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Promotion of business models in 
agricultural value chains – Business 

Model Analysis
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Q 2: We are knowledgeable VC development experts. We are able to 

advise VC actors on what is a good business model to invest.

Right               Wrong      Sometimes 

Promotion of business models in agricultural value chains 

Q 1: Some business models have net advantages for value chain 

development. If we promote these models, many VC actors willbenefit.

Agree               Disagree      Why or why not? 

Any comments on these questions? 
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1) Source: Ostenwalder, Pigneur (2010), The Business Model Generation

What is a business model?

A business model is…

…the specific combination of product/markets, internal 

operations and technology, supply and marketing links 

that an enterprise uses to succeed and grow. 

 Every enterprise has a business model, either implicitly or 

explicitly.

 Wikipedia: “A business model shows the rationale of how an 

individual firm creates, captures and delivers value.”1
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Business model canvas - Simplified format

Product

(„value 

proposition“)

Partners, 
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How can we describe a business model? 
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Complete format of the business model canvas 

Key 
Partners

Key 
Activities

Key 
Resources

Value 
Propositions

customer
Relationships

customer
Segments

Channels

Revenue StreamsCost Structure

What key activities do

value propositions, 

relationships,

distribution channels, 

revenue streams 

require?

What value do we 

deliver?

Which of our customer´s 

problems are we helping 

to solve?

What bundles of 

products and services 

are offered?

Which customer needs 

are we satisfying?

Types of relationships 

with each customer?

Are they integrated with 

the business model?

How costly are they?

For whom are we 

creating value? 

Who are the most 

important customers?

Key partners?

Key suppliers?

Which key resources 

are we acquiring from 

partners? 

Which key activities do 

partners perform?

What key resources

do

value propositions, 

relationships,

distribution channels, 

revenue streams 

require?

Through which channels 

are customers reached? 

Are channels integrated?

Which ones 

- work best? 

- are most cost-efficient?

For what value are customers willing to pay? 

For what do they currently pay?

How much does each revenue stream 

contribute to overall revenues?

What are the most important costs inherent in 

the business model? 

Which key resources are most expensive?

Which key activities are most expensive?
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How do business models relate to the value chain? 
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The position in the VC is the 

starting point for describing 

the business models

 The value chain as a whole can be decomposed into business models 

of specific types of operators who follow a similar business model. 

 Value chain development implies improving the business models of 

operators.
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The connection of business models along the chain

customers

relations
Product

Partners,

Supply 

linkages 

Cost 

structure 

Revenue 

stream 

customers

relations
Product

Partners,

Supply 

linkages 

Cost 

structure 

Revenue 

stream 

Supplier business model Buyer business model

“Integrated (interlinked) business model”
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The business model is a system. If we seek greater profitability and 

income of farmers and SMEs, we have to be aware of other financial 

parameters in their business models that will change in parallel. 

 the minimum volume of products made and sold (production scale)

 the volume of raw material, inputs and number of workers required 

 technical efficiency ratios (e.g. yields, transformation rates, energy 

consumption)

 ability of the enterprise to repay loans

 And there are still more issues to consider…

What is the significance of financial biz model analyses?

Critical financial parameters include:
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How can we use the business model approach?

 It helps improving existing business models, especially for small 

enterprises;

 It helps to identify and compare sustainable businesses: Social 

businesses, inclusive businesses, green business models etc.

 It can generate new ideas, develop new business cases to create 

jobs and market access

 We can introduce technical innovations based on a holistic economic 

assessment 

 We can support the replication of improved business models;

 It is a tool for verifying that suggested VC solutions (such as 

linkages, service provision, financing) are financially attractive.
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What are major challenges of promoting business models?

 Do we have sufficient understanding of markets, technologies and 

costs? Do we have enough access to sensible data and information, 

e.g. as an industrial entrepreneur has?

 The decision to invest and the risks have to be taken over by the 

entrepreneur. 

 There are limits to replicating interesting business models because 

of limited market demand.

 There may be unintended negative side effects: Affecting negatively 

the market position of pioneers and competing companies, job 

losses due to mechanization.

 Do companies have access to finance for realizing interesting 

investments?
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Global Project - «Promotion of agricultural 

finance for agri-based enterprises in rural 

areas» 

(GV AgFin)

Turning Business Models into Finance

Bonn, 05.04.2018
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 Overview of the project GV AgFin 

 AgFin Business Model analysis 

 Turning business models into finance- examples from 

Benin

Agenda
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 Title: Promotion of agricultural finance for agri-based enterprises in rural 

areas

 Objective: The supply of farms and agri-based enterprises in rural areas with 

financial services adapted to their business models is improved

 Direct Target Group: Emergent farmers, rural agricultural SMEs and 

cooperatives

 GV AgFin is designed to support other bilateral/regional projects – especially 

the global Green Innovation Centre Projects

GV AgFin: Guiding Principles

GV AgFin
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GV AgFin: Countries of Operation

1. Mali (in 2018)

2. Benin

3. Nigeria (in 2018)

4. Cameroon (in 2018)

5. Zambia

1

2 3

4

5
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 Overview of the project GV AgFin 

 AgFin Business Model analysis

 Turning business models into finance- example from 

Benin

Agenda
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Process of the AgFin business model analysis

1 
Value 

chain 

scoping

2
Selection 

of 

business 

models

4 5 63
In-depth

calcu-

lations
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Business Model Calculation Tool

Report Sheets
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Business Model Calculation Tool
- Figure from the Business Model: 

Improved cashew nursery
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Business Model Calculation Tool
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Business Model Calculation Tool
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Business Model Calculation Tool
- Decline of sales price by 50% for 

grafted Cashew Seedling 

- Additional services remain the same
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Methodology of the business model analysis

1 
Value 

chain 

scoping

2
Selection

of 

business 

models

4 
Develop-

ment of 
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business 

cases

5
Validation
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6

Pilot and 

rollout

3
In-depth

calcu-

lations
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 Overview of the project GV AgFin 

 AgFin Business Model analysis

 Turning business models into 

finance - example from Benin

 Example of the Cashew tree nursery BM

 Process of BM analysis and utilisation in Benin

 Lessons learnt

Agenda
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 Opportunities for the nursery 

BM: Developing market for grafted 

seedlings, high potential for 

competitiveness, high potential 

impact for buying cashew farmers, 

rather low potential for replicability

 Needs for BM upgrading: working 

capital and investment capital for 

material, tools and a vehicle 

 Which SME are profitable with 

which financing? 

  BM analysis for an exemplary 

SME for its actual situation and 

for an improved scenario 

increasing the annual production of 

grafted cashew seedlings from 

5,000 to 25,000 

Turning business model into finance –

Example of the Cashew tree nursery BM

BM 

analysis

VC 

analysis

Collectors

Cashew nurseries

200,000 Cashew farmers 

Processors

World market

Exporters

Input 

supply

Primary 

production

Intermediary 

trade

Processing

Export

Consump-

tion

Agrochemical 

suppliers

Cooperatives
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Turning business model into finance –

Example of the Cashew tree nursery BM

BM 

analysis

 Economic analysis of larger cashew nursery compared to existing scale
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 Calculation of the improved BM: 

 Gross margin of 78% depending on different 

assumptions

 Investment needs in equipment of € 4,656:                                                                                                     

 short-term investment loan € 3,725 for 8 

months at 12%;                                                       

 working capital loan amount € 6,402 (6 

months at 18%)

Turning business model into finance –

Example of the Cashew tree nursery BM

BM 

analysis

Utilisation

Results

 Using the case for a pilot cooperation with real SME and MFI: 

 Convincing the existing SME and MFI of the potential gains of investment

 Elaborating critical financial and technical parameters / selection criteria for 

SME suitable for upgrading their BM 

 Offering technical and financial services for BM upgrading

 Elaborating real business plans and loan applications for the existing SME 
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 Step 1 to 4: Identification, description and calculation of business models  different levels of 

profitability and feasibility and scale of potential MFI clients: 

 5 short term group loans: input loans for soy/rice, group marketing loans cashew and 

shea, cashew maintenance loan

 8 short-/mid-term individual investment and working capital loans: extension of 

poultry production (trad./modern broiler, layer), soy cheese processing, rice mill, cashew 

tree nursery, cashew orchard maintenance service provider, soy thresher, tractor

 Step 5 to 6: Different joint and separate workshops and working sessions with farmer 

organizations, entrepreneurs and (potential) partner FI:  

 To convince both sides of the potential profitability of the models and of the 

entrepreneurial/commercial approach of the project and to prioritize the models 

 To elaborate with both sides realistic and feasible selection criteria, pilot clients, 

financial product conditions, support/control services for                                                         

pilot financing collaboration schemes 

Turning business model into finance –

BM analysis and utilization in Benin 

1. VC 

scoping

2. BM 

selection

3. Calc.

4. Mini-

Business 

Cases

Under-

standing

Utilisation 

by entre-

preneurs

Utilisation 

by FI
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 Setting up pilot financing collaboration schemes: 

 (Tripartite) MoUs clarifying the roles of farmer organisations/SME, MFI, project

 Service contracts or grants for field agents of farmer organisations or advisory 

service providers for client selection, communication and field/village control 

visits from facilitation to disbursement until reimbursement

 Service contracts or grants for MFI consultants for supporting strategy and 

product development 

 Results of facilitated loans in 2016/17 with 100% own Fi capital resources: 

 Cashew group marketing loans for 169 farmers (7 cooperatives), 100% 

repayment; ongoing loans for 1212 farmers (36 cooperatives) 

 Shea group marketing loans for 852 women (37 cooperatives), 100% repayment

 Ongoing soy group input loans for 342 farmers (23 cooperatives)

 Ongoing individual investment and working capital loans for 15 SME: cashew 

tree nursery, soy processors and poultry farmers

Creating

examples of 

improved 

BM

Building 

services for 

improving 

BM

Upscaling 

improved 

BM

Embedding 

improving 

BM 

practices

Turning business model into finance –

BM analysis and utilization in Benin 
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 BM analysis can to be done…

 for average/typical and real farmer/SME

 comparing actual situations with improved scenarios

 using different tools for different degree of details

 depending on the aim and user (“teaser” or basis for product development for FI, basis 

for individual business plans or group loan applications)

 BM analysis is giving information for an upgrading package with needs for technical, 

organizational and financial improvements and services (training, coaching, financing) 

 BM analysis have be continuously adapted with VC actors 

 depending on different capacity levels and backgrounds 

 before and after pilot financing collaboration experiences 

 for integrating and institutionalising the tools in manuals, trainings and policies of 

farmer organizations, SME service providers and FI 

Turning business model into finance – lessons learnt 

BM 

analysis

Utilisation

Results


