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Acronyms
AMNSI
ANACAFE
APAT
Asociación Vivamos Mejor
ASUVIM
BANRURAL
CECI
COMUSAN
Coop Nahuala
Coop Renacimiento
Coop San Miguel
Coops
€
ECA Nuevo Colon
ECOMUSEO
ENLASA
FECCEG
FFB
FFS
FODA
FONAPAZ
FUNDASISTEMAS
Ha
INAB
INACOP
INGECOP
MAGA
MANOS CAMPESINAS
MINECO
PDER
PEACE CORPS
PROSOL
QQ
SERTINSA
USD

Asociación Maya Nuevo Sembrador Integral
Asociación Nacional del Café
Asociación de Amistad y Trabajo
Association which focuses on rural development in the region
of Solola
Asociación Integral Unidos para Vivir Mejor
Banco de Desarrollo Rural
Centre for International Studies and Cooperation (Canada)
Comisión nacional de Seguridad Alimentaria
Cooperativa Agrícola Integral Nahualá R.L.
Cooperativa Agrícola Integral Renacimiento R.L.
Cooperativa Integral Agrícola San Miguel R.L.
Cooperatives
Euro
Empresa Campesina Agrícola Nuevo Colón
Tourism project at Lake Atitlan funded by AECID
Fertilizer supplier
Federación Comercializadora de Café Especial de Guatemala
Farmer Field Book
Farmer Field School
SWOFT
Fondo Nacional para la Paz
NGO from Guatemala that focuses on sustainable development
Hectare
Instituto Nacional de Bosques
Instituto Nacional de Cooperativas
Inspección General de Cooperativas
Ministerio de Agricultura Ganadería y Alimentación
Second tier organization that commercializes coffee of its
member organizations
Ministerio de Economía de Guatemala
Programa de Desarrollo Económico desde lo Local
US NGO
Proyecto de Desarrollo Económico de Sololá
quintal
Exporter of Neumann Kaffee Gruppe in Guatemala
U.S. Dollar
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1

Executive summary



Within the project, new farming models were introduced, combining coffee and food
crops. Especially in the regions of Solola/Atitlan, such combination of traditional food
crops and coffee is of high importance for maintaining food security.



In comparison to the project start, farmers are now adopting good agricultural practices, in
particular fertilization, shade management and pruning; three activities that are key to
increase productivity.



At project start, fertilization was at 11% of total production costs whereas at 35% after
four project years, showing the increased investment into production. The effects of
improved fertilization can be observed in the 2012-2013 harvest with much better results.



The increase in productivity along with higher coffee prices led to improved incomes. At
project start, coffee income accounted for 16% of the annual minimum salary and
increased to 42% after four years of the project. This fact shows that coffee is only
supporting a part of the family income and that farmers dedicate their time also for other
economic activities.



Net income per hectare of coffee increased from USD 396/ha/year to USD 1,331/ha/year
during the four years of the project´s presence.



The effects of higher adoption rates of good agricultural practices could be especially
observed during the harvest 2009-2010: farmers produced more than the regional average
(3,200 kg cherry/ha or 14 qq parchment/ha). The aftermaths of the tropical storm Agatha
that hit Guatemala in 2010, explains the low production in 2010-2011. A slight recovery
can be observed in 2011-2012, which is expected to pick up again over time.



3 farmer organizations (ECA Nuevo Colon, AMNSI and ASUVIM) will continue to use the
Farmer Field Book software after project end to continue monitoring their production
costs; a good proof of empowerment and the successful implementation of a sound
business approach.



In terms of organizational strengthening, 5 farmer organizations (ECA Nuevo Colon,
AMNSI, ASUVIM, Coop. San Miguel, Coop. Renacimiento) manage a revolving microcredit
fund of around USD 25,000 that was provided by the project to promote pre-financing of
fertilization.



The project significantly contributed to establish internal regulations of farmer
organizations to improve operations and democratic management.



A credit regulation has been put in place, changing from individual lending to group
lending, to tackle the problem of late payments that had become an increasingly
important burden in the financial management of the organizations.



With the support of the project, debt restructuring agreements for four farmer
organizations (AMNSI, ASUVIM, Coop Renacimiento, Coop San Miguel) were signed with
banks. Such formal agreements have not been in place before.



All organizations have an up-to-date and reliable accounting system in place.



Strategic alliances have been made with a number of local and international development
agencies to guarantee further support for the farmer organizations. Sector dialogue has
started.
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The strategic alliance with Costa Foundation from the UK made it possible to enhance
access to education to the communities in the catchment area of Coop. Renacimiento
(three fully equipped classrooms, sanitary facilities, and one fully equipped computer lab)
and Coop. Santa Catarina (two fully equipped classrooms, sanitary facilities, kitchen),
benefitting at least 150 boys and girls annually.
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2

Introduction

In order to facilitate the reading of this report, the initial project phase of ICP (Oct. 2008 –
Sept. 2011) is referred to as Phase I and the one-year extension phase (Oct. 2011-Spet. 2012)
as Phase II.
Phase II includes the merging of the former JoJo project with the ICP. The one-year extension
phase combines therefore farmers groups from the former ICP project and the Joh Johannson
project.
Phase I funded by ICP supported five farmer organizations (ECA Nuevo Colon, Coop
Renacimiento, APAT, Coop Nahuala) in the Boca Costa Region, whereas the project funded by
Joh Johannson focused on four farmer organizations (Coop. San Miguel, ASUVIM, AMNSI,
IJATZ) at Lake Atitlan. During the extension phase, the project strengthened seven farmer
groups, as it was decided to support the most committed groups.
The project report summarizes the activities and results as well as provides a quantitative
assessment of the project impact. It is further aimed to provide a critical assessment of project
implementation as well as to provide recommendations for future project interventions.
The quantitative data from production are exclusively derived from the Farmer Field Book
activity, recorded by participating farmers, crosschecked for inconsistencies by the project
extension team, and analysed in cooperation with the HRNS Monitoring and Evaluation Unit in
Guatemala.
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3

Project profile

3.1

Background

In order to consolidate results from the first three years of the ICP project and merge the ICP
and Joh Johannson farmer groups, a one-year extension phase was agreed upon which focused
especially on organizational and business development and less on agronomic topics.
In the Boca Costa area (ICP), coffee areas are located at altitudes of around 1.000 masl,
producing mostly HB quality. Coffee is sold as dry parchment mostly to intermediaries. Plot
sizes are generally larger than in Atitlan (0.9 ha/farmer) and are integrated in diversified
production systems.
The coffee producing communities in the Atitlan region (JoJo), are located in altitudes between
1,000 and 1,800 masl, providing ideal conditions for coffee cultivation. Plot sizes are very small
with an average of 0.5 ha which is not providing sufficient income for the family, so that other
income generating activities are incorporated.
Despite the high potential for agriculture in both regions, low income levels and poverty are
widespread. Farmers traditionally depend on sales of coffee to either local middlemen or their
organizations. Further income sources are maize and other agricultural products as well as
tourism. While the dependency on coffee is high, productivity is generally low due to a lack of
management, inappropriate practices, and lack of financial resources to invest in farm
improvements.
Although income levels of coffee farmers in the region have increased significantly lately due
to recent price hikes, the underlying economic sustainability remains weak and not resilient
against possible economic downturns and shocks. Three main problems remain especially
strong and were addressed during the extension phase:

i.

Weak organizations limit farmers‘ ability to pool resources, share knowledge and
information, benefit from economies of scale, and improve their market power;

ii.

Subsistence farming and little use of best practices in field as well as insufficient
investments in farm improvements is leads to an unsustainable and extractive
agriculture.

iii.

Access to affordable finance is limited and prevents farm investments to improve
productivity. Producers are kept in a liquidity trap: low levels of income do not permit
capitalization which could serve as guarantees; the lack of guarantees hinders access
to finance, which limits investment capacity.

The project Phase I started in October 2008 with four farmer organizations1 in two
muncipalities of the Boca Costa region (Sololá, Suchitepequez). In 2010, Cooperativa Nahuala
decided to withdraw from the project, and Empresa Campesina Agrícola Nuevo Colón from the
department of San Martín Sacatepequez (municipality of Quetzaltenango) joined the project.
The project focused on improving farm management, inadequate environmental management
practices, inappropriate waste (water) management, weak organizational structures, lack of

1

Cooperativa Agrícola Integral Renacimiento R.L., Cooperativa Agrícola Integral Santa Catarina R.L., Asociación de Amistad y
Trabajo-APAT, Cooperativa Agrícola Integral Nahualá R.L.
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business understanding and financial literacy at farm and organizational level, few marketing
channels and lack of access to credits.
Despite the fact that farmer organizations existed a long time before the project intervention,
many of them turned out to extremely weak and resistant to change. Various reasons lead to
this: i) there is a a history of inefficient development projects after the civil war that has led to
a saturation of large scale projects in the region; these projects did not have any long term
impact; ii) farmer organizations (mostly cooperatives) were not created to meet the need of
the community, but as a platform for fund raising through donations and government support;
iii) little sense of ownership and leadership in organizations; iv) lack of trust among members
as well as between management and leaders; v) indebted farmer organizations are not
attractive service providers to its members.

3.2

Objectives

The vision of success of the project is defined as follows:
The livelihoods of 600 farmers and their families in the Lake Atitlan and Boca Costa regions
have improved their living conditions through increased value creation in coffee based
production systems.
The overall objective of the project was to improve the income of project farmers through the
application of best practices at the field and organizational levels.
The specific objectives of Phase I and II were formulated as:
SO1:

Organizations and their members are managing their operations with a clear business
vision, are self-sustaining and profitable (Phase I)
Farmer organizations are working as transparent, professional, and profitable service
providers (Phase II)

SO2:

Efficiency, profitability, and environmental performance on farms and at processing
has improved (Phase I)
Coffee productivity increased in an environmental sustainable way through the
application of good agricultural practices (GAP) (Phase II)

SO3:

The improvement of the inherent coffee quality facilitates the access to new markets
and is creating an added value (Phase I)
Coffee Quality improved through the application of good manufacturing practices
(GMP) (Phase II)

SO4:

A coffee sector dialogue in the project region has been established (Phase II)

SO5:

Social situation in the project target area has improved, especially for youngsters
(Phase I)

3.3

Duration

Project Implementation (Phase I): 3 years; October 2008 – September 2011
Project Extension (Phase II): 1 year; October 2011 – September 2012
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3.4

Location

Building on the projects funded by ICP (five farmer organizations) and Joh Johannson (four
farmer organizations), the prolongation phase of the project (Phase II) further supported seven
groups, of which three are located in the Atitlan region and four in the Boca Costa region (Fig.
1).

Figure 1: Project location

At project start, the seven farmer organizations had been assisted. The project focused on a
more intensive support of five cooperatives and on a less intensive and demand driven
assistance for Coop. Santa Catarina and APAT.
3.5

Partners

 ANACAFE (Guatemalan National Coffee Association): provided technical assistance in coffee
production, accounting and organizational development. Along with ECOMUSEO, ANACAFE
significantly contributed to reactivate the Coffee Tour offered by Coop. San Miguel and
ASUVIM.
 Asociación Vivamos Mejor: non-profit association from the department of Sololá that
implemented the education program for young leaders and kids at ASUVIM.
 CECI (Canadian Development Cooperation) – PROSOL: offered advice and technical
assistance in coffee production, crop and income diversification, accounting and
organizational development to the Cooperative San Miguel, funded a coffee renovation
program, and granted a low interest loan for purchasing coffee (interest rate at 18% per
year must be reimbursed in cash).
 Peace Corps: funded a full-time volunteer for 24 months to advice and provide technical
assistance in marketing, income diversification, and coffee production. The volunteer
supported APAT and ASUVIM during his internship.
 ECOMUSEO-AECID: the project ECOMUSEO, funded by the Spanish Development
Cooperation – AECID, contributed significantly to reactivate the Coffee Tour offered by
Coop. San Miguel and ASUVIM as part of their income diversification strategy.
 Federación de Cafés Especiales de Guatemala (FECCEG): Second tier organization that
serves as an umbrella for many coffee smallholder organizations in the west of Guatemala
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provided demand-driven technical assistance to Coop Renacimiento, and co-funded a
community nursery for coffee trees.
 FUNDASISTEMAS: this Guatemalan NGO focused on strengthening AMNSI´s organizational
and business development by co-financing a business consultant, and funding the
improvement of processing infrastructure.
 Instituto Nacional de Cooperativas (INACOP): provided training on cooperativism to all
Coops of the project.
 Programa de Desarrollo Económico desde lo Rural (PDER): Government program that aims
to sustainably strenghten a region´s economic performance and competitiveness, especially
rural areas, provided inputs for staple crops such as corn and beans.
3.6 Setup
A technical team provided training to farmers on in the field on improved practices in
production, farm management, and post-harvest processing as well as on business
management practices on farm and the organizational levels. The team consisted of a technical
coordinator and two extensionists (one in charge of the organizational-business component
and the other in charge of the agronomic-environmental component), and eight farmer
promoters (part-time).
Phase II was executed with a project team that consisted of a coordinator with responsibility of
the organizational and business development component, one extensionist who provided
support to farmers on agronomic and environmental topics, and an administrative assistant
who was in charge of general office work, accounting, and training farmer organizations on
bookkeeping. As support of the extension service, six farmer promoters were funded by the
project budget.
3.7

Figures

JoJo

ICP

Extension

318

301

614

1.749

1.656

4.008

Participating Farming Organizations

4

4

7

Resigned Farmer Organizations

1

0

1

Total Farmer Organizations

5

4

9

Coffee sold through farmer organizations (in 60kg Bags)

400

300

1.331

Total of impacted farmland in ha

386

537

760

Area under coffee (ha)

280

234

443

4

11

7

1.748

2.106

2.800

Total Beneficiaries
Total Household Members

Average productivity 60 kg bag/ha
Total production of project coffee 60 kg bag
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4

Performance

This chapter outlines the results and indicators of Phase I and II. For appraisal purpose, a
“traffic light system2” is being used.
4.1

Result 1

PHASE II (PII)

PHASE I (PI)

Results

Results

Farmer organizations are working as
transparent, professional and profitable
service providers to their farmer members

Organizations and their members are
managing their operations with a clear
business vision, are self-sustaining and
profitable

Indicators

Indicators

Transparent, efficient and democratic
governance structures strengthened
Efficient financial management structures
and systems strengthened
Credit & marketing structures strengthened
Member orientated service portfolio
strengthened
Organizational infrastructure
improved/established (buying stations, etc.)

Organizations of beneficiaries participating
in the project are identified, registered and
have undergone a diagnostic.
Farmer groups are operating working
committees, taking over key
responsibilities
Commercial management structures are
working efficiently at organizational level
Organizations facilitate the access to
formal financing sources (Banks, Exporters)
for the purchase of inputs and financing of
the harvest to their members
Organizations manage accounting and
internal credit management systems
The majority of the coffee commercialized
by farmer organizations is sold in bulk
directly to exporters
Farmers manage their farms by using farm
records, analyzing costs of production on
their farms

Baseline study
Organizations of beneficiaries participating in the project are identified, registered and have
undergone a diagnostic (PI).

At project start, a baseline study was conducted with the ICP and the former JoJo farmer
organizations. This study identified the strengths and weaknesses at the farm and the
organizational level. In order for the farmer organizations to get a common understanding of
the project intervention, the results of the baseline study were shared in meetings held with
each organization. Discussions were raised on key constraints (low productivity, little adoption
of good agricultural practices, contamination through waste water, weak organizations, high
debts, high processing costs, etc.) and proposed intervention lines. As a result, an agreement

2

(A) Target surpassed; (B) Target fulfilled; (C) Target partly fulfilled; (D) Target not fulfilled; (E) Target not possible
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was signed between the project and each organization to formalize the cooperation. This in
turn entitled the project to collect the necessary information of the organizations and its
members to keep an updated database. All of the organizations shared a similar member
profile: mostly male, illiterate, middle-aged to elderly farmers.

Operations and management
Transparent, efficient and democratic governance structures strengthened (PII)
Farmer groups are operating working committees, taking over key responsibilities (PI)

In all farmer organizations, the project provided on-going support and coaching to the
management, leadership and member farmers. Areas of support included governance,
management, operations, administration, financial literacy and commercialization.
The project significantly contributed to establishing the necessary internal regulations to
improve the operations and management of all the organizations to increase their
effectiveness and efficiency and to ensure that they are democratically organized. This is
evident because regulations have been approved by the General Assembly of each
organization.
The project assisted the organizations in redesigning their operational structure by way of
appointing working committees to support the management and the board. At the end of the
project, all farmer organizations had set up credit committees and Coop San Miguel also
putting into place a commercialization committee. Although loans had been provided before
by the different farmer organizations, only ASUVIM had a credit regulation in place. The lack of
proper credit regulations was one of the main reasons for the non-performing loan portfolio
before.
Using participatory methodologies, different management tools were developed between the
farmer organizations and the project team, such as a business plan for ASUVIM, a strategic
plan and commercialization strategy for Coop. San Miguel, a strategic plan for Coop.
Renacimiento, a road map for ECA Nuevo Colon as well as a strategy to increase membership
for Coop. San Miguel, Coop. Renacimiento, and ASUVIM.
Also during Phase II, the project assisted ECA Nuevo Colon, Coop. Renacimiento, Coop. San
Miguel, AMNSI, and ASUVIM to establish a reliable accounting system, a pre-requisite for any
proper business management and fund procurement organization.

Credit access and microcredit fund
Efficient financial management structures and systems strengthened (PII)
Credit & marketing structures strengthened (PII)
Organizations facilitate the access to formal financing sources (banks, exporters) for the purchase of
inputs and financing of the harvest to their members (PI)
Organizations manage accounting and internal credit management systems (PI)

The project did not intensively support the organizations with credit acquisition since
organizations such as Coop. Renacimiento, ASUVIM, AMNSI and Coop. San Miguel had bad
credit records and therefore were not seen as bankable, while others such as ECA Nuevo
Colon, APAT and Cooperativa Santa Catarina had pre-financing lines through the NKG exporter
Sertinsa. Therefore, the project focused on assisting the heavily indebted farmer organizations
in creating awareness about the importance of reducing the burden of their debt as a means
for organizational strengthening and business development. Concrete steps were taken to
renegotiate their debt. Coop San Miguel benefitted from the intervention as its debt with the
trust fund of the Ministry of Agriculture and FONAPAZ expired and was ultimately forgiven.
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ASUVIM´s credit committee is taking strict measures to recover their debt. Coop Renacimiento
is renegotiating its debt with the trust fund of local bank Banrural while AMNSI is renegotiating
its debt with the association of cooperatives “FENACOAG“.
The only organization that had access to credit for both working capital for coffee purchasing
and crop financing for its members is Coop San Miguel through the program PROSOL. In all
organizations a credit regulation has been put in place, converting practices from individual
lending to solidarity group lending for farm investment.
Taking into account the critical economic situation of the farmer organizations, the project
decided to support the farmers during Phase II with a microcredit fund to enhance their
productivity via fertilization. The seed capital of USD 24,760 for the microcredit fund was
provided by the project, benefitting 129 farmers of five organizations (see chart 1). The
objective of this microcredit fund, managed as a revolving fund, aims to i) promote group
responsibility, ii) abolish the culture of non-payment, iii) teach financial literacy, and iv)
provide funds to encourage fertilization. To be eligible for this fund, the organizations had to
select their credit-worthy members whose farms then underwent a farm diagnostic to identify
plots with the most potential to increase productivity. Based on the result of this diagnostic,
funds were allocated to the different organizations. Some farmers, though eligible, did not
want to participate as the loan was not a donation but had to be reimbursed. For this reason
the initially allocated budget per organization changed according to the commitment of the
farmers.
Chart 1: Beneficiaries of the microcredit program
Farmer organization

Amount in USD

Coop. San Miguel
ASUVIM
AMNSI
Coop. Renacimiento
ECA Nuevo Colon
Total

5,600
2,760
4,500
5,000
6,900
24,760

An additional learning effect of the microcredit fund was that the bulk purchase of the inputs
and the corresponding savings (USD 3,090.60 for 683 qq of fertilizers).

Service portfolio
Member orientated service portfolio strengthened (PII)

Only Coop San Miguel and ECA Nuevo Colon incorporated new services. Especially services
related to coffee processing, drying and sales, were abandoned during phases of high coffee
prices because the quick cash for cherry on the local market was very attractive to farmers.

Commercial operations
Commercial management structures are working efficiently at organizational level (PI)
The majority of the coffee commercialized by farmer organizations is sold in bulk directly to exporters
(PI)

The project covered topics related to commercial operations via its on-going training and
support program. Due to rising coffee prices and high operational costs of the wet mills, two
farmer organizations (ASUVIM, AMNSI) stopped processing coffee and sold as cherry.
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Comparing local prices with export prices, the local market was around 10% above the prices
paid by the exporters. Behind this background, coffee processing was not profitable. The
project did not succeed to change the commercialization pattern that was in place at project
start. High processing costs and lack of access to financing to pay farmers cash upon delivery
made it almost impossible for the organizations to purchase coffee. The farmer organization
could not break the dominance of the middlemen.
Even with the normally successful model to link farmer organizations to the NKG exporter
Sertinsa did not yield in results. Only ECA Nuevo Colon, APAT (crop 2009/10, 2010/11) and
Coop Renacimiento (crop 2009/10) were able to sell coffee to Sertinsa.

Chart 2: Coffee sold through farmer organization (qq parchment)
Farmer organization
ASUVIM
AMSNI
COOP SAN MIGUEL
IJATZ
ECA NUEVO COLON
APAT
COOP RENACIMIENTO

Potential
productivity
(qq parchment) 2008/09
1800
3000
2900
500
500
800
2500

240
72
400
150
355
450
200

Sales through farmer organization
(qq parchment)
%

2009/10

13%
2%
14%
30%
71%
56%
8%

300
181
500
200
309
668
452

%
17%
6%
17%
40%
62%
84%
18%

2010/11
0
62
600
0
146
206
500

%
0%
2%
21%
0%
29%
26%
20%

2011/12
0
281.5
800
0
276
0
500

%
0%
9%
28%
0%
55%
0%
20%

Improvement of organizational infrastructure
Organizational infrastructure improved/established (buying stations, etc.) (PII)

Due to budget constraints, this activity was not a major priority of the project. Coop San
Miguel benefitted from the strategic alliance between PROSOL and the project for funding the
expansion of the administration offices and the construction of a drying patio which could also
serve as a terrace. The ICP project team provided support in the supervision of the
construction.
4.2

Result 2

PHASE II (PII)

PHASE I (PI)

Results

Results

Coffee productivity increased in an
environmental sustainable way through
the application of good agricultural
practices (GAP)

Efficiency, profitability and environmental
performance on farms and at processing
has improved

Indicators

Indicators

Training curriculum in good agricultural
practices established and delivered to
farmers

Farm promoters and technicians
implement participative training systems
(Farmer Field Schools)

Farmer Field Book used as an efficient
control and training tool

Coffee Farmers improve their production
systems according to their farm
management plans

Demonstration plots established
Self-sustaining farmer orientated training

Coffee Farmers and managers of
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and extension system established
Environmental support program established
(include cross cuts: Climate Change, gender)

processing stations use resources (water,
energy) and inputs (agrochemicals) more
efficiently, increasing profitability and
reducing environmental impact
The reduction of energy from nonrenewable sources and the promotion of
renewable energy sources reduces carbon
emissions
Producers are trained in the application of
sustainable coffee practices and a
significant % of farmers are applying such
practices

Agricultural extension system
Demonstration plots established (PII)
Training curriculum in good agricultural practices established and delivered to farmers (PII)
Self-sustaining farmer orientated training and extension system established (PII)
Farm promoters and technicians implement participative training systems (Farmer Field Schools) (PI)

The project established an extension system consisting of professional technicians and lead
farmers – called promotores – at the community level to provide intensive technical assistance
to farmers during the project and following its completion. Each organization appointed one
promoter who was funded by the project to work 10 days/month. Extensionists and promoters
were trained in participatory agricultural extension and adult education techniques to train
farmers via Farmer Field Schools (FFS).
The FFS has shown to be an innovative methodology for adult training in this region, having
positive impact on the organizations and its members, especially as most farmers are illiterate.
Leadership has shown to be a key factor for success. In this sense, local facilitators have been
appointed among farmers (promoters) of each organization to lead the FFS, playing an
essential role in this participatory method. A major impact has been the empowerment of the
farmers. Farmers realized that within this methodology, they were the principal actors, playing
the leading part, and that they were encouraged to share and pass on their knowledge.
Through this participatory method where knowledge is acquired by experimentation,
observation, and discussion, farmers felt comfortable and understood the topics much better,
as the training and exchange of experience was in their own language.
In the end, the FFS did not only introduce farmers to improved techniques, practices, and
technologies, but it also promoted group cohesion, encouraged farmers to learn from each
other, and fostered a culture of information dissemination and experimentation.
The promoters played a very important role in the successful execution of the project, given
that they were the ones who developed and transmitted the knowledge being acquired to the
rest of the coffee growers through monthly planning in coordination with the project’s
technical team and taking advantage of tools such as demonstration plots. 25 demonstration
plots were put into place for teaching purposes during the project‘s lifetime. Replicable farm
models for improved coffee/food-crop systems have been established which have led to good
acceptance and results.
The farmer organizations are aware of the important role that the promoters played as a
support team to the extensionists of the project. However, they are also conscious of the
limitations of institutionalizing promoters within the organization if they do not have an
extensionist to guide and train them.
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Farmer Field Book
Farmer Field Book used as an efficient control and training tool (PII)

The project introduced farmers to the Farmer Field Book (FFB), a method for recording onfarm activities and inputs and for calculating production costs, gross revenue, and net income.
FFBs were introduced to farmers during the first year of project implementation. Project
technicians and/or farm promoters followed up with the farmers that adopted FFBs on a
monthly basis. By the end of each month, farm promoters collected the monthly data records,
assess the quality for accuracy and consistency and correct/complete data in discussion with
the farmer when necessary. Subsequently, the data was delivered to the project office, where
an additional check on data correctness was performed. The administrator of the project
entered the data into a central database and the project team along with the HRNS M&E unit
in Guatemala analysed the data during and after the harvest.
The analysis reports were used in Farmer Field School sessions where results were explained
and advice was provided to improve the farmers’ management efficiency.
After the project ended, ECA Nuevo Colon, AMNSI and ASUVIM are managing the HRNS
Farmer Field Book platform independently to continue monitoring their production costs. This
clearly shows that the organizations undestand the importance of recordkeeping and data
analysis as a key element for proper decision making.

Adoption of good agricultural practices
Coffee Farmers and managers of processing stations use resources (water, energy) and inputs
(agrochemicals) more efficiently, increasing profitability and reducing environmental impact (PII)
Environmental support program established (include cross cuts: Climate Change, gender) (PII)
Producers are trained in the application of sustainable coffee practices and a significant % of farmers
are applying such practices (PI)
Coffee Farmers improve their production systems according to their farm management plans (PI)

Good agricultural practices to be implemented on a farm are described in a farm management
plan. This is a planning tool to establish a road map for application of sustainable farming
practices including environmental, economic, and production topics. It is a plan which
describes the current state of the farm, what the farmer intends to do with it and how and
when actions are planned. Farmers were trained on the importance of the farm management
plan as a planning tool and how to prepare it. By the end of the project, 62% had a farm
management in place.
The adoption of agricultural best practices was not a simple process in coffee farming
communities within the ICP Project. This is due to the long tradition of cultivating coffee with
little to no investment. In addition, high illiteracy rates (over 50% of population) further limits
farmers’ access to information and training material. Therefore, even after four years of
technical assistance in a market of high coffee prices, traditional ways of farming still persist
widely.
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Graphic 1: Fertilization investment (% of total production cost)

Productivity
The effects of a higher adoption rate of good agricultural practices could be observed during
the 2009-2010 harvest. During that crop, farmers produced more than the regional average
(3,200 kg cherry/ha or 14 qq parchment/ha). However, in 2010, the tropical storm Agatha hit
Guatemala contributing to a significant loss of the crop. This explains the low production in
2010-2011. A slight recovery can be observed in 2011-2012. It is expected that productivity will
increase during the next harvest due to the increased application of fertilizers in 2011.
The adoption of agricultural best practices is still low and has not allowed for significant
increases in farm productivity.

Graphic 2: Productivity of one hectare of coffee (kg cherry)

Profitability of coffee
Due to the slight increase of productivity and higher coffee prices, increased incomes were
earned. This success has led to net incomes per hectare of coffee to increase from USD
396/ha/year to USD 1,331/ha/year during the four years of the project’s presence. This
increase within the context of the country’s economy means that one hectare of coffee earned
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16% of the yearly minimum salary in 2008 and increased to 42% of the minimum salary in
2012. In fact, coffee has become the most profitable activity in the region (Graphic 5). This
income complements other economic activities in the region such as the cultivation of corn,
beans, fruit, etc.
Graphic 3: Net income from coffee farming

Greater access to financial resources
In 2008, income from one hectare of coffee was representing 16% of the “consumer basket of
goods”3. In 2012, this percentage increased to 35% (Graphic 4). The improved incomes
complement income from other agricultural activities such as banana production (net earnings
approximately USD 700/ha/year); mashan leaf production, a leaf used as a food wrapper such
as in tamales (USD 200/ha/year); corn, bean, and vegetables production (USD 266/ha/year);
and income from remittances received from migrant family members.

Graphic 4: Net income from coffee farming versus basic food basket

3

A relatively fixed set of consumer products and services valued and used on an annual basis to track inflation in a specific market or
country. The goods in the basket are often adjusted periodically to account for changes in consumer habits
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Alternative energy sources for wet processing and drying facilities
The reduction of energy from non-renewable sources and the promotion of renewable energy
sources reduces carbon emissions

Trainings on the role of carbon and efficient energy use have been held. A reduction could not
be achieved as all machines run with fossil fuel to generate energy. It was not possible for the
organizations to consider investing in new and more environmental-friendly technologies.

4.3

Result 3

PHASE II (PII)

PHASE I (PI)

Results

Results

Coffee quality improved through the
application of good manufacturing
practices (GMP)

Efficiency, profitability and environmental
performance on farms and at processing
has improved

Indicators

Indicators

Training curriculum in good manufacturing
practices established and delivered to
farmers
Coffee processing installations improved
Coffee storage facilities improved
Environmental support program established

Farmers apply best farm and processing
practices
A quality mapping identifies different types
of qualities in the project region and the
physical and organoleptical quality shows
improvement over time.
A locally installed quality lab is operational

Coffee quality
Training curriculum in good manufacturing practices established and delivered to farmers (PII)
Farmers apply best farm and processing practices (PI)
A quality mapping identifies different types of qualities in the project region and the physical and
organoleptical quality shows improvement over time (PI)
A locally installed quality lab is operational (PI)

The project trained farmers on coffee quality improvement and quality control, on good
harvest and post-harvest practices, and on maintenance of post-harvest equipment. As a result
from the training sessions, the ECA Nuevo Colon drastically changed their processing strategy
in order to guarantee quality. Previously, they used to rotate all members of the organization
to operate the wet mill at least once; for the upcoming harvest they have appointed three
people with the necessary skills to operate the wet mill.
Though initially a quality mapping was planned, the idea was aborted as most farmers started
to sell cherry to intermediaries and not to their organization, as prices on the local market
were much higher for cherry than for parchment. This unexpected change in the marketplace
caused by skyrocketing prices did not justify the installation of a quality lab as initially planned.
The cupping results from the few farmer organizations (Coop. Renacimiento, ECA Nuevo Colon,
Coop. San Miguel) that sold parchment to exporters scored a “clean cup” rating. 75% of the
coffee is HB and 25% SHB.
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Infrastructure Improvement
Coffee processing installations improved (PII)
Coffee storage facilities improved (PII)

Out of the seven farmer organizations, five have centralized processing stations, but only three
are operating. For this reason and out of budget constraints, only minor investments have
been made to improve the wet mill of ECA Nuevo Colón with a focus on waste water; the dryer
of Coop Renacimiento; and the warehouse of Coop San Miguel in cooperation with PROSOL. It
is expected that the improvements will translate into better coffee quality and cup profile.

Production of organic fertilizer
Environmental support program established (PII)

The three farmer organizations that operate their wet mills make use of the pulp to produce
organic fertilizer (5 MT in 2010/11, 11 MT in 2011/12) which is returned to the farmers who
deliver coffee to the organization. The volume, however, hardly cover the needs but it is seen
positive that farmers see organic farming practices such as composting as an integral part of
their practises.

4.4

Result 4

PHASE II (PII)

PHASE I (PI)

Results

Results

A coffee sector dialogue in the project --------region has been established

Indicators
Efficient and democratic dialogue has been
established

Indicators
---------

Working relations with governmental, nongovernmental and private sector
organisations strengthened

Strategic alliances
Efficient and democratic dialogue has been established (PII)
Working relations with governmental, non-governmental and private sector organisations
strengthened (PII)

Solid partnerships were established with donors such as the Canadian CECI, the US Peace
Corps and with a number of local NGOs such as ANACAFE, FUNDASISTEMAS, INACOP, among
others. It has been a long process to establish these relationships, but coordination and
cooperation has led to good results.
At project start there was hardly any systematic cooperation between government
institutions, donor organizations and NGOs in the coffee sector. The project engaged actively
in seeking synergies with other projects and institutions in the region to establish an informal
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coffee sector dialogue. Though no formal cooperation agreement has been signed among the
stakeholders, the platform has served to coordinate activities and allocate funds more
efficiently. Unfortunately, from an official point of view, the coordination of projects has not
been done in a coherent manner so that the continued cooperation between the stakeholders
of this platform will support ongoing change of practices in the region. Through the active
participation in local management boards, a number of technical recommendations were
taken up into policy formulation.

4.5

Result 5

PHASE II (PII)

PHASE I (PI)

Results

Results

---------

Social situation in the project target area
has improved, especially for youngsters

Indicators

Indicators

---------

Young leadership, such as “Project of life”
programs help to facilitate self-esteem of
youngsters and other programs are
implemented

Enhance access to education
Young leadership, such as “Project of life” programs help to facilitate self-esteem of youngsters and
other programs are implemented (PI)

Even though no budget had been allocated by the project for social activities, a strategic
alliance with Costa Foundation from the UK made it possible to build and equip three
classrooms, sanitary facilities, and computer lab in Coop. Renacimiento. The intervention
benefitted 90 boys and girls from middle school. In Coop. Santa Catarina, Costa Foundation
funded the construction of two fully equipped classrooms, sanitary facilities and the
improvement of the kitchen facilities, benefitting 60 boys and girls from elementary school.

Business training for youngsters
The project imparted a 40-hour training course on basic business concepts geared for 30 youth
between the ages of 16 and 23 from ASUVIM and Coop Renacimiento to develop, foster and
support entrepreneurial behaviour. During the course, the youth developed their business plan
and a small fund was allocated to reward the three best business ideas.

Motivational talks and group dynamics to develop soft skills
With the high illiteracy rate, low levels of education, the hierarchical structures in families and
organizations, and the prevailing machismo culture, among others, the project saw the need to
provide soft skills training on self-esteem, leadership, empowerment and team work to all
farmer organizations (Phase II). Hands-on training courses were provided.
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5

Lessons learned
The principal lessons learned from the project intervention are:
Project life time and budget: Especially in complex project environments as in
Solola/Atitlan, projects can not be implemented in a standard approach. It takes time to
gain trust with farmers, local organisations, especially when indiginious farmers are
involved. Such conditions can hardly be foreseen at the planning stage and therefore,
projects need continious adjustment over project lifetime. The initial fixed time frame of 3
years has not been sufficient to change the various cultural problems. In such complex
project environments, project life times and budgets must be handled with a lot of
flexibility if impact is to be achieved. Neither project life time nor budget are “one size fits
all”.
Management and governance: Management and governance within farmer organizations
are essential to farmer empowerment, development and ultimately, poverty reduction.
Organizations with strong management and leadership, on the other hand can develop
the capacity to offer important services to their members, build and maintain member
commitment, and grow into professional, effective, and efficient businesses that
contribute to developing coffee farming into a more profitable and stable livelihood
activity in the long run. It was found to be especially difficult to work with existing and
ineffective organizations and turn them into professional businesses. An important
success factor were young and strong leaders who pulled along the organisations.
Microcredit programs: A microcredit program managed as a revolving fund is a powerful
tool to motivate farmers to adopt practices and new technologies and start thinking in a
business manner. At the same time, it acts as a good teaching tool as it promotes group
responsibility and is a practical approach to financial literacy.
Agricultural extension: In order to properly apply new practices on farms, maintain those
new practices over time and properly respond to new challenges and changing production
conditions, farmers must have ongoing access to technical support and follow-up. To
maintain impact in the long term, self-financing extension structures within farmer
organizations are of utmost importance. Practical approaches such as Farmer Field
Schools (FFS) and farm promoters are promising approaches which can be applied with
little costs even after project end.
Appropiate teaching methodologies (especially in organizational development):
Considering that topics in organizational development are more complicated to
understand and come across as theoretical, it is key to seek experiential learning
programs to guarantee a fun and participative learning experience, especially when most
of the farmers are illiterate.
Cultural conditions: With high illiteracy levels, low education levels, strong traditional
hierarchical structures in families and organizations and the prevailing “macho” culture, a
special focus on soft skills training must be implemented (such as self-esteem and
leadership training, empowerment, team work, etc.). These approaches must be
integrated within a holistic training and empowerment strategy.
Language: Training delivery to farmers are challenging to deliver because of many
different native languages. It was difficult to hire personnel that could master the
different languages of a region, which means that the project team had to be creative and
seek different teaching methodologies and approaches to overcome language barriers.
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Gender mainstreaming: Considering that gender implies the cultural, economic, and
social conditions upon which certain standards, values and behavioral patterns are based
with respect to the sexes and their relation, it is important to maximize female
participation in training exercises, encourage intra-household dissemination of knowledge
and skill, and support more collective decision-making within the household.
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6
I.

Appendix
ORGANIZATIONAL AND BUSINESS COMPONENT

The spiderweb: A reflection about being a member of an organization and teamwork

Experiential learning on commercialization

Experiential learning on roles and responsibilities; having fun and learning at the same time
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Learning by doing: cupping coffee
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II. PRODUCTION AND ENVIRONMENTAL COMPONENT

Coffee nursery managed by
female farmers

Getting ready for transplanting

Demoplots

Total farm renovation

Newly established plantation

Farm promoter

Intercropping: coffee & beans Maturing coffee & maturing
beans
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Before

After

Weed control

Proper farm and shade management

Preparing organic fertilizer
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Aftermath of the tropical storm Agatha that hit Guatemala in 2010
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