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Summary

Summary
In the period of 3-11 March, a mission was fielded to start up the Strategic Planning
process for the Horticultural Sector in Kosovo, as it was agreed upon between the Ministry
of Agriculture, Forestry and Rural Development (MAFRD) and the Swiss Project for
Horticultural Promotion in Kosovo (SPHPK).
First of all the mission acquainted himself with the situation in MAFRD, SPHPK and the
horticultural sector in general. Next a training on Strategic Planning was provided to
MAFRD and SPHPK staff. Based on the discussions and observation a Workshop was
organised on 9 March in which the tasks and responsibilities of all stakeholders were
discussed an agreed upon.
The Strategic Planning process is a partnership between MAFRD and SPHPK. MAFRD
will take the lead; SPHPK will assist and support. MAFRD, and particularly the Permanent
Secretary, Mr Kukalaj showed its commitment to the process by accepting the position of
chairman of the Steering Committee that has to approve the strategies and plans
formulated by the Working Groups. A Coordination Group is created that will support the
four Working Groups in their daily-activities and that has to ensure that potential synergies
are captured (e.g. when some Working Groups want to do an in-depth study into the
extension system, or the market information system, this can be done together).
Each of the Working Groups (on vegetables, fruit-trees, vineyards and ornamentals/herbs)
consists of a core-group of four people. In general one member is from MAFRD, one from
SPHPK, one is an independent expert and one is a farmer. They will make their Strategic
Plans, following the outline provided on the Workshop on 9 March. The aim is to have a
description of the sub-sector and the main stakeholders ready after three months. In the
next three months the analysis of the sector will be made, based on the description and in
depth discussions with stakeholders. At the end of that period a draft strategy will be
formulated, based on a SWOT-analysis.
Normally draft strategies will lead to the identification of some outlines for potential
support programmes for the sub-sector, while at the same time gaps in the available
information will be identified that need further investigation. The first can lead to a
programme identification report and the second to a ToR for more in-depth studies/
research. Indeed it was agreed that Strategic Planning is an on-going analytical process
that continuously produces concrete ideas suitable for programme identification.
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1. Introduction
The Terms of references of the mission can be found in Annex I of this report. The main
objectives can be summarised as getting acquainted with the situation, training in strategic
panning and agreeing on the tasks and responsibilities of the relevant actors. These have
been achieved.
The programme of the mission has been:
Sat. 3 March
Sun. 4 March
Mon. 5 March

Tue. 6 March
Wed. 7 March
Thu. 8 March
Fri. 9 March
Sat. 10 March
Sun. 11 March

Arrival
Field visit to an apple grower, (fruit tree) seedling producer, strawberry
(seedling) producers and greenhouse owner
Visit to MAFRD, (Head of) the department of Plant Production and
Protection; field visit to service provider (land preparation) and carrot
producer (with improved store), an onion producer (with store)
Visit to the Permanent Secretary of MAFRD, preparation of the training
Training on Strategic Planning
Preparing the Workshop
Workshop to agree on the tasks and responsibilities and starting the
actual work in four Working Groups
Field visit to input dealer and greenhouse owners; reporting
Reporting and departure

In this report the focus is on the principles of process that were agreed upon (chapter 2)
and on the (basic structure of the) strategies that will be developed (chapter 3).
Annex I gives the ToR of the mission. The presentations made during the Training and the
Workshop can be found in Annex II and IV respectively. Annex III gives the key-questions
that can guide the Working Groups in making the sub-sector strategies. In Annex V some
impressions from the field are given.
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2. The strategic planning process
2.1

Partnership, leadership and ownership

The strategic planning process is a partnership between MAFRD and SPHPK. This
means that both parties agree to work on a common goal but they do so as independent
partners; each keeps the control over its own resources and their own contribution. To
work in partnership is not as easy as it often seems. Success factors for partnerships are:
1. Co-ordination to be planned and budgeted.
2. Creativity, responsiveness and flexibility of partners.
3. Allow for different interests.
4. Create incentives on institutional and individual level.
5. Instil a measure of urgency.
6. Be alert on (potential) constraints (e.g.: funding pressures, commercial / political
interests, capacity constraints, etc.)
Most of these success factors seem present in the MAFRD/SPHPK partnership. The
coordination is planned, there seems to be flexibility and the different interests were
accommodated. In specific terms: MAFRD has a more short-term aim of designing
strategies that can be translated into programme identification reports to be submitted to
donors, while SPHPK aims to create a long term vision on the sub-sector that would allow
all stakeholders to place their contribution into context. The mission thinks that both can
be done, as long as the partners are aware of these slightly different perspectives.
When the success factors were discussed in the Workshop, the issue of incentives came
up. How will the participants be stimulated? It was agreed that this will discussed further
between the two partners. The state of affairs as discussed during the Workshop was:
1. Developing a new strategy is first of all a professional challenge for all
2. It is part of the duties of the people involved in the Working Groups. How much
time people can spend on it has to be specified further. Previous experiences
have shown that long-term processes often suffer from a lack of urgency, as
short-term tasks are felt as being more important. This risk is particularly high in
ministries that are understaffed and that are (by definition and rightly) prone to
many political pressures. This risk has to be curbed by strong leadership by the
Permanent Secretary and the Head of Department for Plant Production and
Protection (DPP), supported by a written instruction on how much time staff has
to dedicate to the process.
3. SPHPK’s contribution to the process consists of:
Availing an International Advisor to guide the process via e-mail/ telephone
and via frequent (short) missions
Employing an expert who will act as a secretary to the process. This will be
very helpful in the getting day-to-day things done and, as a pivotal role, in
coordinating the efforts of the four different Working Groups and in liaising
with the International Advisor
Supporting the information collection process by (commissioning) studies,
literature and study tours. The latter would be oriented towards (sub-)
sectoral issues, rather than to the strategic planning process as such. The
mission thinks that such study tours are particularly relevant at the moment
that a strategy has to be translated into a programme identification report.
Facilitate the process by organising workshops and meetings etc.
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MAFRD will take the leadership in the process. They decide whether a strategy (or later a
plan) that has been developed can be accepted as a strategy of MAFRD. The mission is
very much pleased that the Permanent Secretary of MAFRD, Mr Kukalaj showed his
commitment to the process by accepting the position of chairman of the Steering
Committee.
The ownership of the final result (a strategy) should be with all stakeholders in the subsectors because they are the ones that ultimately have to implement the strategies/plans.
A three-level strategy will be employed to achieve this:
Representatives of the private sector (producers, input suppliers) will be
invited to the Steering Committee. Suitable candidates need to be
identified.
Many stakeholders will be involved in the work of the Working Groups. A
Stakeholder Analysis is an element in the procedure of designing the
strategy, and each Working Group has to make a stakeholder participation
matrix that shows how and when the different stakeholders will be involved,
particularly in analysing the sub-sector.
The mission proposed that once a strategy has been designed, the main
stakeholders are invited to a Workshop to give their feedback.
2.2

Division of tasks and responsibilities

During the Workshop the following division of tasks and responsibilities was agreed upon.

Steering Committee
Main tasks:
- Discuss draft strategies and plans and give feedback
- Approve final strategies and plans
- Promote the approved strategies and plans within MAFRD and with other
authorities, partners and donors
- When needed, assist Working Groups in dialogues with high level authorities
and multilateral agencies.
The Steering Committee is informed every quarter on the progress made. Yet, it meets
only twice per year. The members are:
- Permanent Secretary of the MAFRD (chairman)
- Head of department for Plant Production and Protection, MAFDR (secretary)
- Head of Policy department of MAFDR
- Representative of SDC
- Some representatives of the private sector (farmers, inputs suppliers), still to be
identified.
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Coordination Group
The main tasks are:
- Act as secretariat for the Steering Committee:
- Inform the Steering Committee every 3 months on the progress
- review draft strategies before submitting to the Steering Committee
- Coordinate the work done in the Working Groups: monitor progress, identify any
possible overlap and possibilities for synergy. For example, all Working Groups
will have to look into the extension system: this could be done in one study.
- Approve ToRs and contracts for specific studies that might have to be done
- Inform MAFRD, IC and the general public about the progress
- Facilitate any problems that might occur in the Working Groups.
The Coordination Group meets every month. It is composed of
- the head of the Horticultural Section in the MAFRD (chairman)
- the manager of the SPHPK project
- a secretary of the Coordination Group (recruited by SPHPK) responsible for:
- support the Working Groups in their day-to-day activities
- ensure that the actual texts of the strategies are readable and consistent
- liaise with the International Advisor.
Working Groups report on a monthly base to the Coordination Group on the progress and
particularly on the steps they want to take in the next month(s). In this way the
Coordination Group can coordinate their efforts.

Working groups
Four Working Groups are created: on vegetables, fruit-trees, vineyards and ornamentals/herbs. The main tasks are:
- To develop draft strategies, following the approach explained in the training
- Draft final strategies for submission to the Steering Committee
- After the first 3 months an interim report needs to be ready with:
a. a description of the sub-systems
b. a stakeholder participation plan, based on a stakeholder analysis
c. a work plan on how to come to a first draft strategy after 6 months.

International Advisor
The main tasks are:
- provide the analytical framework
- provide tools / instruments that people like to use
- training and backstopping of the process
- screen the ToR for studies and reports of studies on methodological issues
- read and comment on the main studies and strategy papers
- maintain the balance between the interest of different stakeholders
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3. Strategic Planning
3.1

Reference materials

The materials that were used in the Training on 7 March have been distributed to the
participants and can be found in Annex II. These are reference materials that we will refer
to in terms of methodology throughout the process. Next to the logical steps to develop a
strategy, it pays attention to two important process aspects: stakeholder participation
(whom to involve, when and how) and interview techniques.

3.2

Key-questions for a sub-sector analysis

In Annex III one finds the “Key questions for a sub-sector strategy”. Here all logical steps
in developing a strategy are spelled out. It provides a ‘Table of Content’ for a strategy
paper, but with the questions, rather then with the answers. It is important to notice that
these questions are meant to help the Working Group to understand the nature of the
issues that have to be addressed in the different paragraphs. It is not meant to be an
exhaustive list, nor is it necessary to address all questions.
In these clusters of questions, some form of overlap in questions is unavoidable;
particularly between chapter 2 and 3. Where does the description of the present situation
end (chapter 2) and where does the analysis start (chapter 3)? Obviously, how farmers
and inputs suppliers cooperate at the moment is related to how we think that this
cooperation could be improved (or not). Yet, it is essential to keep the present and the
future somehow separated. If one puts them too closely together the strategic perspective
disappears. For example the possibilities for better cooperation between farmers and
input suppliers will be marginal if the analyse of future options is too much influenced by
the present situation: “farmers do not trust input supplies so they will not cooperate in the
future”. Describing the present situation and all other trends first, can create another
perspective: “with an increasing diversity in inputs and increasing competition between
input suppliers, input supplies need to specialise and they need to organise the feedback
from their clients. This will create better options for cooperation between input suppliers
and farmers”.
So an overlap in chapter 2 and 3 should be seen from this perspective: in chapter 2 the
emphasis is on a factual description of the present situation. This does include trends:
e.g. an increase in the use of multi-annual plastic sheet in greenhouses. In chapter 3 the
focus is on an assessment of what can be improved. And the room for improvements can
be found in the sub-systems but particularly in the cooperation between the sub-systems.
In the case of multi-annual sheets one can assume that the trend will continue in the
primary system (farmers will slowly buy more of it and input suppliers will reduce their
margins as the turnover increases) but it gets more interesting if one things of ways the
sub-systems can cooperate: e.g. can a bank provide loans to an input supplier who
provides the improved plastic to farmers partly on credit (e.g. the farmer pays the price for
a cheap type of plastic in spring and the remaining part after the first harvest)?
For this reason it is important to first get a good overview of the present situation, before
starting the analysis and identifying strategic options.
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3.3

The first steps

In the Workshop on 9 March the Working Groups were formed:
Grupi punues per pemëtari
Agim Zajmi
MBPZHR
Valdete Avdiu
MBPZHR
Maxhun Shehaj
PZPH-K
Agim Jusufi
Fermer
Grupi punues per perimtari
Dukagjin Zeka
MBPZHR
Ismet Babaj
PZPH-K
Skender Kaciu
Universiteti
Ismet Dragusha
Fermer
Grupi punues per vreshtari
Nesim Morina
MBPZHR
Shaban Hajdini
IBK
Bashkim Korenica
Universiteti
Imer Berisha
Fermer
Grupi punues per Bime dekorative dhe qajra
Habil Zeqiri
MBPZHR
Nora Gola
PZPH-K
Faton Nagavci
PZPH-K
Rexhep Limani
Fermer
These groups (at least those who were present, supported by some who were present but
who will not be member of the WG) were asked to:
1. Define the four sub-systems:
• Make an inventory of what each of you thinks is important (see your notes of 7
March)
• Make an inventory of what you know and what each WG members will bring in
(data, reports, studies, etc.)
• Make a list of what you want to find out
• Decide when and how you will find this out and who will do this
2. Make a preliminary stakeholder analysis and decide who you want to visit first in
order to get facts and opinions
3. Agree on task division in the Working Groups and meeting schedule (at least until
15 April when you have to submit your first monthly report)
So the crucial issue is to describe the present situation, both from a factual point of view
as well as from the subjective point of view of the main stakeholders.
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The groups worked enthusiastically on this and they made a presentation of their first
ideas. It would be pre-mature for the mission to provide feedback on these, but a few
general observations could be useful.
Most attention was paid to problems, rather then to evidence-based opportunities. If one
listens to the presentations of the WG, one gets the impressions that the best think to do
is to leave the horticultural sector, but the mission is of the opinion that (virtually all)
people who invested in the horticultural sector made good If not very good) profits. So we
should not only think in terms of: “farmers lack credit”, but more in terms like: “horticulture
is one of the most profitable sectors and banks are not well aware of this, so IF we can
assist them in getting more insight in the sector (and maybe cover some of the inherent
risk sin working with nature), the loans will start to flow”.
The danger of putting experts together was manifest. The danger is that experts think they
know everything. The mission is sure that this is not the case. Simply as it not possible to
know everything in such a dynamic situation as the horticultural sector in Kosovo. Just
one example is the idea that farmers are not willing to pay for advisory services. Already
on the first day of the mission we met an expert who sold his expertise to other farmers (in
a package deal). Both MAFRD and IC-staff worked with both this expert and this farmer
but most of them did not know that these payments took place. There is indeed much that
the eye does not see and we must take care that we use this strategic planning exercise
to get more issues on the table. It should not be a matter of ‘let us write down what we
know’. This is a danger as only one WG analysed what they did not yet know.
One WG (on vineyards) came with a list of solutions, but this seems pre-mature. No policy
maker will take a wish-list of solutions serious. A strategy must be founded on at least
three elements: a description of the actual situation, an analysis of different options for
improvements and a final strategic choice between the different options.
Lastly, limited attention was paid to making a stakeholder analysis. In pure practical terms
only one WG made an agreement on when to meet again.
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Annex I: ToR of the mission
The Swiss Project for Horticultural Promotion in Kosovo (SPHPK), managed by
Intercooperation, has been promoting the development of fruit and vegetable value chains
in Kosovo since 2001. The goal of the Project is the generation of income and
employment.
The Ministry of Agriculture, Forestry and Rural Development (MAFRD) has invited SPHPK
to assist it in the strategic planning of the horticulture sector - a collaboration that is
expected to continue at least until 2009.
The Project is engaging a short-term international consultant to back-stop the strategic
planning team – the ‘team’. The final composition of the latter is still to be decided but will
initially include representatives of the Ministry, the University and of Intercooperation.
The mandate envisaged is in the form of an indefinite quantity contract involving a
maximum of 40 days per year (but possibly considerably less) and would involve missions
in Kosovo as well as back-stopping from the consultant’s base through e-mail. One
possible scenario would start with a 10-day mission followed by up to three shorter
missions per year, interspersed with assignments at the consultant’s base. The degree to
which the consultant would be used and the number of missions undertaken would be
affected by the continued collaboration between MAFRD and SPHPK, the perceived
requirements of the team, and the amount of funding secured by SPHPK for the exercise.
The role of the consultant is to provide back-stopping to the strategic planning activity of
the Ministry of Agriculture, Forestry and Rural Development and, specifically, to the team
of individuals charged with the responsibility of leading the exercise.
More specifically the tasks are:
To introduce best practices of strategic planning and examples of such planning
from other countries
To strengthen the capacity of the individuals involved through the provision of
written guidelines, tools and training
To advise on the organisation of the process and responsibilities of participants
To facilitate the process of strategic planning – including the identification of
objectives, priority setting, the necessity of evidence-based planning, the
involvement of all major interest groups and the preparation and execution of
studies
To comment on drafts produced by the team
To respond to queries and requests from the team – incl. in between missions
To carry out any other reasonable task appropriate to the overall role of the
consultant.
The objectives and tasks of each individual mission – including the first – will be
determined before the mission by the Division of Plant Production and Protection (DPPP)
of MAFRD – but will not require a separate contract.
The consultant reports to the CTA of SPHPK and to the Chief of DPPP for professional
matters and to the CTA for contractual matters. The consultant would submit a short
report of each mission undertaken (in English and Albanian) within 10 days of leaving
Kosovo to the two individuals mentioned above.
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Annex III Key-questions for a sub-sector strategic plan
To assist the Working Groups in the analysis and in writing their strategy, the analytical
framework presented on 7 March is translated here in a large number of questions that
are to be addressed under the different headings. It is a format for the sub-sector strategic
plans, but in stead of given the facts (chapter 2), the analysis (chapter 3) and the choices
made (chapter 4), it provides the questions and the topics to be raised. Indeed this is
meant to help the Working Groups, but if you want to do it differently, feel free to do so.
And any time that you want to give some comments or you have some questions, do not
hesitate to mail me: ge@mdf.nl.

1. Introduction
This chapter explains:
- What the aim of the strategy is
- How it was written and by whom
- How it relates to other strategies and policies.

2. The present situation in the sub-sector
2.1 Primary system
2.1.1

Outputs of the sub-sector and related markets

What are the main products of the sub-sector? Distinguish between fresh and processed
products. Describe them in quantitative and qualitative terms. Can any trend be observed
in the output?
Who are the ultimate clients? Distinguish between local, regional, national and
international markets. What are the present trends on the markets? Are new (niche)
markets coming up? Is the primary system able to respond to new market opportunities? If
not, what are the main bottlenecks and how could these be removed?

2.1.2

Activities in the primary system

Describe how the production/ storage/ processing takes place. Which technologies are
used at the moment? What are the trends in production/ storage /processing etc.? Are
new technologies coming up? What is known about the economics of these new
technologies? Will these new technologies spread to other farmers? Will they be applied
in more crops? Which changes do you expect in the next few years?

ref:0703 Report for 1st mission - Gerrit Hotland XX

Page 16

Annex III Key-questions for a sub-sector strategic plan

2.1.3

Actors involved in the primary system

What kinds of farms / farmers are involved? Characterise also the processors, the traders
/ middlemen, wholesalers, retailers, exporters etc.
Describe the major value chains in terms of producers, buyers/intermediaries, processors
and wholesalers/retailers/exporters. Describe the (different) marketing channels for
farmers and for processors: how does the produce from the farm/ factory reach the final
consumer? Which channels are most important? What are the advantages and disadvantages of the different channels? How will this be in the future?
How are the relations between the actors in the chain? Is any actor pre-financing another
or providing technical advice? Is any actor dominating the chain? Are contacts stable? Are
contracts respected?

2.1.4

Efficiency indicators & standards (benchmarking)

Compare the use of inputs and equipment, the technology/husbandry applied and yields
with relevant other areas (Macedonia, Albania, Serbia, Montenegro, Turkey, Greece, Italy
etc.). Considering that employment creation in rural areas is a major policy objective,
which level of mechanisation is optimal?
Compare the costs price for the products in Kosovo with the price on international
markets. What are the options to reduce the costs price? Do you see any possibility for
export (taking into account the costs of transportation, export and profit margins for
exporters)? How can these chances be improved if new technologies are introduced? Can
we assess the critical mass that would be needed to make export feasible?
Quality issues: what is the quality of the present produce? Can this be improved? How?

2.2 Commercial support system
A commercial support system provides commercial products and services to the actors in
the primary system. This may include inputs, equipment, transport, financial services, etc.
2.2.1

Products and services to actors in the primary system

What are the main inputs, used by farmers, which are supplied by commercial actors?
Think about seeds, seedlings, fertilisers, chemicals, equipment, working capital (loans).
What are the inputs that processors need? Next to equipment and raw materials, think of
staff, investment capital and working capital.

2.2.2

Actors in the commercial support system

Mention the key input and machinery suppliers and characterise them. What are their
most important inputs? Where do they get their inputs; locally or imported? Imported from
where?
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Do the input and machinery suppliers provide technical advice to farmers? On which
issues? Is this included in the price of the inputs and equipment or not?
Inventorise the main suppliers of credit to farmers. What are the pre-conditions for their
different types of loans? Are these suitable for our sub-sector? Do they provide loans to
actors in our sub-sector?
The same question for business advice to processors. Who provides inputs, equipment,
loans, etc?

2.2.3

Output and efficiency indicators & standards

Assess the total turnover of main inputs and equipment by input suppliers. Estimate the
amount of inputs used per ha and compare this with the standard advice or with the use of
the same inputs/ equipment in other countries.
Assess the efficiency of input suppliers: what is the average turnover of a dealers/
company. Does this seem efficient?
Assess the total amount of outstanding loans in the sub-sector. What is the average
amount of the credits? What is the interest rate? How is this composed (inflation, risk on
defaulting, operational costs and profit)? Is anything known about the defaulting rates? Is
it profitable to provide loans in our sub-sector? How can the efficiency/ profitability be
increased?

2.3 Non-commercial support system
Under this heading we have advisory services, market information systems, (export)
promotion, education, research and training, (quality) standards and statistical bureaux.
2.3.1

Products and services relevant to actors in the primary system

Describe the advisory services that farmers get: on inputs, on (new) technologies, basic
skills (husbandry), on storage, on quality standards, on markets, on prices, etc. Do the
same for processors.
What services do farmers and processors get from the scientific community: the University
and research institutes? And what from agricultural schools?
What price- and market information is available to farmers? How is this information
generated and how is it disseminated to the farmers? Do agri-businesses or processors
have access to other sources of price- and market information?
Are there (export) promotion agencies that are relevant for the sub-sector? What are they
doing? How are the other actors in the sub-sector involved?
How is the agricultural education and vocational training organised? What is in the
curricula of the university regarding our sub-sector? Are the content and teaching
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methods adequate if one considers the skills (future-) farmers need? What on the
vocational schools or other types of schools where agriculture is on the agenda? How
many students visit these schools and is this enough to prepare a next generation of
farmers?
Is there any organisation that defines quality standards? (Here we talk about standards
that are used on the markets; not about food-, health- or safety regulations that are legally
binding). What are their main activities? How do they decide which quality standards are
to be used? Who is involved in these decisions? How do they disseminate these
standards, so that all are aware of them? Are the standards relevant and appropriate for
the markets that the sub-sector is aiming at?

2.3.2

Non-commercial organisations delivering products and services

Who provides technical and business advice to farmers? Are these formal extension
workers? Are they farmers themselves? Or input suppliers? Or people who buy the
produce? Make a list of actors providing technical or business advice to farmers. Include
NGOs. What kind of advice is given: technical, economic, market information, inputs, …?
Which extension methods are used mostly: group approach, individual advice,
demonstrations, fairs/expositions, exchange visits, etc?
How is the service delivery organised: are different services offered as a package? Is
there any contract between advisor and client? Is there any active role for farmers? Is
there any payment for services? If, so, how is the payment organised: in kind, in cash, as
share of the (additional) profit, etc.. And how do these payments compare to the costs?
What is the level of training and education of those who provide advice? How do they
maintain their skills/ knowledge? Have they been trained in advisory skills, in extension
methods and in extension planning?

2.3.3

Output and efficiency indicators and standards

How many advisors are active in Kosovo and how does the advisor/ farmer ratio compare
to international standards? Describe the impact (in terms of yields, profits for farmers etc.)
of different advisory services. Can this impact be proven? What is the balance between
this impact and the cost of the advisory system?
What do farmers think about the effectiveness and efficiency of different advisory service
providers in the field? What is their preference in terms of price/quality ratio?

2.4 Institutional development system
Institutional development includes policies, co-ordination, sectoral strategies and support
measures toward supporting the primary system as well as the commercial and noncommercial support system.
It also covers planning of support services, financing mechanisms of non-commercial
support system, rules and regulations for the functioning of primary- and support systems,
training of staff and capacity building in the support systems.
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2.4.1

Major policies and regulations

List and describe all major policies that that govern, guide and support the sub-sector.
One can think of:
- fiscal policies: import/export duties; subsidies; VAT; taxes on land, income and profits
- trade agreements within WTO, the EU, regional and bilateral (free) trade agreements
- laws and regulations on environmental issues, food safety, quality control and
standards, labour conditions.
- inspection-and enforcement policies
- administrative requirements for farmers and processors
- market regulations
- relevant policies related to non-commercial support systems like extension, market
and price information,
- licensing systems for inputs (esp. breeder rights), processors, wholesalers, retailers.
- Regulations that facilitate private quality control system (like ISO and EUROGAP) that
are increasingly needed if one wants to enter high value export markets
2.4.2

Actors involved in policy making, co-ordination and capacity building

Make an analysis of the stakeholder:
- What are their (long-term) interests in the sub-sector?
- What are they doing in terms of policy making, coordination and capacity building that
is relevant for our sub-sector?
- What is their influence on the institutional environment and on the primary system?
Start with the MAFRD and the institutions related to it (inspectorates, policy department,
statistics etc.). Include also UNIMIK, EAR, IMF and World Bank and donors like USAID,
SDC and GTZ whose opinion on the sub-sector can be decisive.
Identify also the actors representing the interests of different stakeholders in our subsector. These can be farmers’ organisations (Farmers’ Union/ Federation), associations of
(agri-) businessmen, processors, traders, scientists, extension workers, etc.
Make a list of all main NGOs as well and describe their activities, particularly in the area of
capacity building.
2.4.3

Co-ordination mechanisms between actors in the sector

Explain the decision making process for strategies that are relevant for our sub-sector and
explain how the main actors cooperate, both formally and informally, in developing
strategies and policies.
2.4.4

Financing and cost recovery policies and mechanism

What is the general policy to finance the different policies and the related institutional
costs? E.g. how much do companies have to pay to register a variety or a chemical? Is
this covering all the costs? If not, where does the rest come from? Are the fees that have
to be paid, re-invested in services? E.g. if a company registers a new variety is this then
tested (in several locations)? Are the results of the tests available for the company that
owns the variety and to the general public? Is the company that pays ensured that once
he registers a variety, a competitor can not do the same, but with a different name?
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3. Analyse of sub-systems and their relationships
3.1 Primary system

3.1.1

Relations with markets

•

Are the needs of different clients/market segments/target groups adequately met by
the products/services offered?
Obviously one has to think of the markets in Kosovo in the first place, but international
markets must be taken into consideration as well. One has to remember that when
farmers/ processors are going to produce more high quality produce, this will have a
higher price. With the limited purchasing power in Kosovo, exports might need to be
considered quite quickly.
• Are needs adequately identified by and presented to the actors in the primary system;
Who is doing market research and how is this information spread and used? What is
known about the demand in quantitative and qualitative terms for the main products of the
sub-sector?
• Are the products sufficiently accessible to the clients?
This refers to the marketing channels. Are the marketing channels able to reach the
relevant markets? E.g. if Kosovar wine producers can produce a high quality wine that
could be sold in the UK, is there a market channel? Are there exporters who have the right
contacts in the UK?

3.1.2

Collaboration/competition with others in primary system

• Where are gaps and duplications in production and processing
If you think of the whole value chain, where are the gaps? Is one of elements in the chain
performing much worse then others (e.g. a lack of storing capacities limits the amount of
apples that can be brought on the market); or does the limited production of apples, inhibit
the apple-juice producer to use his equipment economically? Or the opposite: if all
farmers grow the same product, the price collapses and none has any profit.
Also think of quality issues: do farmers get the right quality of inputs to be able to produce
the quality of produce required by their clients (processors, wholesalers or retailers)?
• Opportunities for improved co-operation/co-ordination
Can the cooperation and coordination between farmers be improved? What are the
experiences so far with farmers’ organisations? What are strong and weak points?
• Binding and unbinding factors in co-operation/co-ordination.
What are the short- and long-term interests that could enhance the chance that farmers
do cooperate? What are inhibiting factors? Is there any role for outsiders in this, or does
this only disturb the process? Which outsiders could be most successful: government
agencies, local NGOs, international NGOs, private companies?

ref:0703 Report for 1st mission - Gerrit Hotland XX

Page 21

Annex III Key-questions for a sub-sector strategic plan

3.1.3

Performance of individual organisations

• SWOT of the main actors
Make a SWOT of farmers and processors as a group: what are their Strengths and
Weaknesses? And what are the Opportunities and Threats?
• Efficiency and effectiveness of individual organisations
Usually you have individuals and organisation that are performing better than others. Who
are the most successful farmers in our sub-sector? Why are they more effective and
efficient? What can others learn from them?

3.2. Commercial Support System

3.2.1

Relations with primary system

• Identification of service needs
How do commercial service providers identify the support needs of their clients in the
primary system (farmers and processors) and in the marketing channels (middlemen,
wholesalers, retailer, exporters)? Can the need identification be improved? How?
How can service providers get feedback on the quality, quantity and accessibility of their
products/ service (except from the commercial feedback whether they are sold)?
• Designing (new) services
How do service providers upgrade their products/services? How do they get new ideas for
new products/services for which there might not yet be a demand, bit for which a demand
could be created?
• Dissemination of service
How do the commercial service providers reach farmers, processors and actors in the
marketing channels? Do they have branches, do they work with agents? If so, do they
work with a commission base or against own risk?
• Improved coordination and cooperation with primary actors and marketing channels
Better coordination must be based on a clear analysis of the interests of all parties and
how the distrust between different actors could be overcome. Can we clarify the shortand long-term interests of the different stakeholders that enhance the chances for better
coordination/ cooperation? Are there examples of service providers who cooperate with
farmers/processors/ traders?

3.2.2

Collaboration/competition in commercial support system

• Where are gaps and duplications in service provision
Are the service needs adequately identified or do service providers simply copy the
behaviour of others? Are there examples that major needs are not being addressed?
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How are banks and Micro-Finance Organisations competing? Or do they avoid this by
serving different target groups?
• Opportunities for improved co-operation/co-ordination
Can the cooperation and coordination between input suppliers be improved? What are the
experiences so far with this? What are strong and weak points? Are financial institutions
cooperating in order to be able to serve their clients better?
• Binding and unbinding factors in co-operation/co-ordination.
What are the short- and long-term interests that could enhance the chance that inputs
suppliers will cooperate? What are inhibiting factors? Is there any role for outsiders in this,
or does this only disturb the process? Which outsiders could be most successful:
government agencies, local NGOs, international NGOs, private companies?

3.2.3

Performance of individual companies

• What is the profitability of the products/services delivered
Assess what the “cash cows” are for input- and equipment suppliers. On which kind of
product / services do they make good margins and on which one small? What does this
mean for the development of the sub-sector?
Do the same for banks and Micro-Finance organisations. What is good business for them
and what not? What is the difference between a successful bank and a less successful
one?
• What are major strengths and weaknesses of the service suppliers
Make a SWOT of input suppliers, equipment suppliers, banks and Micro-Finance
Institutes as a group: what are their Strengths and Weaknesses? And what are the
Opportunities and Threats?
• Efficiency and effectiveness of individual organisations
Usually you have individuals and organisation that are performing better than others. Who
are the most successful input suppliers/equipment suppliers/bank/micro-finance institute
in our sub-sector? Why are they more effective and efficient? What can others learn from
them?

3.3

Non Commercial Support System

In general this refers to the support to farmers, processors and traders in terms of skills,
knowledge and information. So we speak about education, research, extension, training
and market information system. The work of NGOs falls in this category as well.
3.3.1

Relations with primary system

• Identification of service needs
How do non-commercial service providers (extension workers, NGOs, export promoters)
identify the support needs of their clients in the primary system (farmers and processors)
and in the marketing channels (middlemen, wholesalers, retailer, exporters)? In other
words: how are extension plans made, curricula developed, research priorities decided
upon, priorities for market information established etc.?
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How can non-commercial service providers get feedback on the quality, quantity and
accessibility of their products/ service?
• Designing (new) services
How do service providers upgrade their products/services? How do they get new ideas for
new products/services for which there might not yet be a demand, bit for which a demand
could be created?
• Dissemination of service
How do non-commercial service providers reach farmers, processors and actors in the
marketing channels? Do they have branches, do they work with agents? If so, are these
able and empowered to design their own packages of services?
• Improved coordination and cooperation with primary actors and marketing channels
Are there examples of non commercial service providers who cooperate with
farmers/processors/ traders?

3.2.2

Collaboration/competition in non-commercial support system

• Where are gaps and duplications in service provision
Do the combined services of non-commercial service providers cover all needs of the
farmers/ processors/ middlemen in terms of skills, knowledge and information? Are there
gaps; e.g. when the skills needed for new technologies are not yet taught at schools, or
when advisors have insufficient knowledge of the latest technologies? What is the role of
NGOs in all this? Do they share their experiences and knowledge?
• Opportunities for improved co-operation/co-ordination
Can the cooperation and coordination between the non-commercial service suppliers be
improved? E.g. can the university upgrade the knowledge of extension workers? Or can it
be the other way around; that university staff could gain much from more exposure to the
field realities? Any example of cooperation between institutes? What are the experiences
so far with this? What are strong and weak points?
• Binding and unbinding factors in co-operation/co-ordination.
What are the short- and long-term interests that could enhance the chance that inputs
suppliers will cooperate? What are inhibiting factors? Is there any role for outsiders in this,
or does this only disturb the process? Which outsiders could be most successful:
government agencies, local NGOs, international NGOs, private companies?

3.2.3

Performance of individual organisations

• What are the strengths and weaknesses of key non-commercial service suppliers
Make SWOTs of the Agricultural University, the research system, agricultural schools, the
Rural Advisory Service, the Market Information System. What are their Strengths and
Weaknesses? And what are the Opportunities and Threats?
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• Efficiency and effectiveness of individual organisations
Usually you have individuals and organisation that are performing better than others. Who
are the most successful non-commercial service suppliers in our sub-sector? Why are
they more effective and efficient? What can others learn from them?
•

Which financing mechanisms are being used for these services, to what extent are
these mechanisms sustainable?
Are clients paying for the skills, knowledge and information that they can obtain? If not,
why not? If yes, is this cost-recovering? Are they ready to pay (more) for better advice?
On which issues/topics/crops are they most willing to pay? What do they think are the
most appropriate ways of paying for services? Is it possible to combine different services
into packages for which clients would be more willing to pay? Is it possible to design
incentives systems that stimulate organisations and individual staff members to optimise
their services to the primary system (in terms of quality, accessibility, coverage etc?)

3.4. Institutional Development System
The analysis of the institutional system focus on its pivotal role to create an enabling
environment. The questions are simple, but often contain the phrase ‘adequate’ a rather
subjective term that forces us to think already in a strategic way.
General

•
•
•
•
•

Are policies and regulations adequate for planning, co-ordination and capacity building
in the sector?
Is there adequate co-ordination & standardisation in essential areas?
Are financing and cost-recovery policies and mechanisms in place?
Are decision-making and enforcement processes in place (including sectoral priorities
and strategies)?
Are policies of various actors (government, donors, etc.) in line with each other or
conflicting?

Relation with primary system

•
•

Are policies and regulations adequate for the primary system to respond to the needs
of the market/clients/target group?
Are policies and regulations adequate to govern co-operation between actors in the
primary system?

Relations with commercial and non-commercial support systems

Are policies and regulations adequate for guiding/supporting organisations within the
support systems?

4.

Developing the sub-sectoral strategies

A (participatory) sector analysis process should lead to setting priorities for development
interventions towards the sector based on the conclusions from the analysis on the sub-
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systems. This should indicate which key-issues need attention with the sector to be able
to improve the functioning of the sector by an effective and efficient intervention strategy.

4.1

Defining sectoral strengths, weaknesses, opportunities and threats

For defining sectoral strengths, weaknesses, opportunities and threats the following
guidelines could be used:
• Opportunities for the sector are needs of the market/clients that could be better
addresses or external factors (e.g. new technologies) that would positively influence
the performance of the primary system;
• Threats can be found in the external factors (political, economical, social, etc.) that are
negatively influencing the performance of the primary system;
• Strengths are those elements of the sector (in the different aspect systems) that can
be used to substantially improve the performance of the sector;
• Weaknesses are those elements of the sector (in the different aspect systems) that
hinder the development of the sector.
After inventorying the S, W, O and T based on the analysis of the aspect systems one has
to prioritise the major S, W, O and T’s in terms of their impact on the sector.

4.2

Matching Strengths and Weaknesses with Opportunities and Threats

To match S, W with O and T’s a strategic orientation matrix can be used while answering
the following questions:
• Which strengths can be used for grabbing which opportunity?
• Which strengths can be used for avoiding which threat?
• Which weaknesses have to be removed for grabbing which opportunities?
• Which weaknesses have to be removed for avoiding which threat?
4.3

Formulating strategies

It is important to create consensus among the main stakeholders via a strategy workshop
using the conclusions from the analysis on the sub-systems. Participants of such a
workshop should include representatives of the different sub-systems. The participants
have to come to consensus on the major opportunities, threats, strengths and
weaknesses affecting the sector. Based on this, strategies can be formulated that indicate
what has to be done to grab the opportunities for the sector and to avert the threats. This
is then the base to formulate strategies to be concretised in a sectoral intervention plan.

4.4

Developing a sectoral improvement plan

The strategies can be worked out and concretised in activities and responsibilities via a
sectoral intervention plan using a logical framework approach.
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Materials of the Workshop
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Annex IV Some notes on the field visits
The mission visited the following farmers, entrepreneurs and regional staff of MAFRD:
Ekrem Mehmeti, owner of apple orchard in Village Cernica, Gjilan Municipality
Agim Isufi, Head of apple association “Fruti”, Kravarice, Gjilan,
Ibrahim Dervishi, owner of top fruit nursery in Koretin, Kamenica
Ibrahim Aliu, head of association in Zhegra village, Gjilan
Zeqir Jahiu, strawberry nurserymen in Zhegra village,
Ismet Dragusha, owner of big greenhouse in MIllosheva, Obilic
Fehmi Sokoli, service provider in Rahovec and carrot producer (incl. storage)
Muhedin Vuziterna, Rahovec, onion producer with improved storage
Elgen Bokshi, input dealer from Gjakova
Pren Ramoja, watermelon nurserymen in Gjakova
Nexhat Morina, owner of greenhouse in Mamusha,
Hamez Morina, owner of second Greenhouse in Mamusha
Shaqir Rexhepi, phytosanitarian inspector, Pristina
Rexhep Uadrovci, phytosanitarian inspector, Pristina
Obviously the mission was too short to get a good total overview of the situation on the
ground, but the mission recognised a number of key-elements in the field visits. The most
important one is that those who invest in modern technologies generally get very high
profits. Yet, they do not like to admit/discuss this in public. Most seem to hope and expect
that by complaining that inputs are too expensive and market prices too low, that they will
get more support from outsiders to further expand their business. From an individual point
of view this seems a logical strategy, yet from a sectoral point of view it is not. One has to
realise that most of the profits are ‘windfall’ profits. Innovative farmers can sell their
products at about double their costs price, because here is no effective competition. Of
course there is competition from abroad, but the costs for land and labour costs are
generally (much) higher and obviously transport costs are much higher. But internally
there is little competition, so those who do invest make good profits. However this will
change; once local markets are saturated prices will be under pressure and margins will
drop. Unless the best producers manage to find new market, in- or outside the country.
To enter export markets is not only a matter of creating favourable fiscal policies (at the
moment this is not too bad; although neighbouring countries subsidise their export and
this should be tackled via the WTO), but also of creating a strong support system. In the
medium term this refers to a market information system, export promotion, advisory
services, and quality support and control systems. In the long run this entails research and
education as well. The set-up of the support systems should be done via joined efforts of
the private- and public sector. The private sector should be convinced that part of their
‘windfall’ profits have to be invested in these long term investments and the public sector
should accept that in some cases the private sector can do things more efficiently (e.g.
extension by input dealers) which means that they might have to channel government
funds to the private sector (e.g. organise a tender for private advisors in the greenhouse
sector). Actually both the public and the private might have to be strengthened to be able
to cooperate effectively (e.g. it seems there are no generally accepted representatives of
farmers and agri-businesses).
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