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Forward 

Spices, including peppercorn, are associated with complex and diverse supply chains with 

products being sourced from a variety of businesses ranging from large-scale producers to 

small-scale farmers from around the world.. Spices are vulnerable to a number of food safety 

risks: excessive pesticide residue levels; pathogen contamination (i.e. Salmonella); adulteration 

and substitute. Efforts to overcome these challenges is enhanced through collaboration between 

buyer and sellers, underpinned by support from local support structures.  

The Adapted-PGS Guide is the culmination of collaborative efforts by stakeholders who actively 

engaged in workshops designed and facilitated by Suzanne Neave (CABI), Grant Vinning and 

Mary Nguyen. These workshops were integral to the STDF-funded project: STDF/PG/619, titled 

"Safer Spices: Food Safety and Market Access for Peppercorn in Vietnam, Cambodia, and Laos 

PDR”. The main objective of this guide is to support the adoption of best practices among 

farmers and the private sector involved in the production and processing of peppercorn, 

leveraging the strength of collaborative action to achieve better outcomes. 

It is our hope that this guide will serve as a useful resource for stakeholders promoting the 

uptake of the latest technologies, quality and safety measures, and sustainable practices in 

agriculture trade. Although primarily designed for the peppercorn sector, the approaches are 

adaptable for anyone exploring the dynamics of buyer-seller relationships, navigating the 

complexities of market systems, or looking to drive sustainable changes through collective 

action.  
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1 Introduction 
Welcome to the Adapted-PGS guide. This guide was designed as part of the STDF funded 

project (STDF/PG/619) Safer spices: food safety and market access for peppercorn in 

Vietnam, Cambodia and Loa PDR. It has been designed for practitioners working with groups 

to improve quality of peppercorn by adopting the Peppercorn Code of Practice. It is a 

comprehensive journey through the participatory, collaborative process of connecting buyers 

and sellers in market systems. It's not technical training; it's a toolkit for navigating and 

facilitating the complex relationships and collaborations between market actors. The guide is 

therefore intended to complement the e-learning course (G-PPP model) which has been 

conceived to provide a more experiential learning experience.  

Starting with an introduction to the Adapted-PGS and its underlying principles, it guides the 

reader through real case examples. You'll discover the importance of perception in risk 

management, the value of public-private collaboration, and the power of collective action. 

The guide begins with the foundational concepts of market systems and moves into practical 

applications, including value chain analysis, partner engagement strategies, and techniques 

for fostering collaborative problem-solving.  

The guide aims to equip you with the skills and knowledge needed to foster meaningful 

collaborations in the agricultural sector. Whether you're exploring the dynamics of buyer-seller 

relationships, navigating the complexities of market systems, or looking to drive sustainable 

changes through collective action. 
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2 Underlying principles of Adapted-PGS (G-PPP) 
Challenges in food supply, quality and food safety in market systems are often attributed to 

farmer’s lack of appropriate skills. Whilst technical capacity does play a role, addressing the 

barriers and catalysts for behaviour change within the market system can unlock the potential 

for improved food quality and safety, and derisk investments. Through our work in the STDF 

funded Safer Spices project, we have explored factors that are important to drive behaviour 

change in market systems: 

 

 

• Perceptions of risk and articulation of a problem  

• Understanding the system from different market 

actors’ perspective 

• Amplification through collective action 

• Public-Private Collaboration  

 

 

Starting with the building blocks of IFOAM’s Participatory Guarantee Systems model, the 

approach in the project assumes that if the buyer and seller (private) and support structure 

(public) collaborate within a framework of agreed guidelines and commitments, an 

environment of collective problem solving, and action will be a catalyst for behaviour change.  

 
Collaboration in market systems is not a new concept. Market Systems Development looks at 

the incentives and capacities of the different market actors; understanding how the system 

operates, working towards a vision, working with actors that can stimulate change and 

supporting partners to catalyze behaviour change.  

Participatory Guarantee Systems (PGS) is one such example. PGS was adopted by IFOAM1, 

in 2008. PGS is a low-cost quality assurance mechanism based on the active participation of 

a wide range of stakeholders in the inspection and monitoring process. It is essentially a 

participatory certification system designed and adapted by stakeholders putting localism at 

very centre.  

 
1 https://www.ifoam.bio/our-work/how/standards-certification/participatory-guarantee-systems 
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How is Adapted-PGS (G-PPP) different?  

Our approach puts people at the centre rather than the output. So, it seeks to forge a culture 

of understanding and to myth-bust misconceptions between buyers and sellers that often 

become barriers to a successful relationship. Aware of the complexities of interactions, it 

adopts approaches to encourage listening, cultivating trust, and facilitation dialogue, rather 

than directing how things should be done. To distinguish the approach from its origins we have 

named it Grassroots-PPP, or G-PPP.  

The approach is based on three key principles: 

• Willing buyer, Willing Seller, and Willing support 

• Collaboration through a Public-private collaborative working group  

• Peer-to-peer learning and collective action 

There are five key steps to the approach: 

 

 

Willing buyer, willing seller, willing support 

The approach relies on stakeholders being willing to participate fully in the process, open to 

challenging their thinking and trying new things. The first two steps of the model: Discovery 

phase and Getting buy-in focus on gathering evidence of need, insights to inform actions 

and understanding of challenges and opportunities from different perspectives, realizing the 

value to working together. It introduces tools for experiential learning and discovery resulting 

in shared vision that forms the long-term destination. 

Collaboration through a working group 

The approach focuses on forming an informal collaboration, albeit guided by a signed 

agreement, underpinned by agreed guiding principles and rules that steer the group. Forming 

a working group step supports buyers (processors, traders, retailers, service sector), sellers 

(farmers) and support function (local government extension) in creating a group, that suits 

local context, and becomes a mechanism for joint planning actions and checks. The result is 

an infrastructure that helps steer the direction of travel.  

The involvement of local public-sector support also presents an opportunity to connect the 

groups with technical and financial resources from National and International partners.  
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Peer-peer learning and collective action 

G-PPP includes tools that foster collaboration between seller and seller, sellers and support, 

buyers and sellers. These tools are used throughout the model, but particularly support 

Reporting and Monitoring and G-PPP in Action. The tools help to facilitate interactions 

between the different actors and include:  

• building capacity - advisory and training, peer to peer knowledge sharing;  

• collective action - managing risk, problem solving, SWOT;  

• and checks and measures - internal audits, monitoring change and reporting.  
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3 Step one – Discovery  
 

To inform actions it is important to understand the industry and what 

its challenges are and the opportunities to solve those challenges. 

Information is gathered using a value chain analysis.  

A value chain is a set of activities carried out to create value for the market. Every business in 

the value chain takes a collection of inputs and produces an output. The output has more 

value than the inputs (Porter,1985).   

In G-PPP a simple value chain analysis is undertaken, mapping members/actors of the value 

chain and gathering information to add to knowledge which will help to inform actions. 

To illustrate this let’s look at Tara and her supply chain…  

Tara is a Dairy cow from Birantnagar, Nepal. Tara is part of a 

value chain.  

Tara is six years’ old and produces milk for her owner, Mr Jiwan 

Sapkota, who sells to his customers in the city. To understand 

how her owner can be supported, we use a value chain analysis 

to learn more about the journey that Tara’s milk takes; and identify 

the challenges and intervention points. 

We will come back to Tara’s story in a moment, let’s start by 

looking at what a value chain analysis is…. 

An analysis of the Value chain is the method used to identify each activity along the value 

chain, determining who’s involved directly and indirectly, costs and the value they deliver, and 

exploring challenges and opportunities that will help to address a particular problem or simply 

to optimize efficiency or profit. 

A Value chain analysis is used for multiple purposes and complexity. It helps to identify: 

• Who should the core group be, who should also be involved and those kept informed, 

who influences change and who generates barriers. 

• What other initiatives have happened in the past, current or planned, that may 

influence our actions. 

• Where the problems, or opportunities for involvement occur. 

• How cultural and social norms influence behaviour and attitudes.  
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There are several parts of a value chain analysis: mapping, data collection, analysis, reporting. 

In the early stages, reviewing existing reports is a good place to start. These will give insights 

on chain structures, product attributes and challenges to investigate. The information from 

existing reports or projects will help to establish “what we already know” and “what we need 

to find out”. 

In its simplest form, we can split a value chain into three parts: you produce it, get it ready to 

market it, and then market it. There are actors and activities in each of these parts, and each 

with different perspectives, motivations and priorities. We need to identify who all the actors 

are in the supply chain, and how they interact. We can illustrate this by creating a value chain 

map.  

3.1 Mapping the value chain 

Let’s take a look now at Tara’s story… 

Tara’s Story 

Tara 
  

 

Tara is a six-year old Jersey cow from India.  She has had four calves since she has been 

at Fikkl2.  All the calves came from artificial insemination (this is a breeding technique that 

involves placing semen directly into the uterus of a cow or heifer).  Her owner, Mr Jiwan 

Sapkota, does not know anything about the bulls from which the AI came from. 

Because she (and her latest calf) is permanently tethered in an area about seven metres 

by three metres, all her feed is brought to her.  Tara is given quite an extensive range of 

grass-based feeds: rice straw, fresh grass, and a mixture of grasses that is chopped in a 

shredder Mr Sapkota brought especially for her.  Feed is Mr Sapkota’s main problem with 

Tara: she gets no compound feed (a commercial feed that has balanced ration of ingredients 

using advanced animal nutrition science and feed processing technology), as the source is 

 
2 “Fikkl” locally, “Fikkal” elsewhere  
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just too far away and thus too expensive to bring in.  Disease is the other major problem for 

Tara. Tara’s manure is mixed with the left-over grass and straw to provide Farm-yard 

manure for Mr Sapkota’s vegetable production.  Mr Sapkota’s main income earner is tea, 

followed by vegetables.  Whilst Tara’s milk is only his third most important form of income, 

the fact that she provides fertilizer is important.  

   

 

Tara’s milk is taken to the Chipetar Dairy Cooperative a short walk away.   

The Cooperative has 80 members and 70 non-fee-paying members.  Most members, like 

Mr Sapkota have just the one cow: some two, a few rare ones have five.  Combined, 

Chipetar handles around 500 l a day.   

   

 

Proudly, the Cooperative owns its own building and all the stainless-steel cans to handle 

the milk.  It has two full-time employees.  Usually, the Manager receives the milk without 

conducting any chemical tests but every now and again if he suspects that a supplier is not 

providing a quality product he will conduct tests.  All members keep a detail record of their 

supplies to the Cooperative.  Members consider that their cows’ biggest problems are 

tonsillitis, worms, and mastitis.  They are quite happy to pay for competent veterinary advice. 

They want training on feeding and herd management. 

About 20 percent of the Cooperative’s milk is sent to the DDC collection centre up the road 

towards Ilam.  The rest goes to the Nobel collection centre quite close to Tara.  DDC pay 
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within 15 days of receival whereas Nobel pays after 30 days and even then, only after 

continual follow-up. 

Mr Dotaram Adhikary operates the Nobel Dairy Products Collection and Chilling Centre at 

Fikkl.   

 

   
This is one of 8 collection centres operated by Nobel.   The milk is received, tested, and 

chilled before being transported to Biratnagar in one of the company’s two chiller 

transporters.  Tara can be assured that the equipment that handles her milk is well and truly 

washed down each day.  In all, Nobel Dairy Products deals with around 2,000 households.   

 

 
  
In the Biratnagar facility the milk is received and tested before being processed.  Nobel 

makes a series of milk products: ice-cream, paneer, and yoghurt.  However, these are only 

a minor part of the business: whole milk constitutes 90 percent of the output.  To make 

efficient use of equipment, Nobel is now bottling water. 

Nobel Dairy Products employs 40 people.  The plant has a capacity of 2,058 litres per hour.  

Mr Dhiroj Shrestha, the Managing Director, has invested more than Crore INR 5 (USD 

603,000) in the plant.  Very little of this was provided through the formal banking system.  

Nobel pays NR27 (USD 0.33) per litre at the collection centre and NR25 (USD 0.30) per 

litre when it buys directly from the farmer.  This means that the Chipetar Dairy Cooperative 

earns around NR1,000 (USD 12) per day, from which it has purchased its own facility and 

acquires milk cans for its operations.  
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Processed milk is a good business.  Mr Shrestha estimates milk demand in Biratnagar to 

be around 30,000 litres per day.  Even so, he must compete with five other milk factories 

for his market share.  Nobel would like to enter the Bangladeshi market to get a share of the 

country’s estimated milk deficiency of 80 percent.  However, to do that the factory needs 

aseptic packaging.  As it is, Mr Shrestha would like to have aseptic facilities because with 

the current poor state of packaging he is limited to supplying just the local area.  With aseptic 

packaging he could explore market further afield. 

Mr Shrestha identified as his “burning issues’’ the lack of quality all along the dairy value 

chain.  He includes himself as part of the quality issue.  He feels that the government dairy 

department should not be competing with private operators such as himself.  He would like 

to see steps taken to increase productivity during the dry season.  The only thing he would 

like for himself is access to better technology and milk processing management training. 

 

From the story we can establish that in Tara’s value chain there are a number of people and 

groups involved. We can map these as below: 

 

 

Once the actors are known, we next need to learn more about them. We do this through desk 

research and interviews. 

3.2 Desk research 

Desk research can help with learning more about how the value chain works, and how actors 

interact with each other, as well as key information about potential intervention points. We can 

also gather information about the partners that we are planning to work with.  

In Cambodia, the GDA team did this exercise together, in a workshop.  
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 “First we captured what we knew about the buyer and the seller; 

and then brainstormed what we wanted to know. We decided what 

information could be found on the internet, or by reading reports, 

and what information we may need to ask the actors directly”.  

 We wanted to know about: Size, locations – one site or multiple, 

diversity of products and services, domestic/international presence/markets, who their 

customers are – are they an intermediary or final consumer, are they high end or bulk 

market, published financials.  

We also looked up other information around the industry such as international trade data, 

Regulatory framework overseeing the industry. This helped us to understand more of “what 

we know”. 

 
 

3.3 Gathering additional information 

3.3.1 Interviewing  

It is not always possible to find out everything about the value chain and the partners from a 

desk study. Additional information is gathered from interviews. This can be challenging but is 

a great opportunity to not only gather information, but also help to create connections that will 

help support activities.  

Interviews can be in small groups or individually. Certain actors may prefer one-to-one to avoid 

confidentiality concerns; a processing company, for example.  For other actors it may be easier 

to talk to them as a group, such a farmers.  
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When organizing interviews, consider the following: 

• Always establish what you already know and what you need to know before going to 

the interview.  

• Select a location and time for the interview that suits the interviewee. 

• Respect people’s time they are busy, stick to time. 

• Ideally have one person to lead and another to take notes.  

• Use open-ended questions. This allows the interviewees to provide detail in their own 

words, and may provide information that you hadn’t considered relevant at the time 

of planning, so also be flexible with your questions. Some responses may mean that 

some of your questions are no longer relevant, or need to be reframed. 

• Be respectful of details that they will consider confidential. You may consider prices 

and sales figures to be important for you to understand the full picture; pushing for 

details may cost in trust and respect. Try asking for information that is less of an 

issue, comparisons, or percentages. 

• Order the questions – start with general stuff first, build a rapport, and then narrow 

down. Leave any possible contentious to later in the conversation. 

• Openings and Closures are very important, people need to know why you are 

interviewing them, and what you plan to do next. The note taker needs to be able to 

identify what you still need to know that may require more questions and list any 

action points that may arise.  

• Always offer to share insights or provide a copy of the report. 

3.3.2 SWOT 

The SWOT analysis plays a versatile role within G-PPP, serving multiple purposes across 

various contexts. Whether it's enhancing a value chain analysis (as will be described here), 

facilitating discussion among farmers, or engaging with a company, the SWOT framework 

proves invaluable for eliciting critical insights without direct questioning. Its effectiveness lies 

not only in information gathering but also in sparking interest and engagement among 

participants. Through this process, previously unconsidered issues often emerge, adding 

depth to the analysis.  

A SWOT analysis is a tool to help a group to identify Strengths, Weaknesses, Opportunities, 

and Threats related to business competition or project planning. It starts with a question that 

you would like to answer: Is our group working effectively together? What do we need to 

consider in taking advantage of a new business opportunity? 
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Strengths and Weaknesses are both internal factors, things the 

group is in control of or have direct influence over.  

Opportunities and threats are external factors, things that the 

groups does not have much control of or influence over.  

Strengths are what you are doing well or better than others and something that makes the 

group special. 

Weaknesses are what the group needs to improve. 

Opportunities are things that result in something positive. 

Threats are things that affect the group in a negative way.  

Let’s return to Tara’s story… 

Tara’s story - Chipetar Dairy Cooperative  

A SWOT analysis is used to discuss issues with the Chipetar Dairy Cooperative. Below is the 

output of that discussion: 

 
 

In the Discovery Phase, the SWOT helps to reveal some of the issues that may need to be 

considered when designing actions. They may not be problems to solve but may become 

barriers that will need navigating.  

Rambo and his team were working with Sela Pepper Co. Ltd who were buying black 

peppercorn from six Associations in their local area. Representatives from the groups were 

brought together. They had already interviewed the company and the representatives for the 

farmers groups. They then brought them together and used the SWOT tool to gather more 

insights about the effectiveness of the group. 
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 “Farmers were put into groups and asked to complete the SWOT 

analysis answering the question: How effective is their group?. The 

farmers captured their ideas onto post-it notes.  

We then collated the ideas from all three groups, creating a 

combined SWOT.  

We then took the “Weaknesses” cards and asked the participants to vote on which ones 

were the most important to them as individuals. This generated the top three weaknesses.  

We gave each group one the of the “weaknesses” and asked them to discuss what they 

could do to overcome that weakness. They needed to think what they could do themselves 

and what they needed help with.  

The discussions when the groups shared their thoughts were valuable… with people 

sharing their own experience of the problem, and how they addressed it in their groups, or 

sharing ideas to add to those already captured.”  

 

 
 
A value chain analysis can provide us with a wealth of information that helps to plan our 

activities. In Tara’s story we learnt about the actors and processes involved, and many 

challenges that her owner faces. With the information gathered we were able to identify key 

areas of support needed for the group.  
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Tara’s story – identification of interventions 

In the table below are a list of key issues in Tara’s value chain and the suggested interventions.  

Value chain Tara value chain issues Suggested interventions   

Production ▪ Low productivity in dry 
season 

▪ Poor feed 
▪ Disease 
▪ Lack of veterinarian service  
▪ Poor herd management skills  

 

▪ Provide farmer training in herd 
management, disease control 

▪ Provide subsidies for irrigation 
▪ Provide tax relief for vets to 

move to the countryside 
▪ Develop Stage #1 veterinarians 

(“barefoot vets”) linked to 
central lab 

Bit in the middle i. Chipetar Dairy Cooperative 
▪ High proportion of non-fee 

paying members  
▪ Limited access to credit   
▪ Cash flow 
▪ Dependence on limited 

transport to link to bigger 
centre  

 

ii  Biratnagar 

▪ testing after receival at 
Biratnagar (ambulance at the 
bottom of the cliff) 

▪ low technology  
limited access to finance 

▪ Educate the finance sector on 
the financial viability of the 
dairying sector and its ancillary 
service providers (transport) 

▪ Develop beneficiary benefit 
scheme for fee paying members 

▪ Allow accelerated depreciation 
▪ Subsidize testing regimes at the 

primary level 

 

Marketing ▪ Good local market 
▪ inappropriate packaging 

facility 
 

▪ Allow duty free importation of 
necessary equipment 

▪ Consider school lunch program 

 
The group will benefit from working as a group for many of these interventions. Working closely 

with their buyer and the advisory services that support them, will help them to address their 

issues more effectively.  
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4 Step two – Getting buy-in 

4.1 Benefits of working in a group 

It may seem obvious that a farmer group would appreciate the 

benefits of working together. However, many groups are put together 

through projects, the members of the group benefit from what the 

project is delivering.  

An irrigation project in Ghana for example, put farmers into groups around a centralised 

irrigation scheme to grow vegetables for local markets. The farmers did not work together to 

market the produce they were growing, often competing, and none really meeting the market 

requirements. One group complained about gossiping and poor leadership.  

It may also seem obvious that a buyer would work together with the farmers supplying them. 

The level of involvement of a buyer with the farmers varies greatly. But as the farmer groups 

in Ghana discovered when introduced to a buyer who was willing to collaborate with them, 

working together has many benefits. This was also true for groups of farmers we worked with 

in Solomon Islands and Fiji.  

 

Farmers in Solomon Islands meeting the head chef of Honiara Hotel. 
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The farmer groups working in our project also discovered the same thing.  

So, Step 2: Stakeholder Engagement, focuses on exploring the benefits of working together 

to foster collaboration that goes beyond basic transactions. It leverages a range of techniques 

to encourage stakeholders to discover the mutual benefits of working together. These 

techniques include: peer-to-peer learning (4.2), Basic principles of marketing (4.3), and shared 

vision (4.4). 

Here are just a few benefits of working in a group.  

• Diverse Skills and Perspectives: Groups bring together individuals with different 

skills, knowledge, and experiences. This diversity can lead to more creative and 

innovative solutions to problems than an individual might achieve alone. 

• Increased Productivity: Collaboration can lead to a division of labour, where tasks 

are distributed according to each member's strengths. This can increase the 

efficiency and productivity of the group. 

• Support and Motivation: Working in a group provides a support system that can 

help motivate individuals. Group members can encourage each other to stay focused 

and persevere through challenges. 

• Enhanced Learning: Collaborating with others provides opportunities for learning 

from each other. Members can gain new insights, perspectives, and skills from their 

peers. 

• Improved Communication Skills: Group work necessitates communication, which 

can help individuals improve their ability to articulate ideas, listen effectively, and 

resolve conflicts. 

• Accountability: When working in a group, members often feel a sense of 

responsibility towards each other. This accountability can lead to higher levels of 

commitment and effort. 

• Problem-solving and Decision-making: Groups can leverage collective 

intelligence to solve complex problems more effectively. Brainstorming and 

discussing different viewpoints can lead to better decision-making. 

• Increased Confidence: Participating in successful group projects can boost 

individuals' confidence in their abilities and their capacity to work with others. 

• Sense of Belonging: Working closely with others towards a common goal can foster 

a sense of community and belonging. This can be particularly beneficial in 

educational and workplace environments. 
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• Opportunity for Leadership Development: Groups provide individuals with 

opportunities to take on leadership roles, develop management skills, and learn how 

to navigate the dynamics of leading a team. 

• Risk Sharing: Working in a group allows for the sharing of risks associated with the 

tasks at hand. This can reduce the pressure on individual members and encourage 

more innovative approaches. 

Of course, groups do not always naturally work well together. It is important to manage group 

dynamics effectively to overcome potential challenges such as free-riding, conflicts, and 

unequal participation. It takes effort for a group to be successful and key factors that need to 

be in place, for a group to be successful.  

Some key elements that are important for a group to be successful include: 

• Clear Objectives: The group should have clear, well-defined goals that are 

understood and accepted by all members. This helps to ensure that everyone is 

working towards the same end. 

• Strong Leadership: Effective leadership is crucial for guiding the group, making 

decisions, resolving conflicts, and keeping the team on track. Leadership can be 

formal or emerge naturally within the group. 

• Defined Roles and Responsibilities: Each member should have a clear 

understanding of their role within the group and what is expected of them. This helps 

to distribute work evenly and utilize each member's strengths. 

• Open and Effective Communication: Successful groups prioritize open lines of 

communication. Members should feel comfortable sharing ideas, giving and receiving 

feedback, and discussing progress and challenges. 

• Mutual Respect: For a group to function effectively, members must respect each 

other's ideas, contributions, and perspectives. This fosters a positive and supportive 

group dynamic. 

• Collaborative Environment: A collaborative mindset is essential, where members 

are willing to share knowledge, work together on tasks, and support one another in 

achieving the group's goals. 

• Problem-Solving Skills: Groups often face challenges and conflicts. The ability to 

approach problems constructively and find solutions together is key to maintaining 

progress and cohesion. 
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• Adaptability: Successful groups are flexible and able to adapt to changes in their 

environment, tasks, or membership. This resilience helps them overcome obstacles 

and stay focused on their objectives. 

• Trust and Accountability: Trust among group members is crucial for collaboration 

and productivity. Each member should be accountable for their contributions and 

commitments to the group. 

• Diversity: A mix of skills, experiences, and perspectives enriches the group's 

discussions and decision-making, leading to more innovative and effective outcomes. 

• Recognition and Reward: Acknowledging individual and group achievements can 

motivate members and reinforce the value of their contributions to the group's 

success. 

• Effective Decision-making Processes: The group should have agreed-upon 

methods for making decisions, whether through consensus, majority vote, or 

leadership direction, to ensure that decisions are made efficiently and are supported 

by the group. 

• Regular Reflection and Feedback: Successful groups regularly assess their 

progress, processes, and dynamics. This reflection allows them to celebrate 

successes, address issues, and make adjustments to improve effectiveness. 

• Forming, Storming, Reforming, Performing: Be open the development process of 

groups. This is described in Psychologist Bruce Tuckman’s model. Teamwork is not 

like a light bulb; you can’t simply form a group and expect it to work from the outset.  

4.2 Peer-to-peer learning 

It is widely recognized that farmers can often gain more practical, applicable knowledge from 

their peers than from formal educational programs or outside experts. Learning from each 

other provides local insights and cost-effective strategies, enabling participants to learn from 

real-world applications and successes (and failures). It strengthens community bonds and 

supports a collective approach to problem-solving, as individuals work together to tackle 

challenges. This hands-on, experiential learning method not only facilitates the rapid 

dissemination of best practices but also fosters a sense of ownership and empowerment 

among farmers, leading to more sustainable and productive agricultural systems. 

In G-PPP knowledge transfer between farmer groups is active, encouraging groups to meet 

regularly to share knowledge and ideas. This knowledge sharing building on the good 

agriculture practice presented in the Code of Practice.  
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Peer to peer learning 

 “The farmer groups in the project were brought together regularly to 

attend training courses. We wanted to do something different. In 

Cambodia, a farmer invited us to use his farm for our activity. We were 

working with representatives from three different Associations, so 

mixing them up was important. We put them into groups and asked them 

to walk through the farm in their groups and answer two questions: what does the farmer 

do that is the same as me? What does the farmer do that is different? 

After a 15-minute exploration, the groups reconvened to exchange insights on their 

observations. The discussion led to the formulation of three questions they wished to pose 

to the farm owner. Simultaneously, the farmer was encouraged to think of three questions 

for the group. This exchange allowed for a deep dive into each other's experiences and 

practices, fostering a rich dialogue and shared learning experience.” 

 

 

A compelling example of this knowledge exchange occurred when the team facilitated a cross-

district farmer exchange in Vietnam. We invited a farmer from the Central Highlands to 

participate in a farmer-to-farmer session in Vung Tau. This exchange proved to be an eye-

opener for the visiting farmer, who was surprised to discover that the local farmers in the 

coastal area of Vung Tau did not produce their own fish fertilizer, a practice commonly adopted 

in his region. Seizing this opportunity for knowledge exchange, he eagerly shared his recipe 

and method for creating fish fertilizer. This became a factsheet included in the project’s COP 

interpretation guide, and was also made available to farmers in Cambodia and Laos. This 
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interaction not only sparked valuable discussions but also highlighted the potential for learning 

and innovation through sharing diverse agricultural practices. 

Starting a workshop with this type of activity can be immensely beneficial. A field session 

injects a vibrant energy into the classroom atmosphere, sparking lively conversations and 

interactions among participants and carries over to subsequent activities, with all members 

engaging more actively and enthusiastically. 

4.3 Basic principles of marketing 

In a nutshell …. 

Consumers Buy Benefits, Not Products 

Consumers are primarily interested in what a product or service can do for them, rather than 

the product itself. It's the benefits or solutions to their problems that drive purchasing decisions. 

For example, when buying a smartphone, a consumer is not just buying a piece of technology 

but the convenience, connectivity, entertainment, and efficiency it provides.  

Consumers Buy Consistency 

Consistency in brand experience, quality, and messaging builds trust and loyalty among 

consumers. When a brand consistently meets or exceeds expectations, consumers feel more 

confident in their purchasing decisions. Inconsistencies can lead to confusion and erode brand 

trust, ultimately affecting consumer behaviour and preferences. 

Consumers Buy Value, Not Prices 

Price is certainly a factor in consumer decisions, but it's the value that they get for that price 

that's more important. Value can be seen in terms of quality, convenience, service, and the 

overall brand experience. A higher-priced product may offer better value if it delivers superior 

benefits or saves time and money in the long run.  

Marketing is a Battle of Perceptions, Not Products 

The consumers’ perception of a product or brand is more influential than the product's actual 

features or quality. Marketing efforts aim to shape and manage these perceptions through 

branding, messaging, and customer experience. Successful brands are those that create a 

positive and memorable image in the minds of consumers, even if their products are not 

significantly different from competitors'.  

Successful Marketing is Defining Consumers’ Benefit and Your Uniqueness 

Successful marketing strategies hinge on clearly defining the unique benefits that a product 

and you offer to consumers. It's about articulating why a consumer should buy from you. This 
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involves identifying and communicating a unique selling proposition (USP) that highlights the 

distinct advantages you and your products have to offer and how it meets the consumer's 

needs in a way that no other product does.  

So whether selling peppercorn to a processor, or vegetables to a local retailer, clearly 

identifying the unique selling proposition is very important. We call this “Why should I buy from 

you?” challenge. 

Challenging conventional thinking about marketing strategies is crucial for businesses today. 

Rather than leading with price, successful businesses prioritize presenting themselves in a 

way that highlights quality and reliability. Customers are increasingly seeking assurance of 

quality and trust in a company's ability to consistently deliver. This necessitates businesses to 

foster strong, dependable relationships with their suppliers, ensuring that the quality promised 

to customers is met with unwavering consistency. Viewing these interactions not just as 

transactions but as partnerships is a more effective approach. It shifts the focus from merely 

competing on price to building a sustainable, value-driven connection with customers, 

grounded in trust and quality assurance. 

It's often noted that the friction between buyers and sellers stems from disagreements over 

pricing and commitment levels in purchase agreements. These issues can undermine the trust 

that forms the basis of their relationship. To achieve successful collective action, both parties 

must understand each other's business perspectives and appreciate the rationale behind key 

decisions. It is for this reason that we introduce these concepts as a part of stakeholder 

engagement, hoping to myth-bust misconceptions between groups, and build a better 

understanding of what is needed for a business relationship to be successful.  

To help buyers and sellers to think through this concept, we introduce the Ask and Offer table. 

Simply put, a buyer is asking for value and benefits and offering money and buying 

expectations; a seller, the opposite.  

So, when a buyer or a seller engages to discuss market opportunities it is important to know 

what “the ask is” and what “the offer is”. There will be some things an actor must have and 

some things that are nice to have. It helps to capture these in a table: 

 
ASK OFFER 

Must haves 
  

Nice to haves 
  

This “ask and offer” lays out the stall, essentially the Value Proposition. Once everyone has 
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thought about what it is they want, it always helps to play a scenario out using role play. This 

is a good way to allow farmers to explore the idea that they are not simply selling a product 

for a certain price, but first and foremost selling themselves, as a reliable supplier that the 

buyer can trust. This trust is what creates the foundation for a good working relationship.  

Ask and Offer in Vietnam 

 ” We'd like to share an idea with you about using role-play to get a group 

to engage with a subject. In Vietnam, the Harris Freeman team jumped 

in, with one person playing a farmer and the other playing the company. 

It was a fun exercise, but it really drove home the point that both sides 

bring something to the table and are willing to offer something to get 

what they want. And then there's that all-important red line. You have to know at what point 

you're willing to walk away from a negotiation. 

Take relationships—they're all about negotiation. I know this firsthand from my marriage. In 

any relationship, you need to understand the other person's perspective, find common 

ground, and realize that it takes effort from both sides. But that effort is rewarded for 

everyone.”  

 

 

4.4 Shared vision 

An effective way to culminate sessions on collaboration involves crafting a shared vision. By 

uniting efforts, members can harness their collective strengths to achieve shared objectives, 

demonstrating the power of working together towards a common goal. 
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You can of course tackle this in many ways, but one effective way is by drawing, we used this 

approach with the groups in the project.  

The phrase "a picture says a thousand words" means that a single image can communicate 

complex ideas more effectively than a lengthy description. Images convey a lot of information 

quickly and universally. Just like how you can understand what's happening in a scene by 

looking at a photo, the idea is that sometimes, visuals can tell a story or express a concept 

more efficiently and vividly than words alone. It is for this reason that drawing a vision is a 

valuable approach. It stimulates discussion amongst the group and is a fun activity to engage 

in, often leading to much laughter as people attempt to convey a discussion point into a single 

image.  

 “In Loas, we ask the groups to divide their page in half, using one 

section to illustrate their current situation and the other to depict their 

aspirations for the next five years. We split the participants based on 

their roles—either as buyers or sellers. Observing the reactions when it 

becomes apparent that the visions of both buyers and sellers are 

strikingly aligned is always insightful. This realization reinforces the notion that collaboration 

can facilitate the achievement of their visions. Moreover, it highlights the interdependence 

between buyers and sellers in realizing their shared future visions.” 
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4.5 Bringing together exploration of collaborative action 

Step 2 unfolds naturally, fostering personal connections. Each group’s reaction to our activities 

varies, largely depending on their group dynamics and relationships with buyers.  

Holding extensive sessions isn't always feasible. Time constraints, unpredictable weather, and 

logistical hurdles can complicate plans. The activities are designed for flexibility—they’re 

impactful whether conducted jointly or individually. Take, for instance, our experience in our 

project. The farmers there initially sold their produce separately to the buyer. By introducing a 

SWOT analysis in our first workshop, we highlighted the collective strength in unity. This led 

to a newfound enthusiasm among the farmers to collaborate, setting a precedent for the 

effective combination of our subsequent activities to benefit both sellers and buyers. 

In Laos PDR, we introduced farmers to the farmer-to-farmer method, stressing the significance 

of collaboration. For them, the idea was a novel one. This approach quickly showcased the 

benefits of mutual support, prompting the farmers to embrace collaborative efforts and 

eventually establish a working group (Step 3).  

The overall aim of Step 2 is to get buy-in from those involved. The whole journey is 

underscored by benefits of collective action and shared understanding in achieving common 

vision. If you have a willing buyer and willing seller you can then move onto the next step to 

form a working group. 



Adapted PGS (G-PPP) guide – April 2024 
 

  STDF/PG/619 Safer spices: food safety and market access for peppercorn in Vietnam, Cambodia and Loa PDR 
| APRIL 2024 | Suzanne Neave and Grant Vinning 

5 Step 3 Form a working group 
Step 2 has been all about getting buy-in, taking participants through 

a journey of discovery hopefully reaching an agreement that working 

together and following this approach is right for them. It is important 

to note that this approach does not work for all situations, but where 

it does you are ready to take your group the next step: Form a working group.  

In PGS this is known as an Inter-group. Selecting the type of group and the language to use 

is very important. In the context of PGS an intergroup is a formal structure, and this works well 

within the structure of PGS. However, in this project, the idea for forming an inter-group was 

met with resistance, mainly due to what the word “inter-group” conveyed in people’s minds, 

people also felt more comfortable with the idea of a more informal nature to the relationship, 

still with a written agreement and commitment. 

This section focuses on how to form a “working group”. It is based on the principles of the PGS 

Intergroup, but with some of the structure striped away. When forming a group you can make 

it as formal or informal as the group feels comfortable with. You may find the structure of the 

group will change over time as the group progresses, it is important that any procedures or 

rules put in place allow the group to evolve.  

Purposes of working group:  

• organising the inspections related to compliance and progress 

• technical support and training 

• reporting, planning and problem solving. 

The commitment of the group starts with a signed agreement. In Annex 1 you will find the 

agreement drawn up for this project. In each country the experience of putting together a 

commitment form was very different. In Loas PDR for example, the Department of Agriculture, 

worked alongside Provincial and District departments, head of the village and the company to 

compile a suitable agreement. Once in place, Etu Green, the company, was able to start 

working with the farmers as a group for the first time. In Cambodia, General Directorate of 

Agriculture assisted Sela Company and the Farmer Associations to agree on the content of 

the agreement, which everyone then signed.  

Creating an agreement is an important step as it sets out how the group will work. As 

mentioned earlier it takes effort for a group to work effectively, so it is important that everyone 

agrees to participate fully to ensure its success.  
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To ensure a group function effectively, several key elements must be addressed: 

• Shared Vision: Establish a common goal that serves as the group's guiding star, 

keeping everyone’s objectives aligned. 

• Roles and Responsibilities: Clearly define who is responsible for essential tasks. 

This doesn't mean they must complete the tasks themselves, but they should oversee 

the work and report on progress. 

• Rules and Regulations: Set clear operational and behavioral guidelines for group 

members. Like any organization, whether a sports team or social club, it's important 

to establish boundaries. 

• Action Plan: Develop a roadmap that guides the group toward achieving its vision. 

With these elements in place, the group will have a solid foundation to work effectively. The 

shared vision we have covered in an earlier session. The group needs to take the shared 

visions, collate and turn them into one clear statement. The roles and responsibilities, rules 

and regulations and action plan are presented in the following sections.  

5.1 Roles and responsibilities 

The roles and responsibilities are similar to that of the PGS intergroup. The size of the group 

is not so important, but there should always be the core members who steer the group’s 

direction. These are listed in the table below along with their responsibilities.  
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“In our group we wanted to decide on who would be responsible for 

each role using a voting system. All the roles and the responsibilities 

were written up onto cards, and below individuals were asked to either 

nominate themselves or another for the role based on their interest 

and experience. Once all the names were listed. Each member voted 

for the person they felt was best suited for each role. If two people received an equal number 

of votes for a role, each member was given the opportunity to present their case to the group 

for taking on the role. The rest of the group then vote with a show of hands for who they 

think will be more suitable.  

Something that was also important to the group was that the Chairmanship was rotated. 

Starting with a member of the buyer and then rotating between seller, support and buyer. 

This would give everyone a chance to fulfil this role and reduce any dominance or bias.” 

 

5.2 Rules and regulations 

Like any social club, rules and regulations are crucial because they establish clear 

expectations for behaviour and operations, creating a safe and harmonious environment for 

all members. These guidelines ensure that everyone understands the group’s values, 

acceptable conduct, and the consequences of rule-breaking, which helps prevent conflicts and 

promotes inclusivity. Additionally, they provide a framework for decision-making and conflict 

resolution, contributing to consistent and fair governance. Ultimately, well-defined rules and 

regulations foster a sense of community and belonging, allowing members to engage in 

activities with a shared understanding of norms and responsibilities. 

An example of rules and regulations agreed on by the group in Cambodia are presented in 

Annex 2.  
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“We kicked off by thinking about the rules and regulations of the clubs 

and societies we're already part of. We even took a trip down memory 

lane to recall some of the rules from our school days.  

To make things simple, we sorted them into two groups: "Must haves" 

and "Nice to haves." We didn't want to overcomplicate things with too 

many rules, but we knew we needed the essentials to keep the group running smoothly. We 

separated the rules into two types: operational and behavioral. The operational ones dealt 

with the day-to-day stuff, while the behavioral rules set the tone for how we treat each other.” 

 

 

5.3 Action plan 

An action plan consists of several key components that guide the successful execution of the 

group’s tasks. It starts with a clear objective (shared vision), the action plan will then set out 

the route that is taken to achieve that shared vision. 

Each task should have an assigned responsible person or team, ensuring accountability. A 

timeline or schedule establishes when each task should be completed, providing a sense of 

urgency and helping track progress.  

Additionally, an action plan should include resource requirements, outlining what materials, 

tools, or personnel are needed to execute the tasks.  

Finally, there should be a mechanism for monitoring and evaluation to measure progress and 

adapt the plan as needed. It is important that the action plan is both effective and adaptable. 

In this approach some of the key tasks that may need to be in the plan include: 
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• Meeting schedule 

• Peer audits 

• Training schedule 

• Peer to peer learning sessions 

• Reporting  

An action plan in a farming environment requires careful consideration of various 

commitments. A crop calendar is a useful starting point, as it lays out the farm's activities by 

month, providing a clear overview of what's happening throughout the year. This calendar can 

also include important social events, ensuring that farm work and community activities are 

considered in the planning. 

The crop calendar is helpful for scheduling training sessions on specific topics, allowing you 

to coordinate group activities and account for everyone's time constraints. This approach 

ensures that training is delivered when it's most effective and least disruptive. 

Additionally, the crop calendar can guide the timing of farm audits. It's wise to align these with 

periods of high risk, such as peak pest management, harvesting, or on-farm processing. By 

using the calendar as a framework, you can create an action plan that addresses the unique 

demands of the farming environment while considering key operational and social factors. 

 

Crop calendar created by Loas working group 
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“There are several training modules that accompany the project’s 

Code of Practice interpretation guide: 

 

To determine the best timing for delivering training modules, we organized a group activity 

with the farmer associations. We began by creating a crop calendar to identify the most 

convenient time slots. Participants highlighted the busiest periods and marked the months 

to avoid. Then, using cards labeled with each module, they placed them in the appropriate 

locations on the calendar. This collaborative approach allowed us to identify optimal times 

for training while considering the farmers' schedules and key farming activities.” 
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5.4 Organizing a meeting 

Organizing a meeting involves several key considerations to ensure its effective and 

productive.  

• Purpose and Objectives: Clearly define the meeting's purpose and what you hope 

to achieve. This helps guide the agenda and ensures everyone is on the same page. 

• Agenda and Structure: Create an agenda outlining the topics to be discussed, the 

order of discussion, and time allocated for each item. A well-structured agenda keeps 

the meeting focused and on track. 

 

• Participants: Identify the essential participants for the meeting, ensuring that those 

with the most critical roles and insights are included. Inclusivity is key when 

discussing significant topics, so aim to incorporate a wide range of perspectives. 

However, remember that a large group can hinder productivity during decision-

making. In such cases, consider gathering feedback from the broader group 

beforehand, then select a smaller number of representatives to express those views 

during the meeting. This approach balances inclusivity with efficiency, allowing for 

effective discussions and decisions. 

• Date and Time: Choose a convenient date and time for all participants. Consider 

other commitments to maximize attendance. 

• Pre-Meeting Preparation: Preparation is a crucial step in ensuring a successful 

meeting. Both organizers and participants should be well-prepared to maximize 

productivity. Sharing the agenda and any relevant materials with attendees ahead of 

time allows everyone to arrive informed, which minimizes the need for lengthy 

explanations during the meeting. This advance preparation fosters more focused 

discussions and enables participants to contribute meaningfully, ultimately leading to 

more effective outcomes. 

• Facilitation and Roles: Designate a meeting facilitator or chairperson to lead the 

discussion and keep it on track. Assign roles like note-taker (and timekeeper if 

needed). 
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• Follow-Up and Action Items: At the end of a meeting, summarize action items, 

deadlines, and responsible parties. This ensures accountability and continuity. 

 

The first meeting of the working group will include 

items on the agenda that has been discussed in 

the previous sections: Share vision, roles and 

responsibilities, rules and regulations and action 

plan.  

 

The role of the chairman is very important in these meetings. It is not their role to command 

what the group does, but instead act as facilitator. A chairman guides a group toward better 

collaboration, a shared understanding of common objectives, and a plan for achieving them 

during meetings or discussions. They generally stay "neutral," not taking a particular stance 

during discussions. They ensure that the group sticks to the agenda and time. They should 

be: 

• Unbiased: They maintain neutrality, allowing the group to explore different 

perspectives without pushing their own agenda. The goal is to foster meaningful 

dialogue. 

• Attentive Listener: Facilitators need to listen actively, validating and clarifying points. 

When a question arises, they should encourage the group to respond before offering 

any input. This approach often uncovers a wealth of wisdom within the group. 

• Skilled Questioner: They ask open-ended questions to encourage discussion, like 

"What do you think about..." or "Why do you believe that?" If a response is a simple 

"yes" or "no," they prompt for elaboration. 

They are also responsible for the Closures: summarizing key points, agreements and action 

points in the meeting.  
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6 Step 4 Monitoring and reporting 
 

6.1 Monitoring change 

Monitoring progress is a crucial aspect of the G-PPP approach, 

beginning with a clear Shared Vision—the ultimate destination. To reach this vision, the group 

must track their direction and decide what changes are needed to stay on course. This vision 

helps determine what change the group would like to make, but these might differ among 

group members, such as buyers, sellers, and support staff. 

For example, buyers might aim to increase the number of farmers supplying high-quality 

peppercorn with lower pesticide residue risk. Sellers might focus on improving safety and 

quality to increase their sales to the buyer. Meanwhile, support staff could target an increase 

in farmers complying with Good Agricultural Practices (GAP) standards. 

Once the "what" is defined, the group must determine the "how" and the "who”. The "how" 

could involve farm records (see 6.2), farm audits (see 6.3), market data, or pesticide residue 

test results. Each of these metrics provides valuable information on the group's progress. The 

"who" refers to the group members responsible for gathering, aggregating, and analyzing this 

data—buyers, sellers, or support staff. 

By compiling and evaluating this information, the group can gain insights into their progress 

and identify areas that need attention or improvement. This ongoing monitoring helps ensure 

they stay on track to achieve their Shared Vision while allowing for flexibility and adjustments 

as needed.  

6.2 Keeping records 

The importance of keeping detailed farm records cannot be overstated. It serves as a 

fundamental component of successful farm management, enabling farmers to monitor 

progress, identify problems, manage resources and stock efficiently, make informed decisions 

to improve practices and business operations, learn from cropping history, and ensure 

traceability. Essentially, farm records act as a comprehensive diary of daily activities, offering 

invaluable insights into the farm's operational dynamics. It is for this reason, they are an 

important part of Codes of Practices, and GAP standards.  

Why Keep Farm Records? 

• Track Progress and Identify Problems: By meticulously recording daily operations, 

farmers can track the progression of their crops and livestock, quickly identifying any 
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issues that arise. This proactive approach allows for timely interventions to mitigate 

problems. 

• Make Informed Decisions: Access to historical data on farming practices and 

outcomes enables farmers to make evidence-based decisions that can lead to 

improvements in farm productivity and sustainability. 

• Learning and Improvement: Analyzing records from previous seasons helps in 

understanding what practices worked well and which did not. This reflection is crucial 

for adapting and refining strategies for future cycles. 

• Ensure Traceability: In today’s market, consumers and regulators demand 

transparency in the food production process. Keeping detailed records supports 

traceability, from field to fork, enhancing consumer trust and compliance with 

regulatory requirements. 

The peppercorn Code of Practice Interpretation Guide includes an example of records that 

could be kept on the farm. These include:  

• Production Records: These include details about the site, planting schedules, input 

usage (such as fertilizers and pesticides), and yields. Keeping such records helps in 

planning and optimizing the use of resources. 

• Financial Records: Documenting income and expenses is vital for financial planning, 

budgeting, and analysis. It helps in understanding the farm's financial health and 

planning for future investments or cost savings. 

• Comprehensive Activity Logs: This encompasses a wide range of information, 

including: Site information and production details. Observations of pests and 

diseases, Planting and harvesting records, offering a timeline of farm operations. 

Special Consideration: Pesticide Record Keeping 

Pesticide application records are particularly crucial due to Maximum Residue Limits (MRLs) 

being a significant barrier to market entry. These records should detail when and why a 

pesticide was used, how it was applied, and in what quantity. Such meticulous record-keeping 

ensures compliance with safety standards and supports market access by demonstrating 

adherence to regulatory requirements. 

Records relating to pests and pesticides are useful not only at the time, but also providing an 

historical log that can be used to correlate against other data like weather, financial etc. For 

example. The graphs below are taken from field records in a tea estate. These records helped 

the farm manager to monitor progress on reducing pesticide risk. 
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Graphs illustrating pesticide use trends on a tea estate 

 

In summary, farm record-keeping is an essential practice that underpins successful farm 

management. By maintaining a clear and comprehensive record of farm activities, farmers can 

enhance their operational efficiency, financial performance, and market competitiveness. 

6.3 Auditing farms 

Conducting farm self-audits is a crucial practice for several reasons, pivotal to both the 

operational success and the long-term sustainability of farming operations. Likewise the G-

PPP promotes peer-audits. These audits involve a systematic review of farming practices, 

processes, and outcomes, enabling farmers to assess their compliance against the Code of 

Practice, and allow the group to monitor the performance of the group members to ensure all 

the participants are following best practices.  

By regularly checking processes and outputs, farmers can identify and rectify issues that may 

compromise quality. This vigilance ensures that the highest standards of product integrity are 

maintained, fostering trust among consumers and retailers. Additionally, farmers can evaluate 

the efficiency of their farming practices, identifying areas where resources such as water, feed, 

and fertilizers can be used more effectively. This not only leads to cost savings but also 

promotes environmental sustainability, a crucial aspect in today’s agricultural practices. 

The process of conducting audits fosters a culture of continuous improvement within the 

farming community. It helps in setting, reviewing, and achieving operational goals. This 

iterative process is vital for ensuring that farming practices remain current with the latest 

research, technology, and methods. Through continuous refinement and adaptation, farms 

can increase their efficiency and productivity over time. 

Conducting regular audits also serves a critical role in demonstrating to customers and 

stakeholders that farms are adhering to quality standards and regulatory compliance. Many 

buyers, especially those in highly regulated markets, now require evidence of good farming 

practices as part of their procurement criteria. This aspect of audits is particularly important in 

the management of risks. Early detection of potential issues allows for timely mitigation 
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strategies, reducing potential losses and ensuring business continuity. Through these 

practices, farms can secure their operations and maintain a competitive edge in the market. 

Creating a checklist for monitoring farm practices 

To audit the farms, it was necessary to create a checklist from the different risks listed in the 

Code of Practice. The first step though was to understand the perception of risk of the different 

sections in the Code. This was achieved by using our “risk perception” task.  

 “Cards outlining various points from the code of practice were 

produced. The participants were split into groups according to type: 

seller, support, buyer. Groups were then tasked with categorizing 

these cards into one of three boxes, each representing a different 

level of risk: High, 

Medium, or Low. 

The outputs of this exercise were different 

for every group. Whilst some of the groups 

placed card in the same boxes, the large 

number were different, demonstrating the 

difference in the perception of risk. This 

exercise provoked discussion about why certain groups placed cards in specific places. 

After much discussion the groups came to a consensus on what points were high risk and 

needed to be included in the checklist.  

The agreed list was put into a checklist, and taken to the field to test, and make further 

adjustments based on observations. 
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6.4 Dealing with non-compliance 

Psychology of punishment 

Punishment creates more negative behavior, and can shift a focus to avoiding 

punishment, often by getting more skilled at not getting caught, rather than 

making choices based on morals, respect, or love. 

 

Farmers are being asked to comply with practices that if not done correctly will put the produce 

and their business at risk. But some circumstances may occur where a farmer is not able to 

comply. It is also common for someone to not get things right first time. To accommodate this 

three levels of actions (three-strikes and you are out) are taken depending on the level of risk.  

Remind Use checklist to make recommendations to farmer on how to 

improve practice 

Strike 1 

Re-educate Use checklist to identify repeated challenges of farmers and 

deliver training to help solve problems 

Strike 2 

Re-enforce First understand why the problem still occurs. 

Second decide what reinforcement is needed – fining, 

temporary suspension, written warning 

Strike 3 

Out 
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7 Step 5 G-PPP in action 
 

This step involves the ongoing activities that keep the group 

functioning smoothly. Now that the group is established with a clear 

destination and direction, it's crucial to maintain momentum through 

consistent monitoring and regular reporting. These practices ensure that the group stays on 

track and can address any issues as they arise. 

The important thing for the group is to continue collaborating and supporting growth of the it’s 

members. The tools in this guide are used repeatedly during this step. 

The SWOT analysis for example can be used for many situations. In Cambodia, for example 

the company was presented with a new business opportunity, the group used the SWOT 

analysis to identify what they needed to do to meet the market requirements.  

The peer-to-peer learning is a great tool to share information but also to identify what training 

or information is needed by the group. Several farmers in our project expressed interest in 

sharing their skills, for example in pruning, or record keeping.  

The checklist will not be static, market opportunities and requirements will change, risks can 

change. Observations made during audits may also lead to changes being needed. For 

example, if many farmers repeatedly fail to comply with a particular criterion it may be 

necessary to review and modify the requirement, accommodating the local context. The group 

can work together to review and update the checklist at an agreed period, maybe annually.  

Success will require sustained effort. Initially, core members might work on a voluntary basis, 

but as the group grows, fundraising may become necessary to cover expenses such as 

meetings, training, and inspections. This could be achieved through membership fees or sales 

fees to offset costs. Additional funding might also come from supporting organizations like 

NGOs, foreign agencies, local authorities, or individuals. 

Having a well-structured organization that includes both buyers and sellers offers better 

opportunities for securing loans and attracting investments for future growth. With a solid 

financial strategy and collaborative structure, the group can support its ongoing activities and 

pursue new initiatives. 
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8 Summary 
 

The guide brings together all the workshops delivered across three countries between 2021 

and 2023 as part of the STDF funded project (STDF/PG/619) Safer spices: food safety and 

market access for peppercorn in Vietnam, Cambodia and Loa PDR. The guide highlights the 

value of peer-to-peer learning and collective action, using real-world examples to demonstrate 

how these concepts work in practice. It emphasizes that successful relationships require 

understanding different perspectives, consistent communication, and a focus on shared goals. 

Additionally, it discusses the benefits of role-play and other interactive techniques to engage 

groups and foster meaningful dialogue. 

The guide includes various tools and resources to support the Adapted-PGS approach (G-

PPP). These resources provide guidance on organizing meetings, creating action plans, and 

conducting farm audits. The guide ultimately aims to equip practitioners with the skills and 

knowledge needed to foster meaningful collaborations in the agricultural sector. 
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Annex 1 Example commitment agreements 
Loas PDR Commitment form drawn up by DOA, DAFO, PAFO and Etu Green (2024). 

Group name:  ___________________________________________________  
Code of the group              

  

Commitment for joining PGS 
Name:     

I am a farmer  ☐  I am a member of government  ☐  
I am a member of the 
company  

☐  

Address:  
  

  

Contact number    

  
 I ……………………..…….…….. would like to join …………………………..…… PGS group   
   (name of member)     (Name of group)  
I promise to commit to conditions as follows:  

1. I will cooperate with other members of the group and fully participate the meetings and 
trainings which are organized by PGS.  

☐  

2. I will keep records in accordance with PGS rules. I agree that other members of PGS can 
check my records.   
  

☐  

3. I will follow rules of PGS.  ☐  

4. I will respect the efforts and decisions made by the intergroup  ☐  

  
 I am a farmer and I promise to commit to conditions as follows:  

5. I will grow my crop in accordance with GAP practice 
guidelines.                                                                       

☒  

6. I will follow rules of the farmer’s group.  ☐  

7. I agree that other members come to my farm for inspection with advance notice.   ☐  

8. I will inform the intergroup of any changes to my production practices that are contrary to 
GAP guidelines and may affect quantity or quality of product.   

☐  

9. I will be open and honest about any problems on my farm and seek help or advice before 
using any product that may risk quality and safety of the product and environment.   

☐  

10. I will accept the decision related to the compliance which is made by the group.   ☐  

  
I confirm that the information I provided in this commitment is correct. And I will provide information 
continuously when any changes happen.  
  
Date     ………………  
Name of member  
  
………………………………………………  
Sign and write down the name   
  

  
Date………………….  
Name of Chairman of PGS Group  
  
………………………………………………..  
Sign and write down the name  
  

Date………………….  
Name of Village head  

  
………………………………………………..  

Sign and write down the name  
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Annex 2 Example Rules and regulations 
Rules and Regulations agreed in Cambodia (2024). 

គោលការណណ៍ណនាំស្តពីកីារកាំណតច់្បាប ់នងិបទបបញ្ញតតសិ្ម្រាបម់្រកមុ PGS  

Guidelines on setting rules and regulations for PGS group  
  

I. គស្ច្បកតគី្តើម/Introduction  

គ ើមបីឱ្យម្រកុម PGS ម្ររប់ម្ររងបានលអ បទបបញ្ញតតិទូគៅ និងច្បាប់ម្រតូវណតម្រតូវបានបគងកើតគ ើង គ ើមបី្តល់ការណណនាំអាំពីអវីណ លម្រតូវគ្វើ។ ស្ម្រាប់ PGS បទបបញ្ញតតិកនុងការម្ររប់ម្ររងទូគៅ 
និងម្របតបិតតិការរួមានស្ាំណ ាំឯកសារបី ចូ្បខាងគម្រកាម/ For a PGS group to be well-managed, general regulations and rules must be 

developed to give directions on what to do. For PGS, the overall management and operational 
regulations include three sets of documents:   

1. ការណណនាំអាំពីម្របព័នធធានកនុងការច្បូលរួម (PGS)/Introduction to the system  

2.  រច្បនស្មព័នធអងគភាព តួនទី និងទាំនួលខ ស្ម្រតូវ/organizational structure and roles and responsibilities  

3.  តម្រមូវការ សិ្ទធិ និងកាតពវកិច្បចរបស់្ស្ាជិក/requirements, rights and obligations of members  

  
1. ការណណនាំអាំពមី្របពនធ/័Introduction to the system  

ណ្នកគនេះ្តល់នូវព័ត៌ានទូគៅអាំពីម្រកមុជាក់លាក់មួយ និងបគងកើតជាមូលដ្ឋា នននគោលនគោបាយរបស់្ម្រកុម។ វាានព័ត៌ានទាំងអស់្ណ លគម្របើគ ើមបជីួយជូន ាំណឹង ល់ស្ាជិកថ្មី/This section provides the 

general information about a particular group and forms the basis of the group’s policy. It contains all the 
information used to help inform new members.   
គ ម្ េះម្រកមុៈ ការគម្រជើស្គរើស្គ ម្ េះស្ម្រាប់ម្រកុមរួរណតបង្ហា ញពីលកខណៈជាក់លាក់៖ ម្របគេទ្លិត្ល ទីតាំង។Name of group: The selection of a name for the group 

should convey the specific characteristics: type of product, location.  
ណច្បករណំលកទស្សនៈវសិ្័យៈ ការណច្បករណំលកទស្សនៈវិស័្យរួមរឺជាអវីណ ល PGS គម្រោងនឹងស្គម្រមច្បបាន និងជាគោលគៅណ លច្បង់បាន។ ខលឹមសារគនេះម្រតូវបានបគងកើតគ ើងកនុងអាំ ងុគពលវរគបណុ្េះបណ្្ដលច្បាំនួន២ 
ណ លម្រកុមម្រតូវបានគស្នើស្ ាំឱ្យបគងកើតច្បកខុវិស័្យរបស់្ពួកគរ។ ច្បកខវុិស័្យរបស់្ម្រកុមហ  ន និងច្បកខុវិស័្យរបស់្កសិ្ករម្រតូវបានបញ្ចូលោន គ ើមបីបគងកើតច្បកខុវិស័្យរួមោន មួយស្ម្រាប់ម្រកុម PGS ។  
Share vision:  The shared vision is what a PGS plans to achieve and its desired goals. The content of 
this is created during the two training sessions where groups are asked to draw their vision. The vision 
of the company, and the vision of the farmers is then combined to make one shared vision for the PGS 
group.  
  
  
  

ទស្សនៈវិស័្យម្រកុមសិ្ករ  
Farmer groups’ vision  

ទស្សនៈវិស័្យម្រកុមហ  ន  
Company’s vision  

• គស្េរភាពននការ្លិត គស្េរភាពននរ ណភាព គស្េរភាពននស្ វតេិភាព 
និងស្កាត ន ពលស្ហរមន៍/Sustainability of 

productive, quality, safety, 
community effective.  

• ច្បាំការកសិ្ករនីមួយៗរឺទទួលវិញ្ញញ បនបម្រតស្តង់ដ្ឋរននការអន វតតន៍កសិ្កមមលអកមពុជា/Farm 

certify Cam GAP  

• ្លិត្លរឺានរ ណភាព និងស្ វតេិភាព/Quality and safety 

product   

• អាច្បនាំគច្បញគៅកាន់ទី្ារអនតរជាតិ/International market 

access  

  
បេសកកម្មរេសក់្កមុ្ៈ បនេះបានពិពណ៌នាអំពីសកម្មភាពដែល PGS ក្រូវប្វើ បែើម្បីសបក្ម្ចបាននូវចកខុវិស័យរេស់ខ្លួន។ បរើក្កុម្ក្រូវប្វើអវីខ្លេះបែើម្បីឈានែល់បោលបៅ? Mission of group: This 

described the activities that a PGS needs to conduct to achieve its vision. What must the group do to 
reach their goal?  
ក្េវរត៖ិ ក្េវរតិគឺរមួ្េញ្ជូលពីេរិេទ និងកត្តត ដែលនំាបៅែល់ការេបងកើរ PGS ។ វាជួយប្វើឱ្យែំបណើរការមានរមាល ភាព បោយេង្ហា ញពីក្េវរតិ PGS។ ក្េវរតិននការសតង់ោរធានាកនុងការចូលរួម្គឺរួម្មានែូចខាងបក្កាម្/ 
Background: The background comprises information about the context and factors that led to the 
creation of a PGS. It helps make the process transparent, showing the history behind the PGS. The 
background of a PGS often builds on:  

• បាំណងម្របាថ្នន របស់្អនក្លិតគ ើមបីភាា ប់្លិត្លរបស់្ពួកគរគៅកាន់ទី្ារឧ្យកាន់ណតម្របគស្ើរគ ើង/The desire of producers to better connect 

their products to the market;  

• ការគលើកកមពស់្្លិតកមមកសិ្កមម និងជីវភាពរស្់គៅរបស់្ម្របជាជនមូលដ្ឋា ន និងរាជរដ្ឋា េិបាល/The need to enhance the agricultural 

production and livelihoods of local people and the government;  
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• រាំនិត្តចួ្បគ្តើមពីន រូស្ហការកនុងម្រសុ្ក អងគការគម្រៅរដ្ឋា េិបាល អងគការអេិវឌ្ឍន៍ និងម្រកុមហ  នឯកជនគ្សងៗ។ /Initiatives from local partners, NGOs, 

development organisations, and/or companies, and;  

• ការរួមបញ្ចូលននកតត ទាំងអស់្ខាងគលើ/The integration of all the factors above.  

វសិាលភាពននក្េរេិរតកិារ៖ វិសាលភាពននក្េរេិរតិការសំបៅបៅបលើដែនកំណរ់ក្េរេិរតិការរេស់ PGS។ វាអាច្បម្រតូវបានកាំណត់តមគស្ រើននកតត ណ លកនុងច្បាំគណ្ដមគនេះាន/Scope of operations: The 

scope of operations refers to the operational limits of a PGS. It can be determined through a series of 
factors amongst which:  

• លកខណៈម្ររួសារកសិ្ករ ម្រកុម្លិត នងិអន្រម្រកុម(ឧ្.ការគ្វើកសិ្កមមលកខណេះម្ររួសារខាន តតូច្ប ច្បាំននួម្រកមុ្លិត ទាំហាំ្លិតរបស់្ស្ហរមន៍)/The characteristics of 

farming households, production groups, and inter-groups (for example: small scale 
production households, number of production groups, production scale of the 
cooperatives);  

• ណ នកាំណត់េមូិសាម្រស្តននតាំបន់្លិត ឬអនតរម្រកុម (ឧ្ទហរណ៍៖ េូមិ ឃ ាំ បណតុ ាំេូមិ)/Geographical limits of the production area or 

intergroup (for instance: commune, village, group of villages);   

• លកខណៈ្លិត្ល/Product characteristics   

ស្ទិធិ នងិកាតពវកចិ្បចរបស្ ់PGS៖ សិ្ទធិរបស់្ PGS ណតងណតភាា ប់មកជាមួយនូវកាតពវកិច្បចរបស់្ស្តង់ដ្ឋរគនេះ។ គៅគពលកាំណត់អតតស្ញ្ញញ ណ សិ្ទធិ និងកាតពវកិច្បចរបស់្ម្រកមុ PGS រឺម្រតូវណតរតិរូរពកីតត ខាងគម្រកាម/Rights 

and obligations of PGS: The rights of a PGS always come together with its obligations. When 
identifying the rights and obligations of a PGS group, one must take the following factors into account:  

•  វិសាលភាពននម្របតិបតតិការរបស់្ PGS / Scope of operations of the PGS  

• វិសាលភាពននម្របតិបតតិការអាជីវកមម រច្បនស្មព័នធអងគភាព ម ខង្ហរ និងម្របតិបតតិការ/Scope of business operations, organisational 

structure, functions and operations  

• ្នធាន និងស្ាា រៈណ លម្រតូវការ/The resources and materials needed  

• នីតិវិ្ី និងឯកសារទក់ទងនឹងម្របតិបតតិការ និងការបគងកើតម្របព័នធ PGSប ើង/The procedures and documentations related to PGS 

operations and establishment  
2. រច្បនស្មពន័ធអងគការ តនួទ ីនងិការទទលួខ ស្ម្រតវូ / Organisational structure and roles and responsibilities  

រច្បនស្មព័នធស្ាំខាន់នន PGS រឺគតត តគលើការបគងកើតអនតរម្រកុម។ ម្រកុមមួយតាំណ្ដងឱ្យភារីពាក់ព័នធទាំងអស់្ណ លច្បូលរមួកនុងស្កមមភាព PGS ។ ានតួនទីមួយច្បាំនួនណ លគ្វើគ ើងគៅកនុងអនតរម្រកមុ ណ លធានថ្ន 
ខលួនអាច្បអន វតតការទទួលខ ស្ម្រតូវរបស់្ខលនួច្បាំគពាេះស្ាជិកទាំងអស់្របស់្ខលួន/The main structure of the PGS is centred around the formation of an 

intergroup. A group that represented all stakeholders involved in the PGS activities. There are a number 
of roles held within the intergroup that ensure it is able to undertake its responsibilities to all its 
members.   
តរាងខាងគម្រកាមបង្ហា ញពីតួនទី និងការទទួលខ ស្ម្រតូវននតួនទនីីមួយៗ។ អនកណ លដ្ឋក់ខលួនគ ព្ េះគៅម ខគ ើមបបីាំគពញតួនទីទាំងគនេះររួណតានជាំនញចាំបាច្ប់គ ើមបីបាំគពញភារកិច្បច។ 
អនកណ លកាន់តួនទីនីមួយៗររួណតម្រតវូបានតល ស់្ប្ូរោ៉ា ងគោច្បណ្ដស់្គរៀងរាល់ពីរ ន្ ាំមតង  ូគច្បនេះអនករាល់ោន អាច្បទទួលបានការបង្ហា ញពីស្កមមភាពម្រកុម។ តួនទីម្របធានអាច្បម្រតូវបានគម្រជើស្គរើស្ពីម្រកុមតាំណ្ដងគ្សងៗោន គរៀងរាល់គពលគបាេះគ ន្ ត។ 
 ូគច្បនេះម្របណហលជា ន្ ាំ ាំបូងរឺម្រកុមហ  នជាម្របធាន ន្ ាំបនា ប់អាច្បកសិ្ករ និង ន្ ាំបនា ប់មកគទៀតរអឺរគនយកដ្ឋា នកសិ្កមមជាម្របធានមតង (GDA)/The table below lists the roles and the 

responsibility of each role. People who put themselves forwards to fulfil these roles should have the 
necessary skills to do the tasks. In an ideal situation the person in each role should be rotated at least 
every two years, so that everyone can get exposure to the group activities. The Chairman role could be 
selected from a different representative group each time. So maybe the first year it is the company 
representative, then farmer, and then GDA.   

តនួទ/ីKey role  បរោិយអាំពតីនួទនីមីយួ/Description of role  

ម្របធានម្ររប់ម្ររងទូគៅ  

Overall leader  

ស្ម្រមបស្ម្រមួលការម្របជ ាំ ស្ម្រមបស្ម្រមួលការណខវងរាំនិតោន  គ្វើឧ្យម្រកមុានស្កមមភាព/Facilitates meetings; mediates 

disagreements, keep group on mission.  

រណគនយយ  
Accountant  

ទទួលស្ាជិកភាពគដ្ឋយទទួលយកការបង់ថ្វិការ គ្វើច្បាំណូលច្បាំណ្ដយ រាយការណ៍អាំពីការម្របជ ាំម្របចាំណខ/Receiving membership fee; 

keep accounts; report at monthly meetings.  

ម្របធានណ្នកម្រតួតពនិិតយ  
Leader of inspection  

ស្ម្រមបស្ម្រមួលស្កមមភាពម្រតួតពិនតិយ បគងកើតនិងរកាកាលវិភារអ្ិការកិច្បច 
របាយការណ៍ស្កមមភាពនិងការមិនអន គលាមតមកនងុការអន វតតន៍របស់្ស្ាជិកនីមួយៗ/Coordinates inspection activity; 

creates and maintains inspection schedule; report activities and non-
compliance at meeting.  

ម្របធានណ្នកបគច្បចកគទស្  

Leader of Technical  

ស្ម្រមបស្ម្រមួលកាលវិភារបណតុ េះបណ្ដត ល ណណនាំអាំពីអវីណ លអាច្បគម្របើបាន និងមិនអាច្បគម្របើម្របាស់្បាន ណស្វងរកព័ត៌ាន និងណច្បករំណលកជាមួយម្រកុម/Coordinates 

training schedule; advises on what can be used and not; finds information 
and shared with group.  

ម្របធានណ្នកគរៀបច្បាំណ្នការ  
Leader of Planning  

ស្ម្រមបស្ម្រមួលការគរៀបច្បាំណ្នការ តមដ្ឋន និងរាយការណ៍អាំពីវឌ្ឍនភាព/Coordinates preparation of plan, monitor 

and reports on progress.  
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3.  តម្រមវូការ ស្ទិធ នងិកាតពវកចិ្បចរបស្ស់្ាជកិ/Requirements, rights and obligations of members  

ការម្របជ ាំ/Meetings  

ការម្របជ ាំគទៀងទត់ម្រតូវណតគ្វើគ ើងគដ្ឋយអនតរម្រកុម។ ទាំងគនេះអាច្បស្គម្រមច្បគដ្ឋយម្រកុម ប៉ា ណនតរួរណតរមួបញ្ចូល ូច្បខាងគម្រកាម/Regular meetings need to be held by the intergroup. 

These are can decided by the group but should include the following:  

• មោស្ននិបាតគពញអងគជា្មមតគ្វើគ ើងគរៀងរាល់ ៣ ឬ ៥ ន្ ាំមតង គហើយគបើកស្ម្រាប់ស្ាជិកទាំងអស់្/Plenary general assembly usually taking 

place every 3 or 5 years, and open to all members  

• កិច្បចម្របជ ាំទូគៅម្របចាំ ន្ ាំ/Annual general meeting  

• កិច្បចម្របជ ាំគទៀងទត់គ ើមបពីិភាកាអាំពបីញ្ញា  និងណ្នការ/Regular meetings to discuss issues and planning  

• ការម្របជ ាំម្រកុមតូច្បស្ម្រាប់ការម្រតួតពនិិតយកាលវិភារ និងការគ្វើណ្នការ/Sub group meetings for inspection scheduling, and 

planning.   

• កិច្បចម្របជ ាំពិគស្ស្ (កិច្បចម្របជ ាំណ លមិនរំពងឹទ ក) ម្រតូវបានគ្វើគ ើងគៅគពលចាំបាច្ប់ ឬគៅគពលណ លបញ្ញា បនា ន់ម្រតូវណតគដ្ឋេះម្រសាយ  ូច្បជាការតវា៉ា ពីអតថិ្ិជន 
និងការរំគលាេគលើស្តង់ដ្ឋរ្លិតកមម/Special meetings (unexpected meetings) are held when required or when 

urgent issues must be addressed such as complaints from customers, and violations of 
production standards  

ច្បាប ់នងិបទបបញ្ញតត/ិRules and regulations  

ច្បាប់ នងិបទបបញ្ញតតិម្រតូវបានឯកភាពគដ្ឋយអនតរម្រកុម។ ទាំងគនេះរួរណតជាស្ាំណ ាំននគោលការណ៍ណណនាំអាំពីការម្របម្រពឹតត គ ើមបីធានឱ្យាន ាំគណើរការម្របកបគដ្ឋយស្ណ្ដត ប់ធាន ប់របស់្ម្រកុម។ 
វានឹងានច្បាប់មួយច្បាំននួណ លម្រកុមយល់ម្រពមម្រតូវណតរមួបញ្ចូល គហើយច្បាប់ទាំងគនេះនឹងលអគបើាន/Rules and regulations are agreed by the intergroup. These 

should be a set of guiding principles about conduct to ensure that orderly functioning of the group. There 
will be some rules that the group agrees must be included and those they will be nice to have.   
កនុងអាំ ុងគពលកិច្បចម្របជ ាំអនតរម្រកុម ាំបូង ស្ាំណ ាំននច្បាប់ណណនាំណ លរួមបញ្ាូលទាំងអាកបបកិរិោរបស់្ស្ាជិក និងម្របតិបតតិការរបស់្ម្រកុម។ តរាងខាងគម្រកាមអាច្បម្រតូវបានបញ្ចប់កនងុអាំ ុងគពលវរគគនេះ/During the first 

intergroup meeting, a set of guiding rules both covering behaviour of members and operation of the 
group should be decided on. The follow table could be completed during this session.   
ម្រកុមគនេះក៏ម្រតវូស្គម្រមច្បច្បតិតថ្នគតើនឹងចត់វិធានការណបបណ្ដ ម្របសិ្នគបើការបាំពានច្បាប់គកើតគ ើង/The group also needs to decide what action will be taken if 

violation of the rules happens.   

ម្របគេទច្បាប់/Type of rule  ម្រតូវណតរាប់បញ្ាូល/Must include  លអម្របសិ្នគបើាន/Nice to have  

អាកបបកិរោ/Behaviour  
 

    

ការម្របតិបតតិ/Operational  
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