: Assess the economics  of 

the business development plan

Review revenues, costs profit and need for investments

Review access and management of finance
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step 1: CAMIs Internal performance

CAMIs organization and governance

Technical management

Economic management

 

 

 
 

Community-based agricultural management systems take different forms. There is tremendous 

diversity in the type and structure of both governance and organization, as well as in the main 

functions for which the community system is established (Vernooy et al., 2014; Vernooy et al., 2015). 

For the purpose of supporting a more systematic and comprehensive analysis of the current system 

in which the community operates, organizational and structural information are to be gathered at 

the beginning of the process.   

In order to generate information over these aspects, general information about the conservation 

strategy, management, governance, and services provided at the community level should be 

collected. In addition, reasons behind the CAMIs establishment and current purposes should be 

collected, too, in order to ground further development on the priority functions of the community.  

The organizational structure and structural information support decisions that will guide the market 

development work plan, starting from the existing structure and model. This should ensure that 

further developments are coherent and are embedded with the identity of the community. 

 

Data collection relies on multiple sources of information, including primary and secondary sources. 

Primary sources are based on first-hand observation of the organization of the community. 

Moreover, they are used to obtain direct observations and insights about the cohesiveness of the 

community and to identify groups and cultural dynamics. In addition to primary sources, secondary 

data are useful to get initial information and the history of the institution and support the primary 

data collection, either in its preparatory phase or to further confirm the information.  
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1. Secondary data source  

Secondary data about the CAM organization can be derived from past reports, either technical or 

baseline assessments. Secondary data can provide an initial idea of how the community is 

structured, as well as the history of the organization. At the same time, some of the information may 

already be put into context, which can facilitate explaining and analyzing the reasons behind the 

organizational structure and the cultural context that drive the development of the CAMIs.  The 

information collected should be organized according to criteria that make it easy to identify the area. 

An example is provided in table 1.  

Table 2. 1 Secondary data source for area of analysis, an example. 

Main functions, reasons for the establishment Project reports n.  and date of the assessment 

Governance and management Technical report n. and date of the assessment 

Mechanisms of conservation Baseline assessment and date of observation 

Mechanisms of access, exchange, and 
distribution of seeds 

Project reports n.  and date of the assessment 

Management approach for finance No information available 

Seed production, sales, and income 
generation 

Project reports n.  and date of the assessment 

 

2. Primary data source 

Focus group discussion (FGD) 

Focus groups are group interviews usually involving a group of key informants who come together to 

discuss a topic in an open manner. The focus group takes place under the guidance of moderator 

using guiding questions or topics to lead the discussion. A focus group is an effective tool for a rapid 

appraisal of the organization of the CAMIs as it provides an opportunity for engaging with the 

community and establishing a participatory process in the development of further business 

opportunities. Furthermore, discussion allows for confronting different views and testing 

satisfaction.  

By construction, the format of the data collected in the focus group discussion is mostly qualitative, 

but quantitative information can be collected too. The information can be summarized through 

notes on paper or online or recorded and saved. In any case, the main outcomes should be 

summarized by main themes.  
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The FGD discussion is an opportunity to explore a thematic area. Therefore, FG questions are not 

static, but they evolve during the process itself. For this reason, three blocks can be defined during 

the preparatory phase. They involve: 

Guiding questions: Main points to include and start the conversation. They set up the ground for the 

discussion and define the outline of the conversation. 

Probes for discussion: More specific topics related to the guiding questions that the discussion 

should explore. 

List of potential follow up questions: Specific questions divided by thematic areas where the 

interviewer can refer to during the discussion. They aim to provide some additional ideas for the 

conversation. One can check to see if during the conversation some parts are uncovered or need 

additional clarification.  

Below is presented the procedure implemented in the focus group discussion held in Nepal in two 

communities’ seed banks in the Terai Region and Dolhaka. The list of questions was developed with 

the support and review of the national project coordinator. The FGD was carried out in the local 

language with the support of a local project coordinator. During FGD questions, were asked in the 

local language. The FGD was preceded by informing the community to seek availability and to 

encourage high participation. No preliminary information was requested to be brought during the 

discussion. 
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Examples of questions carried out during a FGD in Nepal in December 2019. 
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Key Informant Interviews 

The purpose of key informant interviews is to discuss and validate the key findings from the FGD 

sessions. This elicits additional explanatory data from informants who are recognized in the 

community for their knowledge of the crop and its local context. Individual members of the 

assessment group comprise these key informants. For the first appraisal on the community 

operations and management, CAMIs leaders and project experts are envisaged as the main 

addressors of the interview. 

The key informant interview is based on a preliminary analysis of the FGD outputs, which allows one 

to prepare a checklist of discussion points and guiding questions. This checklist consists of specific 

findings from the FGD, which the team selected because it considers these as requiring further 

probing. It may address data gaps, inconsistencies, or inadequate documentation. Similarly, to the 

FGD, the checklist is expected to consist of questions that are generally of the open-ended type.  

Examples:  

1.  The research team has found the following findings to be inconsistent/contradictory (identify 

these findings). Could you explain these further to help the team better understand these findings? 

2.  The research team considers the following findings to be especially interesting/significant, but we 

were not able to ask FGD participants to explain them to us (identify the findings). Could you provide 

more details to help the team better understand these findings? 

 

 

The internal indicators appraisal concerns the economic and production results obtained by the 

farms in the reference period. The variables selected are necessary for accounting estimates and 

allow insights into the microeconomic reality of the CAMIs. They are important to register 

information about factors of production and utilization, income, sources of costs, and other 

economic indicators. The structure of the information to be collected can be divided into two 

categories, defined as technical and economic management. During this phase, the data collected 

can be further suitably organized into categories and saved in a computerized version to better 

manage the information collected. The following strategies are suggested for the collection of 

technical and economic data. 
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The data on technical management consists of a detailed exercise that revolves around the technical 

structure of the CAMIs and is oriented at identifying major production and inputs. The technical 

assessment can be performed through a survey by the enumerator, who will interview CAMIs 

representative/s. The proposed structure of the questionnaire is articulated in six types of 

information: 

1. Information indicative of distribution, production, and product availability;  

2. Employment information; 

3. Information indicative of equipment available; 

4. Type of cultivation methods;  

5. Certifications; and  

6. Other activities.  

The information should be collected at CAMIs level and variety level.  Table 2 shows in detail the list 

of topics to be covered.  
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Table 2. 2 Topics to be covered during the technical management assessment.  

Number of species/varieties conserved

Number of members of the CAMI

Family labour

- By gender and age

External labour

- By gender and age

Number of employees by time of the year January

- By gender and age Fabruary

March

April

May

June

July

August

September

October

November

December

Type of resources Technical

- By gender and age Managerial

Total worked hours in a year Men

Women

Technical instrument for cultivation Description

Unit

Purchase price 

Remaining operational years

Annual cost of maintainance

Tenure status Proprietorship 1

Payed Rent 2

Free Rent 3

Instruments for harvesting Description

Unit

Purchase price 

Remaining operational years

Annual cost of maintainance

Tenure status Proprietorship 1

Payed Rent 2

Free Rent 3

Tools for conservation of seeds Description

Unit

Purchase price 

Remaining operational years

Annual cost of maintainance

Tenure status Proprietorship 1

Payed Rent 2

Free Rent 3

Tools for processing or value addedd activity Description

Unit

Purchase price 

Remaining operational years

Annual cost of maintainance

Tenure status Proprietorship 1

Payed Rent 2

Free Rent 3

Infrastructure Description

Unit

Tenure status Proprietorship 1

Payed Rent 2

Free Rent 3

Type of cultivation method Organic 1

Integrated Pest management 2

Traditional 3

Conventional 4

Certifications at the CAM level (not variety/product sepcific)Nationally recognized 1

Internationally recognized 2

Name of the certification

Main scope of the certification

Other income generating activities Agro-eco tourism

School/aducational activity

Community Seed Bank Fund

Other (specify)

Equipment

Cultivation

Certifications

Other activities

CAMI general information

General information

Employment
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Crop's name

Variety’s name

Registered for commercialization

Hechares available for production

Time of sowing/transplanting

Harvest time

Harvest type Mechanic

Manual

Mixed

Quintals of production Direct (from land owned by the CAM)

From the CAM members

Exchanged or bought from other CSB

Exchanged or bought from other entities

Other

Post-harvest lost No lost 1

Very low 2

Low 3

Average 4

High 5

Very High 6

Pre harvest lost No lost 1

Very low 2

Low 3

Average 4

High 5

Very High 6

Distribution Sold 1

Exchanged 2

Stock 3

Intra-unit consumption 4

Auto-consumption 5

Form of distribution Processed 1

Unprocessed 2

Parts of the plant sold Stem/culm 1

Branches 2

Leaves 3

Bark 4

Roots 5

Rizhome 6

Tubers 7

Flowers 8

Fruits 9

Seeds 10

Sap/resin 11

All plant 12

Cultivation Mainly women 1

Mainly male 2

Mixed 3

Harvest Mainly women 1

Mainly male 2

Mixed 3

Seed conservation Mainly women 1

Mainly male 2

Mixed 3

Conservation of the product Mainly women 1

Mainly male 2

Mixed 3

Certifications at the variety/product level Nationally recognized 1

Internationally recognized 2

Name of the certification

Main scope of the certification

Certifications

Variety specific

General information

Production management

Distribution management

Work management
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Among the main elements for economic development and growth is the spread of the culture of 

accounting and the acknowledgment of its importance to support business management. 

Accounting system is important for farmers to track their economic results and to increase their 

agribusiness management skills and overall efficiency. In addition, it is usually the basis for the 

request of credits and the evaluation of eligibility, and therefore represent an essential element for 

the realization of the business development plan. 

However, this leads to an inevitable increase in the number and complexity of information to 

register and the result is a call for an increase in the support in the ability of farmers to record them.  

Accounting should be part of the training activities and capacity building which can be performed by 

extensionists and partnership with universities. Trainings on accounting system should consider 

three (interrelated documents): the balance sheet, the income statement, and the cash flow 

statement.  

 

The balance sheet is the document which lists the assets, liabilities, and equity of the business.  The 

value of the assets in the balance sheet is represented by its purchase price and its presented “net of 

accumulated depreciation.”2  Assets and liabilities are classified in the balance sheet in current and 

non-current. Current assets are those items that can be turned into cash rapidly, usually with a rule 

of thumb of twelve months; similarly current liabilities are debts that do not come due within the 

next twelve months.   

Current assets include items such as checking accounts, seed inventories, feeder livestock, or raised 

crop inventories, among others. While, current liabilities include accounts payable, such as a 

fertilizer bill at the farm store. On another note, non-current assets include breeding seeds, 

machinery and equipment, infrastructures, and real estate among others. Finally, non-current 

liabilities include mortgages and machinery payments.  

The difference between assets and liabilities determine farms’ net equity which reflects growth 

earned through operations.   

 

 
2 Depreciation is a method for a business to gradually account for the costs of the equipment or machinery 
that the farm has purchased over the period of utilization. There are different methods to account for 
depreciation, the most common is to divide the cost of the equipment over the operational life of the item and 
record the resulting cost each year for the length of its life usage.  
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Table 2. 3 Example of a balance sheet.  
ASSETS LIABILITIES/EQUITY 

Line 

num. Current Assets Amount

Line 

num. Current Liabilities Amount

1 Cash & Checking 19  Accounts Payable 

2 Savings & Time Deposits 20  Accrued Leases 

3 Investment – Bonds & Securities 21  Accrued Interest 

4 Paid expenses 22  Credit Card, Operating Loan, Current Notes Payable 

5 Accounts Receivable 23  Accrued Taxes 

6 Inventory: i.e marketable seeds and products 24  Current Portion of Deferred Taxes 

7 Investment in Growing Crops 25  Accrued Employee Payroll Expenses 

8 Other current assets 26  Income & Self Employment 

9 TOTAL CURRENT ASSETS 27 Other current liability

10 Non-Current Assets (sum line 1 through 9) 28 Total current liabilities (sum line 19 through line 27)

11 Vehicles, Machinery & Equipment 29  Principal Balance 

12 Buildings 30  Non-Real Estate Loans and Notes 

13 Investment in capital assets 31  Real Estate Loans 

14 Capital assets 32  Non-Current Portion of Deferred Taxes 

15 Real Estate 33 Deferred taxes

16  Other Non-Current Assets 34  Other Non-Current Liabilities 

17 Total non current assets (sum line 11 through line 16) 35 Total non-current liabilities (sum line 29 through 34)

18 TOTAL ASSETS (sum line 10 + line 17) 36 TOTAL LIABILITIES (sum line 28 + line 35)

37 TOTAL EQUITY (line 18- line 36)

38 TOTAL LIABILITIES AND OWNER EQUITY (line 36 + line 38)  

 

The income statement is a summary of revenue and business expenses incurred during a defined 

period, usually one year (twelve months).  The income statement provides the farm with a 

statement of profit (or loss) derived from the business. Comparing income statements over time 

gives the producer an indication of whether the business is profiting over time.  Much of the 

information on the income statement, particularly the net income figure, can be used to calculate 

the economic ratios.  

Revenues are presented first on the income statement. Revenue can be from the sale of crops, 

agricultural program payments, custom work, dividends, etc.   

Expenses are presented below the revenues.  These include the cost of labor, seed, fertilizer, etc. 

The income statement also includes expenses that are not paid in cash, such as the cost of 

depreciation.  

The income should also include accrual adjustments. For example, temporary changes in crop 

inventories, accounts payable, and/or accounts receivable from the beginning of the period to the 

end of the period.  The same approach is applied to the expense side of the income statement.  

Changes in accounts payable from the beginning period to the end of the period need to be entered 

as an expense on the income statement.   
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Table 2. 4 Example of an income statement.  
Line number CAMI Revenue Amount

1 Crop cash sales 

2 Other CAM income

3 Total income (sume lines 1 and 2)

4

5 Inputs and materials:

6 · Seed

7 · Fertilizer

8 · Pesticides

9 Labour

10 Repairs

11 Seed/crop expenses

12 Machinary hire/lease

13 Processing expenses

14 Rent 

15 Utilities

16 Field operations

17 Total operating expenses (sum lines 5 through 

18 - interests 

19 Total expenses (line 17 -  line 18)

20 Profit/loss (line 3 -  line 19)

CAMI Expenses

 

 

 

 

1. Value of Production (VP) 

The main items that comprise the value of production are represented by the revenues from the 

sales of products and services of the business, by public aid, and by any revenues deriving from 

other ancillary activities. 

2. Current Costs (CC) 

The current costs are given by the sum of the costs incurred for the purchase of extra-company 

consumption factors (seeds, seedlings, fertilizers, pesticides, feed, mechanization, etc.), other 

expenses (transformation, marketing, and general expenses), and third-party services 

(subcontracting, healthcare costs, expenses for related activities, and insurance). 

3. Value Added (VA) 

Value Added (VA) is given by the difference between VP and CC and summarizes the gross result of 

management of production processes without considering structural and labor costs. 
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4. Operating Income (OI)  

The operating income includes costs and revenues originating from production processes and 

services related to agricultural activities. It is calculated as the difference between the gross income 

and wages, depreciation and all costs related to the production activity. 

5. Net Income (NI) 

The net income (profit or loss) is the economic result after all costs, including interest expense for 

outstanding debt, taxes, and any one-off items, such as the sale of an asset or division have been 

deducted. Net income is calculated as revenues minus cost of goods sold, general and administrative 

expenses, operating expenses, depreciation, interest, taxes, and other expenses. 

 

Another useful component of the economic and financial record is the cash flow calendar record.  

The cash flow is a document that reports the actual transactions in terms of cash in and the cash out. 

This type of information, when reported for a given production or time frame, is useful to examine 

financial resources available throughout the year.   

An examination of cash flow timing enables management to prepare for periods when expenses are 

expected to accrue before revenues are realized. It also allows management to project how 

alternative enterprises or changes to the production plan might affect the timing of revenues and 

expenses. The document can be constructed for any preferred time frame; however, a monthly 

production calendar is usually preferred to identify key periods of critical business activity. 

The “net cash flow” computed as the difference between cash in and cash out, allows to assesses 

the financial requirements or cash needed. If the cash-out is higher than the amount available (cash-

in), farmers will need to make a plan to get the money they will need during the season. 

Table 2. 5 Example of a monthly cash flow statement. 
J F M A M J J A S O N D

Line number

1 Item 1

2 Item 2

3 ·

4 Total cash- in (sum line 1 + line 2 + . . )

5

6 Item 1

7 Item 2

8 ·

9 Total cash-out (sum line 6 + line 7 +…)

10 Net cash flow (line 4-  line 9)

Cash in

Cash out

 

 



 31 

step 2: CAMIs external competitive position and 

preliminary market strategy

Analysis of the market context 

Analysis of the product and services offered by the CAMIs

Rules for the instition are established

Business idea and preliminary market strategy

Marketing plan

 

 

When designing value chain development activities as part of agricultural biodiversity conservation 

programs, it will be useful to gather multi-dimensional insights into how the market is structured. In 

this context, one needs to identify different types of barriers (and opportunities) to entry at present. 

In this context, an analysis should include the need to increase sales volumes; the difficulty in 

accessing distribution channels; the level of processing of the product to be market ready; access to 

funding; and possible competitors and cooperative forces.  

The analysis of the market is performed to capture these characteristics and trends on the demand 

side, as well as to identify the threats and opportunities (e.g. the opening of new markets, the 

economy of scale, niche markets and price premiums etc.) in the market. This analysis looks at the 

main factors that are outside the control of the business and that can have an impact on its business 

development.  

Depending on the information to be collected, market research will involve the use of primary and 

secondary research methods and a combination of market research tools. Table 6 outlines the areas 

of research, the key research questions to address, and the research methods or tools to use. 
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The collected data need to be placed in relation to the community highlighting the strengths 

(technical knowledge of the product, production capabilities, etc.) and weakness (problems among 

members, poor customer information, and the market potential). This analysis will provide ideas for 

the development strategy and, if necessary, will provide the tools necessary to modify and improve 

it (such as the hiring of new staff, the strengthening of research and development, etc.). After this 

information has been collected, we can analyze the products and services offered to the community 

from a market perspective. 

Table 2. 6 Area of research, research questions and source of information for market analysis. 
Area of research Research question Source of information

Assess  market demand Who currently buys  the potentia l  products? Where are the products  

bought? Who are the eventual  consumers  of each product? What quanti ty 

of the product has  been bought in the loca l  and national  market 

(monthly, seasonal ly, annual ly over the past three years )?  Does  demand 

fluctuate during the year? What i s  the long-term trend in the market? 

What factors  could decrease or increase demand at a  loca l  and national  

level? Is  there a  s trong international  demand for the product?

Focus  group at community level ,

Key Informant Survey, community 

level , trader, wholsa les , reta i lers

Assess  competi tion Are the same products  commonly ava i lable in the loca l  or national

markets? Is  the market suppl ied by a  few large companies  or a  multi tude 

of smal ler ones? What are the s trengths  and weaknesses  of the 

competi tion? Why would customers  buy CAM product or services  instead 

of a  s imi lar product from a  competi tor? What factors  could lead to an 

increase in competi tion? What i s  the evidence that a  market opportunity 

exis ts  in spi te of competi tion? 

Focus  groups  and questionnaire 

survey of community leaders  or 

exis ting buyers  and wholesa lers . 

Secondary data  can be obta ined 

from trade publ ications  and 

industry organizations .

Assess  pol i tica l  factors  What are the qual i ty s tandards  at loca l  and national  levels? There are 

any the trade restrictions  or barriers  for the product conserved by the 

CAM? What are the health and safety requirements  for entering in the 

market? What are the taxation regulations  appl ied for di fferent forms  of 

organizations? Are there any mandatory certi fications  needed for the 

market?  

Secondary data

Assess  Infrasturcture requirements Where are potentia l  customers  located? What infrastructure does  the 

bus iness  need to del iver i ts  products? Wi l l  transportation to the 

potentia l  customers  be timely and affordable? Wi l l  the provis ion of 

vehicles  be sufficient to ensure del ivery capabi l i ties?

Focus  groups  and questionnaire 

survey of community leaders  or 

exis ting buyers  and wholesa lers . 

Secondary data  can be obta ined 

from trade publ ications  and 

industry organizations .

Assess  means  of cooperation Are there other communities  wi l l ing to cooperate in the promotion of the 

same or s imi lar products? Where other community sel l  their products? 

What s trategies  do they adopt for sel l ing their products? 

Focus  groups  and questionnaire 

survey of community leaders  or 

exis ting buyers  and wholesa lers . 

Assess ing past and current levels  of 

product sa les  

What i s  the overa l l  volume of product sa les  per season or year? What i s  

the rate of growth of seed sa les  in di fferent regions  or market segments? 

What i s  the rate of growth in product or services  sa les  per customer 

(especia l ly major ones)?

Questionnaire survey

community level , Key Informant 

Survey traders  and sector experts

Examining the ava i lable 

product (seeds/varieties )

What seeds/varieties  are out there now? What are 

your competi tors  offering? Are there new or improved 

varieties , types  of seed or accompanying services?

Focus  group at community level

Key informant interview community 

leaders , traders , wholesa lers  and 

reta i lers

 
Note: adapted from Bovarnick and Gupta (2003) and FAO (2018). 
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This is the analysis of the supply side of the product and services of the CAMIs. Different from the 

technical management information, this analysis is more focused on market level information. In 

order to generate an overview of the production, general information about the traits (particularly 

market traits, like unique characteristics, production timing, shelf-life, taste and other data) should 

be collected. Other information about the management, production strategy, cooperation with 

other CAMIs, buyers, and clients will give an overview of the product and the competitiveness of 

these products as a result of the market management mix. In detail, the information to collect, and 

to reflect upon, are presented in Table 4. 

Table 2. 7 Area of research, research questions and source of information for the analysis of the 

product and services offered by the CAMIs.  
Area of research Research question Source of information

Product and services

characteris tics

What are the tra i ts of the crops and tree varieties conserved

by the CAMIs in terms of i ts usage, nutri tional content, shel f

l i fe, s torabi l i ty, marketabi l i ty, and organoleptic qual i ty?

What is the traditional knowledge associated to the crops

and tree varieties of the CAMIs? What is the relevance of the

crops and tree varieties in the socio-economic, cultura l and

geographic context? What are the main reasons  for the CAMIs  

to grow these varieties? 

Focus group with community, secondary data variety

catalogues

Market management What is the target market of the products? Why do buyers buy

this product? What are the trands of sa les in the past years?

What were the main factors  driving the changes?

Focus group with community, questionnaire survey

at community, and key informant interviews to

dis tribution channel  used by the community

Suppl iers Who are the current suppl iers of the CAMIs? How important

are they? What types of product do they supply? Which

suppl iers wi l l the CAMIs need or rely on to effectively

produce and market the product or services?

Focus  group with community, questionnaire survey 

Sel l ing s trategy
Where does  the CAMIs  sel l  i ts  products? Who is  the customer 

of the CAMIs right now? Is is the famers , fina l consumers ,

private sector, cooperative, publ ic sector, etc? What value

addedd activi ties are performed by the CAMIs (label l ing,

packaging, process ing, services associated to the product)?

What are the prices of product or services sold by the CAM?

Do they vary among markets? What is the method used to set

the price? Why do customers  by the CAMIs  product? 

Focus  group with community, questionnaire survey 

 
Note: adapted from FAO (2018). 

 

The above information can be gathered with a combination of secondary and primary sources. For 

primary data, a participatory discussion and mapping of the market is particularly suitable for 

generating new business ideas. Moreover, in this process farmers’ knowledge of their specific 

market environment and management skills can be assessed, so this is a valuable process to support 

farmers in understanding and overcoming additional market-knowledge and related barriers. 
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The CAMIs development plan should foresee additional resource needs for the community to be 

established at conservation activities. In this direction, it is important to identify rules and 

mechanisms that will need to be embraced in the development plan. Factors to be considered are as 

follows:  

1) Resources for the institution 

As the CAMIs involves the creation of an institution which may conserve varieties for a long term 

conservation strategy, economic incentives should be created for the institution as well as for the 

farmers. For instance, farmers will need to establish a profit system that addresses some resources 

to the institution itself and takes care also of the varieties less demanded by the market. Options in 

this direction are systems for which a part of the profit generated by selling the products is set aside 

to administer the institution. These “overhead costs” are needed to carry out the basic operations of 

the institution and will include equipment, cost of maintenance of seeds and labor costs of the staff 

dedicated to these activities.  

The CAMIs may also opt to require a membership fee or may provide specific services on demand for 

non-members. For instance, the CAMIs institution may be equipped with particular machinery and 

require members to pay for its usage. The CAMIs institution may also provide assistance for 

intangible activities, such as promotion and marketing. The idea is that some activities may be 

developed not alone by the farmer, but in a collective manner and in a more effective way. The 

CAMIs may find in these services an opportunity to increase the resources available, which will 

benefit all farmers. Economic incentives at this level should come in the form of a blueprint 

document in the business plan to make it clear how further development objectives move along the 

maintenance of this community conservation model.  

2) Access to seeds and seedlings to all farmers or also to other communities  

CAMIs provides material that is usually accessible not only to the local community but often serves a 

much larger scope in providing these materials to all interested farmers. The question that arises is 

how to guarantee the availability and sustainability of the model. For instance, seed storage material 

rules will need to be defined, particularly in terms of how farmers can return seeds after the harvest. 

Rules for access in this case should consider if only members of the community have access or also 

other members. Also, it will be important to consider seasonality in the access requirements. 

Strategies that can be applied include the establishment of a minimum quantity of seeds available at 

the CAMIs, the establishment of regeneration plots, and a stronger connection with the gene bank.  
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3) Other strategies for varieties for long term conservation  

The CAMIs may include the conservation of seeds and seedlings that is not actively used by farmers, 

and thus, the community may have less incentive to regenerate. In this case, the cooperation with 

the gene bank in terms of technical support may be an integral part of the CAMIs operation. The 

CAMIs may also seek further financial and technical support through a multi-lateral system. In 

support, the CAMIs can set up a system of financing (funds) that act as a credit provider for farmers. 

The farmers can ask in exchange to regenerate some of these varieties (see Appendix about 

Opportunities for business development: The Community Seed Bank Fund Model). 

Once the key elements of the organization, production, economic efficiency, and market for a 

product and service offer, as well as data regarding the market environment, have been collected, 

they can be used to elaborate the development strategy. The target goal will depend on the priority 

target, the resources available, their assumptions on implementation, and the interest of the 

community and stakeholders involved in the process.  Goals may be expressed in specific actions, 

such as a higher contribution on the value chain, introducing a certification scheme, diversifying 

business with collateral activities, or others. Some examples are reported in the appendix.  

It is important to notice that the market context, as well as the needs of the community, may be 

affected by substantial changes over time. For instance, access to resources, capital, and status of 

the conservation of varieties may be subject to continuous change that can depend on political, 

economic, and biological factors as well as access to technology. It is foreseeable that the benefits 

and costs for the CAMIs change in their structure, suggesting different strategies compared to the 

ones that is preferred today. Thinking of an unchangeable strategy over time is therefore impossible, 

but this process will provide the basis to look systematically at the factors of interest and, eventually, 

identify possible alternatives. 

There are many peculiarities concerning the structure of the CAMIs, the actual and potential 

markets, which at this point, we hope to have captured. Given the complex nature of the objectives 

of the development and possible target of interest, it is difficult to provide a scheme of actions that 

may directly suggest the interventions needed. These will largely depend on the priority of the 

community as well as on the other possible stakeholders involved, as well as the policy setting that 

one may wish to play a role in the conservation efforts of the CAMIs. Nevertheless, it is important to 

try to trace the framework that will help not only in choosing the target but also stimulating further 

discussions. It can also help one consider potential strategies for the future. 
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Suggested actions for developing the business idea include: 

1. Organize and evaluate the data collected. Summarize the information collected, answering 

questions such as: 

How is the community organized? 

What are the main strength and weaknesses of technical management? 

How is the CAM performing in economic terms? 

What are the most promising varieties for the market? 

What markets are most promising for the varieties offered by the CAM? 

2. Determine the key priority based on the main objective of business development. Consider 

the market strategy most suitable for achieving the main objective, and make sure that the 

incentives for long-term conservation and access are included. 

3. Consider how best to present the data. Look critically at the information collected not only 

in terms of strong elements of competitiveness but also on the market obstacles that may 

arise and how these can be removed before the start. A schematization like the SWOT 

analysis is a widely used tool that provides a framework for having a complete picture, and it 

may be used as a cross-cutting tool to discuss different alternatives.  

4. Draw conclusions. Identify the business idea and proceed to the marketing plan. 

 

An essential element of the business development plan is the marketing plan. This is a further step 

toward the concrete realization of the business plan as it identifies the specific strategies of actions 

that may be adopted to ensure the success of the target goal. A marketing plan essentially outlines 

how to reach the target consumers or potential buyers of the product or services of the community, 

and it is based on a process of a deep understanding of their needs. The analysis of the needs allows 

one to refine the offer with a more targeted strategies to meet actual or new potential consumers.  

Market segmentation is a useful exercise to identify customer and learn about their characteristics. 

Segmentation is carried out by dividing the market into homogeneous groups that have different 

buying habits or common characteristics. The purpose is that by identifying groups, it is possible to 

develop marketing strategies with a customized product offer, thereby making efficient use of 

marketing resources (Bovarnick, and Gupta, 2003). The segments identified are then used to explore 

the competition or possible collaborations. This is done by looking at the other main companies 
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targeting the specific segment, or even identifying companies that may be interested in developing a 

joint strategy to sell the product.   

The discussion about the types of market segmentation would be very broad. The market 

segmentation type depends on the target strategy and the identified position on the value chain that 

the CAMIs aim to explore. However, regardless of the step of the value chain positioning, it is useful 

to better understand the main drivers on the market in terms of the final consumers because this 

will be the driving demand.  In this context, a possible consumer demand can be performed by 

looking at four main variables, which will allow us to create a profile of consumers who may be 

interested in the products: 

Source: Bovarnick, and Gupta (2003) 

 

A market segmentation can be performed with the goal of knowing more about the current 

customers; for example, consider the area of the city they come from, what other products they buy, 

if they are satisfied with the product or service, or if they want other products or services. 

Alternatively, a market segmentation can help to identify new customers. Therefore, to know their 

preferences and then to structure the offer accordingly.  

Possible data sources for market segmentation include the following: 

1. Consumer survey at the target point of sale. As per the objective of the market 

segmentation, the questionnaire will need to include some information on the consumer 

respondent (such as demographic and geographical characteristics), which will be used to 

divide responses by distinct groups. One can then understand if there are specific needs of a 

particular group. In fact, once the surveys have been collected, it will be possible to count 

the number of answers selected for each question, divide the answers by gender, by age 

group, by area of residence, etc., and then evaluate the results.  

 Age, gender, income, ethnicity, marital status, education, 

occupation, household size, length of residence, type of residence, etc.  

 City, state, region, metropolitan or rural location, population 

density, climate, etc.  

 Attitudes, lifestyle, hobbies, risk aversion, personality traits, 

leadership traits, magazines read, etc.  

 Brand loyalty, usage level, benefits sought, distribution channels 

used, reaction to marketing factors, etc. 
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2. Research previous socio-economic studies. This allows the possibly to gather more data, for 

example, from already available consumer statistics, which would allow one to have a more 

representative sample. However, in this case, information may be less tailored to the needs 

of the intended market segmentation. 

 

 
Nakasongola, Uganda. Seed exposition at diversity fair (October 2019) - Credit: Eleonora De Falcis, The Alliance of 

Bioversity International and CIAT. 

 

The purpose of the analysis of competition and collaboration is to obtain information on the 

products offered by other companies, which are similar to or the same as the one the CAMIs is 

planning to offer. The information pertains to quality, price, point of sale, and other services offered. 

The aim of this analysis is to identify strengths and weaknesses of the CAMIs position, how other 

companies are operating, and if there is the possibility of collaboration that may be advantageous to 

the CAMIs and other companies.  

Companies that offer the same or similar products are analyzed in terms of the number, dimensions, 

location, organizational structure (cooperatives, firms, consortiums, international firms, etc.), and 

strengths and weakness of their model compared to the one the CAMIs plans to adopt, including 

prices at the sale channels.  

Depending on the structure of the market and the level of detail of the information available, the 

competition and collaboration analysis can be performed through research, key informant surveys of 

industry experts, and direct interviews of companies and other stakeholders.  
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After the market segment has been defined and the market aspects have been analyzed, it is 

possible to identify the strategy for reaching the market and for ensuring excellent positioning with 

respect to the competition. This means finding out the factors to focus on based on the type of 

product or service that is offered, which will focus on defining the price, the promotion strategy, the 

distribution, and the product strategy of the CAMIs. 

The price setting is an important decision that should be based on how to place the product on the 

market. This decision will not only impact future revenues and, therefore, the profit derived from 

the chosen business model, but it will also define the consumer’s target. Consumers may be 

associate a low price product with poor quality and skills. Moreover, to apply a policy of low pricing, 

it will require an increase in production in order to leverage economies of scale. This is not always 

possible, especially considering small scale farm products. Instead, one may set a product strategy 

based on quality, traditional heritage, uniqueness, and exclusivity of the product. In these cases, the 

price level is usually higher, and the target consumer, by definition, will be less sensitive to price.  

The price setting should result from evaluations of the CAMIs economics, objectives, and reference 

market. Elements to consider are the following: 

1. Production and marketing costs of the product (break-even price) 

2. Quality of the product, 

3. Type of customers,  

4. Profit objectives,  

5. Competitor price strategies,  

6. Seasonal phenomena.   
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The break-even price embraces the idea that operating costs should be covered by the operating revenue. Therefore 

the break-even price represents the minimum acceptable price that will, if nothing else, cover the cost of production. 

The break-even price can be calculated from the information in the enterprise budget, using the following formula: 

Break-even Price = Total Variable Costs per ha/yield per ha 

In addition to the break-even price, it could be useful to compute the break-even yield as the minimum level of 

production that you can produce to cover the costs of production. This is calculated using the following formula: 

Break-even Yield = Total variable costs per ha/unit price of product 

The break-even price and break-even yield can help set the price and be used as a benchmark to compare the 

competitiveness of product. 

Source: FAO (2011) 

 

The distribution policy will define how the consumer will be reached. This will include the choice of 

distribution channels. CAMIs distribution channels may be through a form of direct sales (schools 

cantine, restaurants, farmer’s markets) or through retail stores, for instance. Some CAMIs may be 

oriented to serving the seed value chain. In this case, customers will be intermediary agents, such as 

other cooperative or public or private enterprises, for instance. The choice is guided by the type of 

product offered, the step on the value chain, and the type of customers one wishes to reach.  

Within the choice of the distribution channels, several factors come into play. The costs of 

distribution, the quantity required for the business being profitable, and location. These are all 

elements that should be considered to orient the strategy to reach potential customers.  

Advertising and promotion are tools to be used systematically once the product is on the market but 

they are particularly important for the launch phase, especially if the product is new to the market or 

for the targeted consumers. In this delicate phase, promotion will serve to communicate about the 

product and CAMIs identity and highlight its strengths compared to the competition. 

Advertising and promotion can be of two types, which can be also used in conjunction: 

• Collective: which focus on the image of the community, the organization, and the brand; and 

• Product oriented: which concerns the product itself.  
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Conduct promotional activities to raise awareness to use local crops and crop-based products among 

consumers and obtain feedback it will be extremely important for the success of the product. Tools 

such as radio, food fair/festivals, information flyers, websites, TV adds, workshops/seminars, etc., 

could be used to reach large groups of consumers to increase demand and awareness of the 

conservation of biodiversity (Bhandari et al., 2012). Moreover, the model should facilitate 

collaboration among CAMIs institutions to develop joint approaches to promote their systems. An 

example of these collaborations could be an association among CAMIs at the regional or national 

levels. Promotional activities, when organized in collaboration, are important opportunities to better 

understand each other’s offers and complementarities. At the level of farmers and community, more 

collaboration can also facilitate joint study tours to identify and learn from industry best practices. 

The product offer refers to the type of product to satisfy the consumers’ target needs. This is linked 

to the characteristics of the product that are identified as important, which help to differentiate the 

product. The product offer can be a combination of a product’s intrinsic and extrinsic characteristics.  

Intrinsic characteristics can be the choice of the level of quality and the type of packaging or 

processing. On the other hand, the product offer can be enriched by communicating social, extrinsic 

characteristics that are not appreciable by the product itself. In this case, voluntary certification, 

collective marks, or brand can provide additional means of product offer differentiation.  

The choice of product offer will also depend on: 

1. The distribution channels 

2. The market segments 

3. The capability of the CAMIs to acquire value-added activity 

4. The organizational capability of the CAM  
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step 3: Assess the economics  of 

the business development plan

Review revenues, costs profit and need for investments

Review access and management of finance

 

 

 

The revenue estimation should be computed with the production potential that the CAMIs aim to 

sell and the projected prices. The production potential should be estimated to take into account 

both production and consumers demand. Revenue projections should be based on solid 

assumptions, as factual as possible. For example assumptions about prices for the product maybe 

based on the historical performance (prices for which the product has already been sold by the farm 

or by similar farms), the market, the level of competition, and the quality of the product or services. 

For production and productivity this is based on the available facilities, labor and skills which will 

enable a certain level of production and with certain characteristics. Finally, for the consumers 

demand on the analysis of market trends identified also in the market analysis.  

To produce a profit figure, the revenue forecasts should be compared with costs that the CAMIs will 

incur. There will be two types of costs to consider: variable and fixed. Variable costs need to be 

considered as the additional costs associated to any new units of a product or service. Variable costs 

will probably include seeds, labor, irrigation fuel, or harvesting costs, for instance and information 

can be drawn from existing records of production, as well as from market surveys and talking to 

vendors for the additional marketing costs. Another source of costs is fixed costs, which do not 

depend on the level of production, instead they are constant throughout time, even when the farm 

does not produce or sell. They include rent, administrative costs or salaries of the permanent staff. 

The development of a business may require new investments in fixed assets, such as new equipment 

and capital. If this is the case, the business projection should also reflect on the need for investment 

and account for the additional fixed costs. As already mentioned in the module 2.2, for fixed assets, 
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like equipment and machinery, a fixed portion of their costs will be deducted from yearly revenues 

over a number of years.  

Profit is usually computed on an annual basis and corresponds to the difference between the 

revenues and costs. Indeed, strategies may take years to achieve their full operational form, and the 

profit forecast should reflect this transition. It is recommended that the profit forecast is computed 

for a minimum of three years to a maximum of five years, as after that, the estimate would be too 

unreliable (Bovarnick and Gupta, 2003). The profit analysis should be complemented by a risk 

management plan where farmers identify the most important risks for their business and the 

strategies to effectively minimize the negative effects.  

An important aspect to consider is that many farms have fluctuations in their cash availability over 

the production year. This process is related to the seasonality of the agricultural products they sell, 

but also, for instance, to the times of payments for the product sold, which usually comes later with 

respect to the time in which the product is sold. For this reason, an estimate of the cash flow 

throughout the year should be performed. This  will enable to assesses the financial requirements or 

cash needed.  

Once the financial position is estimated, a business development strategy needs to assess which 

financial institutions might be a source of credit and what the requirements are. Borrowing money 

will constitute additional costs for the CAMIs; thus, in order to decide whether or not to take the 

 Interest is the cost of borrowing money. It is usually given as a percentage. Interest 

rates may vary depending on where you get your loan. There are usually government laws that limit the 

interest rate to protect you from dishonest lenders. 

 In addition to interest rates, some lenders may also charge a certain fixed amount for 

processing the loan. This may be charged separately, or it may be made part of the interest rate.  

 This is the time over which you have to repay the loan. The period may 

also vary depending on where you get your loan. You should choose a repayment period that is most 

appropriate for your enterprise.  

 This refers to the period of time between getting the loan and when you have to start 

repaying it. Lenders usually understand that some enterprises may need a longer period of investment 

before realizing profits. You should choose a grace period that is most appropriate for your enterprise. 
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loan and from which institution, the following conditions or terms should be analyzed: 

Source: FAO, 2011. 

The costs of loans will have to be repaid along with the borrowed capital. Therefore, subsequent 

revenues must be sufficient to repay these costs and other ongoing costs.  
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The business plan is the document that synthesizes and organizes coherently the information 

collected to explain what the target goals for the CAMIs are and how these will be achieved. The 

business plan is the only document that combines the information on the present status of the farm 

and the pathway for its development under the farm’s chosen strategy. As such, the business plan is 

very important for the business organization, providing the reference document for the objectives 

underlying their activities. Moreover, it will be needed for external communication. In fact, the 

business plan is the document that normally, lenders or investors require; therefore it may be 

necessary to seek funding sources for the business.  

In terms of content, the business plan builds upon the elements and analysis explained in the 

sections above. The organizational structure of the document it will be comprised of four sections: 

1. Business / Industry Overview 

2. Production Plan 

3. Marketing Plan 

4. Financial Plan 

Each individual section contributes to the resulting overall business plan, giving you a document to 

access the progress of the business and therefore of the conservation programs through business 

development. 
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Figure 3. 1 The construction of a business plan 

 

step 1:  CAMIs Internal performance

CAMIs organization and governance

Technical management

Economic management

step 2:  CAMIs external competitive position and 

preliminary market strategy

Analysis of the market context ֍ Business profile and summary

Analysis of the product and services offered by the CAMIs ֍ Business idea

Rules for the instition are established ֍ Production plan

Business idea and preliminary market strategy ֍ Marketing plan

Marketing plan ֍ Financial plan

step 3:  Assess the economics  of 

the business development plan

Review revenues, costs profit and need for investments

Review access and management of finance

 

 

The business profile and summary are linked to the first step of the business development process. It 

compiles information about the history of the CAMIs, its organization, and scope. It gives the reader 

an introductory overview of how the business operates, including governance and linkages with 

other institutions and entities. The business profile content is not limited to the structural 

information, but rather also includes information on the main products or services of the CAMIs, 

including its social role. It includes information about the number of seeds conserved, the number of 

seeds commercialized, and if it provides training and assistance to farmers (for instance, good 

cultivation practices). In effect, the business profile section should reflect the image and views of the 

CAMIs, combined with how this is reflected in the current product or services offered. 

The business idea section is about what the CAMIs aims to develop, its target, and its goals. It 

describes the business idea and introduces how it intends to make it operational. The business idea 

could be to increase CAMIs commerce for a certain crop by at least 10%, and the strategy involves 

acquiring a processing machine to increase the value added for the product to sell on the local 

market. This section builds upon the second step of the business development process and takes 

into account the consideration of the third step, namely, how the social role of the institution will be 
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embraced in the development strategy.  The SWOT table prepared during the second step can also 

be included in the business idea section. This discussion will argue how the strategy reflects and 

builds upon a preliminary analysis of the market/sector situation and internal capacity. Finally, to 

recall what was underlined in step 2, the business idea can include short -term and long-term 

objectives and a related operational plan. 

The production plan is the projection of the product and services that the CAMIs plans to achieve. 

This section draws from the information on the characteristics of the CAMIs (first step) and makes 

production projections based on the process and resources it will need to achieve the target goals. A 

thorough production plan should detail the technical and economic management so that the 

scheduling of resources needs can be easily examined. The production plan will detail both the 

historical performance and show the production target of the business.  Crop production plans 

should include the estimated acreage and output for each crop, including different products which 

might be obtained by the same crop. Estimated production for the market can then be combined 

with the anticipated price and cost of production (step 4) to generate some of the figures needed for 

the financial component. 

The marketing plan draws directly from the second step in its dedicated operational section. The 

business plan will include the market that the CAMIs is planning to serve, why the CAMIs intends to 

sell a particular product, and the elements of the marketing mix: the product (in terms of quality, 

services, branding, etc., as indicated in Section 2), the price, the distribution, and the promotional 

strategy. As this section underlines the market characteristics more specific to the business 

environment that the CAMIs wants to explore, the section also introduces the elements of 

competition, including the main competitors and their products, as well as the positioning of the 

CAMIs strategy with respect to these elements.   

The financial plan draws from Step 1 & 4. It will show past economic performance and projections of 

the financial records. Three projections are to be made: income statement, balance sheet, and cash 

flow. The three projections are used to appraise the earned income relative to the investments.   

The income statement projections will set out the expectations for revenues, expenses, and profits. 

It will specify the quantities and costs (variable and fixed) of all inputs and outputs and provide 

explanatory assumptions behind the figure. If the business development plan of the CAMIs is to 
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commercialize more than one crop or product, then it should also include a dedicated income 

statement for each.  

The balance sheet projections include assets and liabilities that the CAMIs foresees and considers all 

business activity (not crop-specific). The information collected in the technical section and economic 

section will make it easy to account for the CAMI’s asset available, their value and update the figures 

of the balance sheet.  

The cash flow projections are essential to ensure that the CAMIs will have the necessary cash flow 

available throughout the year to meet the daily needs of the business. Usually, the primary products 

will have seasonal fluctuations while processed products a less pronounced variation.  

The financial plan will also include loan positions, i.e., loans already acquired and new loans 

required. The information are examined in step 4 in the access and management section and will 

indicate the condition of the loan and the remaining period for payment repayment. This is 

important to managing credit risk, debt structure, and interest costs.  

Finally, a business plan it will account for possible changes within the business and in the market 

conditions. A risk management plan will comprise the most important risks for their business and the 

strategies to effectively minimize the negative effects. Setting measurable targets will help 

identifying  the success of reaching those targets or apply any of the corrective measures. It is 

important to spell out the indicators of success , how will they be measured, and even at what time 

they will be evaluated toward the target.  

 

 

 

 

 

 

 

 

 

 



 50 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



 51 

 

 

One of the most common market strategies to enhance the competitiveness of local crop diversity is 

the creation of forms of the integration of supply. Many CAMIs have created or collaborated with 

cooperatives to jointly sell or buy products and acquire a greater market weight to debate better 

prices and increase profit margins. Cooperatives or other forms of horizontal integration—like 

farmers’ groups or consortiums—generate greater external empowerment and are better positioned 

to access funding, which may be used to invest in technologies and growth. Moreover, by developing 

infrastructure together, the costs are shared with a lower impact on individual producers.  

Horizontal integration can be followed by vertical integration, i.e., the acquisition of further steps or 

processes along the value chain, either downstream or upstream of production. Farmers often sell or 

exchange primary products that are processed elsewhere and are eventually sold for many times 

more than the initial sale price. Forms of vertical integration can contribute to recapture additional 

value per unit to perform more activities along the value chain. Additionally, value-added products 

like processed products may have a longer shelf life and storability; furthermore, value-added 

products usually have more stable prices on the market.  

Requirements. For the establishment of aggregation forms, community cohesiveness and 

commitment to jointly face the market must be strong. Rules for the management of the integrated 

activities will need to be shared identified and commonly agreed upon. For instance, at the 

establishment of a cooperative, the production delivery method and standards for the production 

itself will need to be defined and agreed upon by all members. In the same way, the cooperative will 

need an organizational management structure and control bodies to ensure compliance with 

internally defined standards. In terms of facilities, selling the production jointly will mean disposing 

of production storage structures, which may require further investments and resources that 

everybody should agree to and commit to providing. Finally, both horizontal and vertical integration, 

by increasing the complexity of the operations, require additional management skills and new 

technical competences to address the new functions and roles.  
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Short-value chain and local food systems can help increase the demand for the product with more 

direct communication and engagement with final consumers. This business model is characterized 

by the important element that the consumer can clearly associate the product with a type of 

production that embraces social, economic, and environmental values (Marsden et al., 2000). The 

fact of recognizing values such as a local production, respect of the social conditions of workers, and 

the conservation of agrobiodiversity, are elements of differentiation and value addition. The 

consumer may be willing to pay a price premium.  

Table A 1 Examples of short-value chain strategies.   

- Sales to hospitals, schools etc. The catering sector institution in this case is understood as the ‘consumer.’

Farm Direct Deliveries

- Delivery schemes (e.g. veg box)

- Internet sales - Speciality retailers

CSA (Community Supported Agriculture)

Subscribers receive a share of the harvest in return for money and labour. 
Off Farm Sales – commercial sector

- Farmers’ markets and other markets   

- Farmer owned retail outlet - Food Festivals / tourism events

- Sales directly to consumer co-operatives / buying groups

- Sales to retailers who source from local farmers and who make clear the identity of the farmers.
Off Farm Sales – catering sector

- Farmers’ markets and other markets   

- Farmer owned retail outlet - Food Festivals / tourism events

- Sales directly to consumer co-operatives / buying groups

- Sales to retailers who source from local farmers and who make clear the identity of the farmers.
Off Farm Sales – catering sector

 

Source: Joint Research Center, European Union (2013). 

In addition, CAMIs can find market opportunities in creating food hubs (Manikas et al., 2019), 

thereby establishing collaboration with other actors along the local value chain to gather and share 

information and create a sustainable food system. Agro-food hubs are agreements between 

producers, wholesalers, retailers, transport carriers, and even consumers, based on the idea to 

create a cluster for continuous collaboration among the agro-food supply chain partners. This can 

also involve the tourism sector and research institutions. 

Requirements. This strategy aims more specifically to increase the value of the product. It is 

important to understand the market channels that can better valorize the product and the channels 

where the product can really meet the consumers who would be interested and willing to pay more 

for the characteristics borne by the product. The short-value chain provides opportunities through 

direct communication with the consumer, so it is of paramount importance to convey a clear 

product valorization strategy. This implies understanding that values matter most for the target 
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consumers and how the product that is offered meets these values. There are several forms of 

developing a short-value chain. Table 1 reports some examples.   

The diversification of the activities and products offered by the CAMI is certainly another 

enhancement strategy. Educational activities developed to draw attention and share local 

knowledge on what the CAM does maybe linked with collaboration with public and private 

institutions. Activities of this kind include, for instance, the possibility of developing CAMIs as 

educational centers, where farmers play a key role in spreading knowledge and awareness regarding 

the conservation of natural resources and biodiversity. An example may be to sign agreements with 

the local university or other educational centers with which to activate internships at the CAMIs and 

follow their activities for some time. Establishing these services and collaboration with the 

university, the CAMI may benefit from technical and production assistance to produce positive 

effects, as well as to cultivate a local network between producers and educational centers. 

Additionally, farmers of the community may provide services for farmers regarding the skills and 

knowledge developed about cultivation methods, seed savings, and ensuring quality in seed 

production.  

Requirements. This strategy requires the development of skills and abilities to professionalize 

farmers in different roles and capacities. Moreover, to design the CAMI with the role of a knowledge 

hub would require specific infrastructures in support, including rooms or outdoor areas for 

meetings, training sessions or other events, demonstration plots where different conservation 

techniques are tried and showcased, and resource centers or libraries to hold information.   

Certifications often represent a key market tool to communicate the respect of some standards on 

the production or process methodology. Certifications usually involve a third party who guarantees 

compliance. The certifications reduce the so-called information asymmetry, i.e., they allow 

communication to the consumer or the buyer, especially regarding characteristics that are not visible 

in the product or easily accessible. 

An example for the protection of local products is the geographical indications of origin. This type of 

certification guarantees to the consumer the purchase of a product from a specific place of 

production that gives it particular intrinsic characteristics; moreover, this communicates social 

values such as the protection of traditional and typical production methods of that place.  
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Other voluntary certification options are those produced by the International Federation of Organic 

Agriculture Movements (IFOAM), Organic International, in line with the standards of the Rainforest 

Alliance’s Sustainable Agriculture program, UTZ Certified, or the Fairtrade Labeling Organizations 

(FLO). Moreover, distribution chains often require the adoption of their standards in order to sell 

through their channels. 

Requirements. Certifications can provide a means for a higher value of the product on the market 

when consumers are willing to pay a premium price for the characteristics it communicates. In the 

context of typical and traditional production, the certifications of origin are protected under 

different legal forms, depending on the countries; however, in some developing countries a 

regulation has not yet been developed. Certification processes require the availability and 

accessibility of institutions for product certification. Moreover, a certification process may be costly, 

and the compliance requirements may require a long time to be embraced in the farm system, as a 

cost-benefit analysis might be necessary. 

 

The model adopted by Nepal is a model that encourages conservation and self-generates financial 

resources for the operational activities of the CAMI. In this model, the CAMI functions as a small 

credit bank that provides loans free of collateral to guarantee credit to its members. 

In the establishment of the fund, an initial part is financed by the members of the community 

(ranging from 10 to 25% of the total anticipated amount), while it can be subsequently integrated 

with a part that is added by the project-related donor, including funding and contributions. The fund 

is used to finance income-related activities both on-farm and off-farm. 

Within this system, members of the community have access to small amounts of credit to stimulate 

small investments and increase financial resources and income within the community. Credit is given 

with priority to the poorest farmers; a small interest rate is asked in return for the credit, and it can 

be used to cover staff salaries and other operational expenses. This way of operating also reinforces 

the important social role of the community seed bank. 

The fund also plays a fundamental role in the conservation of local varieties. The farmers who 

receive funds in return agree to cultivate some local varieties, which are not as much in demand by 

the market. In this way they help the CAMIs to regenerate rare local species by contributing to the 

ex-situ conservation activities of the seed bank community. 
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