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Executive Summary  

Research on global value chains (GVCs) has often focussed on the perspective of the lead firm. 

However, in this study we turn our attention to the suppliers by looking at how they are impacted by 

lead firms when participating in GVCs. With this research we wish to add new insights to this field 

of study by examining the case of Nicaraguan cocoa smallholders’ participation in a GVC. We 

approach this research through a specific analysis of the different knowledge sharing processes, 

which take place within the GVC as we perceive these processes to be critical for the development 

of the cocoa smallholders’ capabilities and for sustaining a competitive advantage. By applying a 

theoretical framework, which combines the aspects of GVC theory as well as a resource-based view 

of the firm (RBV) and knowledge-based perspective we set out to investigate: “How do 

Nicaraguan cocoa smallholders acquire knowledge and develop capabilities to upgrade the cocoa 

production?”  

In order to answer our research question we have conducted a case study of cocoa smallholders 

from the Nueva Waslala Cooperative (NWC). These cocoa smallholders participate in a GVC with 

the German chocolate manufacturer, Ritter Sport, by selling their cocoa to the cooperative, which 

then processes it into the semi-finished product which Ritter Sport purchases. Ritter Sport sources 

cocoa through a Public Private Partnership with a local NGO, Association for Diversification and 

Communal Development (ADDAC). ADDAC assists in the training of the cocoa smallholders 

within the areas of farming practices and cooperativism. At present time the cooperative depends on 

ADDAC to provide support to them in their daily operations. Conducting this case study involves a 

fieldwork research to Nicaragua, which enables us to provide empirical evidence to carry out an in-

depth analysis of the interaction between the different actors when sharing knowledge concerning 

farming practices in the GVC.  

Among our findings, we discovered that the cocoa smallholders, including the workers in the 

cooperative, acquire knowledge through interaction among themselves, and Ritter Sport and 

ADDAC. This acquisition of knowledge enables the cocoa smallholders to produce the product 

required by Ritter Sport. Hence, the cocoa smallholders develop capabilities in relations to farming 

practices. However, in this analysis we also discovered that there were organizational issues, which 

we believed to be crucial for the development of the cocoa smallholders’ capabilities and therefore 

required an analysis of its own. Here, we discovered several deficiencies in the knowledge sharing 

processes, which hinders the development of the cocoa smallholders’ managerial skills and 

constitutes an obstacle for their independence from ADDAC.  
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2. Introduction 

Globalization is day by day making the world a smaller place to live and do business in. Firms are 

increasingly moving parts of their operations beyond country borders as they seek to explore and 

exploit new markets. This has changed the world economy and the way in which trade as well as 

production is organized across the world. Buyers and suppliers are now linked to each other in 

structures of GVCs, which connect the north to the south by creating ties between firms of 

developed countries and firms of developing countries. In these relationships, buyers, usually 

located in developed countries, are increasingly focussing on product development, marketing, 

retailing, and other value-added activities, while suppliers located in developing countries are 

increasingly dedicated to manufacturing and production activities within agricultural and other 

extractive industries. Developing country firms’ access to export markets increasingly depends on 

their insertion into GVCs. While suppliers in the greater part of Asia are experiencing rapid 

industrial growth, other developing countries in Africa and Central America remain largely 

dependent on exports of agricultural commodities. Agricultural commodities have a particular 

developmental interest as they are often produced by poor rural communities in developing 

countries, which rely on participation in GVCs.  

 

In the abovementioned case of Central America, Nicaragua is an example of such a country where 

the economy depends greatly on agricultural commodities. Nicaragua is mostly known as a coffee 

producing country, however, in the last decade or so, there has been an increasing focus on cocoa as 

an export opportunity. Nicaragua is focussing on the production of organic cocoa but still only 

produces a fairly small amount. This increasing focus on organic cocoa must be seen in relations to 

the tendency on the cocoa market towards quality cocoa. The new tendency has shifted the 

chocolate consumption from being a question of having a sweat tooth to a discussion on quality. 

This change has made cocoa production a matter of survival for the producers as it requires the 

implementation of standards for how to produce quality. This has entailed a pressure on suppliers to 

focus on those internal resources, which represent a competitive advantage. In a market where 

competition is no longer just about milk chocolate and price, but rather is concerned with customers 

demand for quality products, knowledge becomes a crucial resource for cocoa producers to gain 

capabilities and competitive advantage. The role of knowledge should be seen in the context of the 

new demand for quality as suppliers may not have the capabilities needed to live up to the 
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requirements in the GVC and it will therefore require the development of new capabilities that may 

take place through knowledge sharing between the actors in the GVC.  

2.1 Introduction to the Case Study  

The cocoa smallholders in this case are members of the NWC located in the city of Waslala in the 

North Eastern part of Nicaragua. The members of the cooperative cultivate cocoa on their farms and 

sell the cocoa pulp to the cooperative. The NWC is one of 16 cooperatives in Nicaragua which sell 

fermented and dried cocoa to the German chocolate manufacturer, Ritter Sport. Waslala is today 

one of the most developed areas of cocoa production with several years of experience in exporting 

cocoa to Europe and other countries in Central America. The cocoa market in Nicaragua is 

dominated by two international buyers: Ritter Sport and Zotter, an Austrian chocolate manufacturer.  

The cocoa production in Nicaragua relies on 6,500 cocoa smallholder families, which in total 

produce approximately 1,000 tons cocoa per year (UNIDO). It is a fairly small production 

compared to other cocoa producing countries in Latin America, such as Brazil and Ecuador, which 

respectively produce 225,006 and 120,582 tons of cocoa per year (FAO). The explanation is that the 

cocoa sector in Nicaragua throughout years has been overlooked by other agricultural commodities 

such as sugar cane, coffee, and cotton. Moreover, cocoa plantations have been plagued by the 

infectious disease of monilia which has been spread by hurricanes. This has resulted in a large 

reduction in productivity in the cocoa sector (UNIDO).  

 

Quality has not been required, as the cocoa has exclusively been sold to the local market where 

there is no demand for quality (UNIDO). However, the increased interest by foreign firms on the 

Nicaraguan cocoa has involved a shift in demand to quality cocoa required not only investments 

and capacity to production but also skills that would equip the cocoa smallholders to perform a 

more efficient management in the cultivation; such as shade, monilia etc., and harvest, post-harvest. 

This is in line with our case as Ritter Sport demands a standard cocoa quality, which entails that the 

cocoa smallholders should comply with the firms’ product and process specifications. Through a 

Public Private Partnership, the local NGO, ADDAC assists in training the cocoa smallholders to 

develop their skills in accordance with these quality requirements. ADDAC and Ritter Sport 

acknowledge that the survival of the cocoa smallholders is determined by the organization’s ability 

to improve the production and quality of the cocoa delivered to Ritter Sport. This case is concerned 

with the knowledge and capabilities of the cocoa smallholders to upgrade in the cocoa production 

seen in the context of a GVC.  
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3. Research Question 

In relation to the abovementioned introduction our research question focuses on how the actors in 

the Nicaraguan GVC for cocoa share knowledge amongst each other and how this social interaction 

may induce the development of capabilities to upgrade in the production.  

Based on a GVC perspective we assume the following hypothesis:  

“Cocoa smallholders participating in a GVC develop capabilities to upgrade the cocoa 

production”.  

In order to test our hypothesis we have created the following research question: 

“How do the Nicaraguan cocoa smallholders acquire knowledge and develop capabilities to 

upgrade the cocoa production?”  

4. Scientific Approach  

We understand the world as socially constructed. Thus, our analytic standpoint is the set of lenses 

through which we see the world and analyze our empirical data. Based on our theoretical 

propositions, we have described and constructed our area of research in order to categorize and 

structure our analysis of the cocoa smallholders’ acquisition of knowledge and development of 

capabilities. Thus, the theoretical framework created for this thesis guides the process of collecting 

and analyzing our data. Moreover, in a socially constructed world knowledge is seen as shared and 

created in the social interaction between individuals. Thus, the interactions between the different 

actors in this GVC become a vital variable of investigation. As these relations are socially 

constructed it is difficult to establish a general truth. In a socially constructed world the analysis of 

the cocoa smallholders, workers, ADDAC and Ritter are based on their actions and their 

explanations.  

5. Delimitation  

Our thesis implies a focus on the buyer-supplier relationship between Ritter Sport and its suppliers 

of cocoa. From the perspective of the cocoa smallholders, we will look at the impacts of a foreign 

firm on the knowledge and capabilities of the suppliers. In this investigation, we naturally restrict 

our focus to that part of the value chain, which directly involves the cocoa smallholders. The value 

chains activities are therefore confined to the production of cocoa beans. Particular attention is paid 
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to the cultivation, fermentation and drying processes of the cocoa beans, which take place within 

the boundaries of Nicaragua. 

 

Although, the cocoa smallholders sell three different categories of cocoa: conventional, in transition 

and organic to the cooperative, we regard these categories as a unity and therefore refer to it as 

cocoa irrespective of the category. Making a distinction between these categories is not relevant for 

our study as we will look at all the members of the cooperative and the sum of their experiences 

required in the production of the cocoa, rather than the experiences that are required to produce a 

specific category of cocoa.   

 

We do not focus on the financial and material resources that are allocated within this GVC, unless 

these are specifically touched upon by the interviewees, as these are premises for the operation in 

any professional marked relationship, here between Ritter Sport and the cocoa smallholders.  

Knowledge and human resources are analyzed upon when and if they show up as empirically 

important factors.  

 

The purpose of the thesis is not to outline all the exogenous factors, such as government policies or 

other institutional factors that may influence the development of cocoa smallholders’ capabilities 

but rather focus on those actors that we believe to have direct impact on cocoa smallholders’ 

knowledge and capabilities, such as Ritter Sport and ADDAC. These factors are therefore treated to 

the extent where they provide necessary explanations.  

6. Choice of Theory 

Seen from a practical perspective, the cocoa smallholders participate in a GVC with Ritter Sport. As 

supplier, an important priority is to develop capabilities in order to upgrade the production and gain 

competitive advantages. Thus, the challenge is to figure out how the cocoa smallholders practically 

can gain competitive advantage when working in a GVC with Ritter Sport. We wish to operate with 

an analysis, which can give an insight into if and how cocoa smallholders develop capabilities in 

praxis in order to gain competitive advantage.  

Seen from a theoretical perspective, in order to answer the research question, we take our point of 

departure in two theoretical perspectives: Gary Gereffi et al.’s (2005) theory on GVCs and Ikurijo 

Nonaka’s (1994) theory on the knowledge creating firm. The GVC theory outlines the actors and 

activities in the GVC. Moreover, the theory presents capabilities, the complexity and codifiability 
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of knowledge and information as equally important factors for, among other things, the cocoa 

smallholders to upgrade in the cocoa production. Ikurijo Nonaka, on his side, sees implementation 

of knowledge as the essential factor for the development of supplier capabilities and their ability to 

upgrade and gain competitive advantage. This knowledge-based theory aims to develop the 

endogenous and firm-specific competitive advantages, which are not easily imitated by others. 

Hence, the theory provides a perspective on how the suppliers develop capabilities, which enables 

them to perform better than other suppliers.  

As these theories are based on some fundamental assumptions on economics they are analyzed 

through their theoretical assumptions. The analysis of the theories include these underlying 

assumptions on which the theories base their arguments, respectively the transaction cost theory 

(Oliver E. Williamson; Jean-francois Hennart) and resource-based theory (Edith Penrose) with 

respect to the GVC and the knowledge based theory with respect to Nonaka’s theory. However, 

despite of the theories are commonly based on resource-based theory they differ in their 

understanding of and focus on the resources of a firm, such as capabilities. Hence, analytical objects 

will be drawn from differences and similarities between the theories and their concepts. 

As the focus of the thesis is how the suppliers acquire knowledge and develop capabilities to 

upgrade in the production with a focus on the endogenous and firm-specific factors, the two 

different theories will be explained in chapter “8. Theoretical Perspective”. In this, the theoretical 

arguments will be explained to analyze the development of suppliers’ capabilities to upgrade in a 

GVC.  

7. Structure of Thesis 

This chapter presents the reader with an overview of the thesis: 

 

Part I contains the introduction, an introduction to the case material and the problem area, which 

explicates the research area of the thesis. Furthermore, it consists of the delimitations of the 

research area and the scientific approach of the thesis, which is important for the understanding of 

the chosen perspective on theory, methodology and case material followed by the structure of the 

thesis and a necessary review of the choice of theories. 

 

Part II explains the chosen theories and the underlying assumptions of these theories; Gereffi et al. – 

the GVC framework and Ikurijo Nonaka - The Knowledge Creating Firm. Next, the theories’ 
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understanding of upgrading, knowledge and capabilities is analyzed.  

 

Part III presents an introduction and discussion of the methodological considerations of this study. 

This includes research strategy, data collection as well as a description and reflection on our 

fieldwork followed by our analytical framework that will serve as a tool to analyze our data. 

 

Part V contains the analysis which includes three parts: 1) the first part presents an analysis of the 

Nicaraguan cocoa value chain by use of the GVC framework. This is done with the purpose of 

understanding the activities, the functions of the actors: Ritter Sport, NGO & suppliers and their 

relationship before analyzing the process of knowledge creation and development of capabilities 

taking place within these GVCs; 2) the second part, presents an analysis of the knowledge acquired 

and capabilities developed in the GVC related to the cocoa production. In this part, the knowledge 

of the actors is identified. For this purpose Nonaka’s knowledge creation process theory on 

categorizing knowledge sharing processes is applied to compare and evaluate the knowledge of the 

different actors in the GVC and how knowledge is created and shared within a GVC to determine 

how and if capabilities are developed in a GVC. Finally, 3) the third part presents an analysis of the 

organizational level. This includes an analysis of the knowledge acquired and capabilities 

developed in the interaction between the actors on organizational issues, such as management, 

cooperativism and communication. Nonaka’s knowledge creation theory is applied.  

 

Part VI contains a discussion of the theoretical concepts in relation to the findings. Including the 

theory, research question will be discussed and a valid conclusion reached. Lastly, our conclusions 

and main findings and answers to the research question are presented. 

 8. Theoretical Perspective   

This chapter presents the chosen theories, which represent two separate perspectives on what 

constitutes the competitive advantages of an organization. We will shortly describe the theoretical 

underpinnings of the two theories and what consequences it has both for the scope of the theory and 

the praxis of the organizations with respect to their way of handling the production and developing 

supplier capabilities to gain competitiveness.  

We have built our theoretical framework upon Gary Gereffi et al.’s (2005) GVC (GVC) theory and 

Ikurijo Nonaka’s (1994) theory of knowledge creation. Both theories have in common their focus 

on resources as crucial assets in the production of goods and hence for the development of 
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competitive advantages. However, the two theories are widely different in terms of where the firm 

should focus, with what activities and to what extend in order to achieve the wanted goal. The GVC 

outlines the different activities and actors in the GVC, which should help to identify the sources of 

competitive advantage. Nonaka is focused on the process of creating knowledge within the 

boundaries of the organization as a way to gain competitive advantages. In this way, the two 

theories differ. The GVC provides a tool to outline actors and activities while Nonaka as a 

complementary theory focuses on the development of internal resources as source of competitive 

advantage.  

8.1 From Global Commodity Chains to Global Value Chains  

Gary Gereffi is one of the most cited scholars within the GVC literature. In his article “The 

Organization of Buyer-Driven Global Commodity Chains: How U.S. Retailers Shape Overseas 

Production Networks” from 1994, he describes how global production can be organized into 

producer- or buyer-driven chains, referred to as Global Commodity Chains (GCC). In 2005, Gereffi 

publishes the article “The Governance of GVCs” developed in collaboration with John Humphrey 

and Timothy J. Sturgeon. In the article, they build upon the GCC approach and develop a new 

framework for analysing GVCs. This framework broadens the understanding on how GVCs are 

organized. The advancement in the GVC analysis entails a change from a GCC perspective to a 

GVC firm-level perspective, which comprises a buyer-supplier relationship.  In the following, we 

will explain how the GVC framework has developed from the original GCC framework.  

8.1.1 The Organization of Global Industries in Global Commodity Chains  

In 1994 Gereffi introduces the GCC framework, which is developed with a focus on the 

organization of global industries. This entails mapping out all actors involved in the production and 

distribution of a specific good or service and understanding the relationships between these actors 

(Bair, 2005:157). Hence, the framework is a tool to identify the different actors and activities in the 

chain, which are crucial for the improvement of the production of a good. The analytical 

dimensions of GCCs consist of: an input-output structure, a geographical configuration, a 

governance structure (Gereffi, 1994:97), and an institutional context (Gereffi, 1995:113). Two of 

these dimensions are of interest to our study. The first is the input-output structure. This structure 

describes the process that a product undergoes from the inputs of the raw materials to the making of 

a final product. The product goes through different stages of activities such as design, production, 

marketing, distribution and after-sales service. As the product moves through these activities, value 
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is added to the product, which is reflected in e.g. improved quality of the final product. The value 

added to the product is influenced not only by financial and material resources but also by human 

resources (Gereffi, 1994:97). 

The second interesting dimension is the governance structure, which is defined as the lead firms’ 

role in the coordination and exertion of control over other actors in the chain and how these firms 

distribute value in the chain. This entails that the lead firm controls how the financial, material and 

human resources are allocated and flow within the chain (Gereffi, 1994:97). Hence, governance is 

an expression of the chosen strategies of the lead firm, which influences the firm performance and 

competitiveness. What does the firm choose to focus on, with what activities, how does it choose to 

allocate its resources in the GVC and to what extent in order to achieve its goals.  

Within GCCs, the governance structure has been categorized according to the role of two types of 

lead firms: producers and buyers. The main distinction here is that producer-driven chains are 

governed by large manufacturers, while the buyer-driven chains are governed by retailers or 

marketers. Governance in these chains is analyzed from the perspective of the whole chain, which 

means that all the different segments of the chain are taken into account. Producer-driven chains are 

detected in industries such as autos and computers, where manufacturers exert control over 

vertically integrated production systems. Commodities produced in these industries often require 

capital and technology intensive production, which results in high entry barriers of these chains. 

Buyer-driven chains are found in industries such as garments, footwear and electronics etc. Entry 

barriers in these industries are low due to the more labour-intensive character of the commodities 

produced in these chains. These industries are characterized by large retailers, brand-named 

marketers who manage the networks of independent suppliers and contractors who undertake the 

production activities of the chain. These companies do not own production. Instead, they focus on 

design, branding and marketing (Gereffi, 1994:99).  

8.1.2 Buyer-Supplier Relationships in GVCs  

In 2005, Gereffi et al. introduces the GVC framework as an extension of the original GCC 

framework. The GVC framework concentrates on the particular linkage between buyers and 

suppliers, and the nature and content of these inter-firm linkages (Gereffi et al., 2005:98). The 

nature and content refers to the characteristics of such a relationship that are determined by factors, 

such as technology, knowledge and capabilities. The framework is developed as to capture a more 

extensive variety of governance structures within a wider range of industries. A shift from the 
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vertically integrated producer-driven type has now occurred in some industries; and new network 

forms have been detected which the buyer-driven type is not able to absorb (Sturgeon, 2009:117). 

This has caused a change in the conceptualization of governance to not only concern those 

industries of capital and labour intensity that the GCC largely proclaims. The GCC view on 

governance, technology, and entry barriers is static because its distinction between these two 

categories is determined exclusively by capital or labour factors. Currently, the GVC acknowledges 

that governance, technology and barriers to entry are dynamic as a result of technological change 

and learning at the firm-and industry-level (Sturgeon, 2009:117).  

8.1.3 Governance and the Determinants of GVCs 

In the GVC framework, governance is a central concept and defines the relationship between buyer 

and supplier. As stated earlier, governance in GVCs is related to the degree of control that is 

exercised by lead firms over product and production processes (Humphrey and Schmitz, 2002b:8). 

The lead firm sets parameters on what and how the supplier should produce a specific product 

(Humphrey and Schmitz, 2002b:8). For instance, buyers may, as in our case, specify process 

parameters in relation to quality standards. One of the buyer’s roles in this process is to give 

detailed instructions on how to obtain such specific standards. In relation to this, the buyer may 

demand and even assist in the introduction of particular production processes and monitoring 

procedures, etc. When this is the case, buyer is referred to as the ‘lead firm’ in the chain (Humphrey 

and Schmitz, 2002b:8).  

Gereffi et al. (2005) argue that the structure of governance can change over time and that such 

change is influenced by three determinants. These are: (1) the complexity of information and 

knowledge transfer that is needed to uphold a particular transaction; (2) the degree to which 

information and knowledge can be codified in order to be transferred efficiently between the actors 

in the chain; (3) the capabilities that the suppliers hold in relation to the requisites of the particular 

transaction (Gereffi et al., 2005:85). These three determinants are related to the transactions that 

occur between buyer and supplier. Such transactions involve the transfer of knowledge and 

information related to process and product specifications. The determinants are assessed from a 

valuation of high or low value.  
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Figure 1 Key Determinants of Governance  

 

Source: Gereffi et al. (2005: 87, table 1)  

In the GVC framework, complexity of transactions increases as lead firms place new demands on 

the value chain by increasing product differentiation etc. (Gereffi et al., 2005:84). However, 

complexity is closely related to codifiability or the ability to codify transactions. The connection 

between these two variables is observed in the way that the complexity of transactions is diminished 

through codification (Gereffi et al., 2005:85). This means that when the information and knowledge 

exchanged between the actors in the chain is systematized and categorized, it facilitates the 

implementation of product and process specifications. For instance, codifying specifications for 

organic certified production into systemized schemes assists the suppliers to meet the requirements 

for an organic product. Suppliers’ capabilities interact with the complexity and the codifiability of 

transactions and also play a crucial role for the patterns of governance. Supplier capabilities refer 

here to the suppliers’ ability to acquire complex information or knowledge from lead firms and next 

to be able to operate in accordance to such information or knowledge.  

 

All three determinants may interact with tacit knowledge in different ways, as it may be a crucial 

asset for the transactions between buyer and supplier. As a product becomes more complex and 

therefore harder to codify, the higher becomes the need to transfer tacit knowledge. This entails a 

higher incentive for lead firm to internalize all value chain activities. When tacit knowledge is 

exchanged between buyer and supplier, it affects the complexity of transactions, the codifiability of 

product specifications and the actual relationship between buyer and supplier. According to Gereffi, 

the exchange of complex tacit information is most often accomplished by frequent face-to-face 
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interaction between buyer and supplier and governed by high levels of explicit coordination 

(Gereffi et al. 2005:86). When tacit knowledge is required for suppliers to produce a specific good, 

it affects the complexity of transactions, as it is more difficult to transfer the tacit knowledge from 

buyer to supplier. Hence, the transfer of tacit knowledge requires a closer interaction between buyer 

and supplier.  

 

From the different combinations of the three determinants, Gereffi et al. (2005:86) have identified 

five probable types of governance structures in GVCs: 1) market chains are governed by price; 2) 

modular chains, when complex information and knowledge is transferred to highly competent 

suppliers; 3) relational chains, when tacit and complex knowledge is transferred between buyers 

and highly competent suppliers in a mutually dependent relationship; 4) captive chains when the 

combination of complex product specifications with low supplier competences implies high levels 

of buyer involvement and control; and 5) hierarchical chains, when lead firms own and control all 

the value chain activities, the chain becomes vertically integrated chains. Hence, in three out of the 

five governance structures the GVC theory describes a relation between buyer and supplier.  

 

In sum, the GCC framework is static and confined to particular industries in its view on buyer and 

supplier relationship. It provides a tool for mapping out all the different actors and activities in the 

chain within two categories of industries: capital and labour-intensive. The GVC framework, on the 

other hand, has a micro level perspective with a focus on specific relationships between buyer and 

supplier. In addition, the GVC framework integrates the dynamic features of value chains as it 

states that the structure of governance in these cross-border relationships changes depending on 

different dynamic determinants of the GVC: The complexity of transactions and codifiability of 

knowledge and information and the suppliers’ capabilities. 

8.2 Upgrading 

 Upgrading within the GVC literature has been applied to emphasize the possibility for local 

suppliers to improve their position within the chain, either by making products that have more 

value-added or by moving into higher value-added activities, which provide better returns to 

suppliers (Gibbon & Ponte, 2005:87). According to Humphrey and Schmitz (2002a:1020; 2000:3-4) 

upgrading is a way for suppliers to improve product, process or function for the achievement of 

higher production efficiency and to improve competitiveness. In process upgrading, the suppliers 

adopt new technologies or reorganize production to make the products more efficiently. In product 
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upgrading, suppliers may upgrade their products by making more sophisticated and valuable 

products, for instance measured in terms of the product quality. Functional upgrading refers to the 

acquisition of new functions in the chain that increase the skill content of activities. The last type of 

upgrading, inter-sectoral upgrading refers to the use of knowledge and competences acquired in a 

particular function of a chain to move into the chain or sector for another product (Humphrey & 

Schmitz, 2002a:1020). These four types of upgrading are then related to the flow of knowledge and 

information between buyer and supplier (Gereffi, 1999:52). As global buyers provide local 

producers with knowledge on how to perform certain activities, the producers may learn how to 

improve their production processes, achieve consistency and high quality (Schmitz, 2006:555). 

Additionally, upgrading in the GVC provide local suppliers with access to new markets, the 

potential for learning and the acquisition of capabilities (Humphrey, 2004:2). Hence, when the 

suppliers in a GVC move from one way of producing a good to a new way, it may develop the 

suppliers’ capabilities as a result of inter-firm linkage.  

8.2.1 Agricultural Upgrading and Governance – the Case of Cocoa  

In the previous sections we have presented the concept of upgrading and governance in more 

general terms. In the following we will relate these concepts to agricultural commodities and more 

specifically to the case of cocoa in order to understand the upgrading opportunities available to 

local producers in these particular GVCs.  

 

The GVC, or global commodity chain analysis has mainly been confined to manufactured 

commodities such as automobiles, textiles, garments etc. (Gibbon, 2001: 345). However, the 

characteristics of the commodity in relation to the nature and the processing requirements of the 

particular commodity have an impact on the governance structure (Talbot, 2002:727). For this 

reason, difficulties have arisen when attempting to apply the producer- and buyer-driven typology 

to other categories of commodities, such as agricultural commodities (Talbot, 2009:97). When 

relating this typology to the analysis of agricultural commodities, the chain appears at first hand to 

be buyer-driven. The buyer in this chain focuses on designing, marketing and branding their 

products, while sourcing cocoa beans from independent suppliers. These suppliers undertake 

labour-intensive functions such as harvesting, fermentation and drying. The buyer sets the 

requirements on e.g. quality production in the chain and controls the terms of production performed 

by the cocoa smallholders. However, conclusions from research particular to agricultural 

commodity chains reveal some shortcomings of the producer- and buyer-driven typology (Talbot, 
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2009:98). The GCC defines governance according to the whole chain and is therefore not able to 

identify the duality of the governance structures in agricultural commodity chains where the chain 

may be governed both by producers and buyers. While the producer- and buyer-driven typology has 

proven useful in studies of manufacturing chains, it has not managed to adequately understand the 

specific features of these agricultural chains (Talbot, 2009:97). The reason for this is that these 

chains can be governed both by producers and buyers (Talbot, 2009:97). On the one hand, the 

chains are governed by lead firms with buyer characteristics as described above while, on the other 

hand, it may also be governed by lead firms characterized as producers. These producers are 

involved directly in manufacturing their products; using capital intensive and technologically 

sophisticated methods (Talbot, 2009:98), e.g. the process of roasting and cracking of the cocoa 

beans to extract the nibs (see figure 2). In this same line, Fold (2002) has also argued that the cocoa-

chocolate chains have characteristics that fall outside the scope of the producer- and buyer-driven 

typology. Governance in the cocoa chain can be seen as buyer-driven with two competing but also 

cooperating groups of lead firms: chocolate manufactures and grinders who both have a high degree 

of leverage on other actors upstream and downstream (Fold, 2002:244).  

 

The GVC focuses mainly on the vertical relationship between buyer and supplier, but it does not 

account for other actors, which may also have an influence on governance and upgrading. The 

different parts of the chain may have different types of actors, governance structures and input-

output relations (Talbot, 2009:103). This entails, that MNCs are not the only possible actors 

involved in governing agricultural commodity chains but other actors such as NGO’s can also play 

an essential role in governing these chains (Talbot, 2009:101).  

 

Figure 2 Example of a Cocoa-Chocolate Global Value Chain 

Cocoa Smallholders  Processing Firms (Grinders)      Chocolate Manufacturer 

 

Source: Talbot, 2002:711  
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As mentioned previously, the GVC literature distinguishes between four categories of upgrading. 

However, within agricultural commodities it is difficult to make a distinction between the 

categorization of product and process upgrading (Gibbon, 2005:89). For instance, the process and 

the product outcome are tightly interrelated as organic processes generate a new category of 

products (Gibbon, 2005:89). Furthermore, the GVC literature has often proclaimed the progressive 

steps of upgrading by ‘moving up the ladder’ towards functional upgrading as the optimal form of 

upgrading (Gibbon 2005:90, Schmitz, 2006:567). In this way, functional upgrading has surpassed 

other forms of upgrading such as the deepening of capabilities within a certain function of the value 

chain (Schmitz, 2006:567). For some producers it may be an advantage to specialize their skills 

within a certain function rather than upgrading functionally into a new function. For instance, cocoa 

smallholders may deepen their capabilities within different farming practices, such as cultivation 

and harvesting.  

8.3 The Theoretical Underpinnings of the GVC Framework  

The GVC framework draws on transaction cost theory (TC) and the resource-based view (RBV) to 

identify complexity, codifiability and supplier capabilities, which are crucial variables in 

determining how GVCs are governed. 

 

Transaction cost theory builds an explanation of the MNC by focussing on the firm’s costs related 

to an economic transaction. Thus, the main underlying assumption of the GVC is based on the 

influence of transaction costs on firms’ decision either to internalize their activities, entailing firms 

taking the shape of hierarchies, or to rely on markets (Williamson, 1981:549). Furthermore, 

between these two extremes lies a third explanation for the existence of the MNC, which is based 

on contractual agreements (Hennart, 1991:101). This relates to the firms’ decision to outsource their 

activities to other firms and where to locate such activities in order for the firm to gain competitive 

advantage. Thus, the GVC employs transaction costs to explain the relationship between firms – 

buyers and suppliers – and the extent to which these assets involve specific transactions. Asset 

specificity arises when one or both parties to the transaction invest in equipment specially designed 

to carry out the transaction, which has lower value in other uses but is an investment specific to a 

particular transaction (Williamson, 1981:555). Transaction costs takes into account the risk of 

opportunistic behaviour, which either rules out outsourcing or makes it more costly because 

preventive action, such as contracts, needs to be taken (Hennart, 1991:101). Opportunism occurs 

when actors may take advantage of other actors and act in their own self-interest. For instance, 
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suppliers may sell their products through the local market if price is found more beneficial or 

profitable compared to the price offered by the MNC. In this case, contracts may be used to reduce 

enforcement costs and the threats of opportunism by specifying on beforehand the terms and 

conditions of the trade (Hennart, 1991:101).  

 

The other theoretical perspective from which the GVC builds its assumptions is the resource-based 

view. This view of the firm provides an alternative view on why firms either internalize their 

activities or externalize and build complex inter-firm relations. In contrast to the TC theory, the 

resource-based view on firms’ competitive advantage and performance is influenced by the 

development of firms’ internal resources, in particular the human resources of the firm (Penrose, 

4:2009). Developing and protecting the human resources of firms, such as capabilities that are 

difficult for competitors to imitate, become sources of competitive advantage (Penrose, 121:2009). 

In relation to this, learning becomes an essential factor for developing capabilities within the firm 

(Penrose, 225:1956).  

 

In sum, transaction cost theories give attention to the influence of transactions costs on the firm’s 

decision to operate either through the market or within its own boundaries in order to gain 

competitive advantage. Organizing activities and actors in the inter-firm linkages in order to avoid 

transaction costs is seen as the source of competitive advantage, where the RBV pays particular 

attention to the firm’s internal resources, such as the capabilities within the organization. 

Additionally, RBV views the processes of learning as the source to gain competitive advantage. The 

GVC theory seeks to define the three determinants representing both economic and social factors. 

The economic aspect relates to how economic rents are distributed along the value chain to gain 

competitive advantage. The social aspect of the GVC is reflected in the interaction between buyer 

and supplier, which determines the suppliers’ prospect for upgrading. With the GVC theory the 

authors seek to define the three determinants and argue for a dynamic view on knowledge and 

capabilities as they may vary between low and high. However, the GVC mainly focuses on the 

inter-firm linkages as determining the global buyers’ ability or interest in conveying knowledge to 

local producers to upgrade the product and processes. Although they recognize the dynamic aspect 

of the variables, they do not provide a tool on how the variables change and which processes are 

required in these inter-firm linkages to upgrade and gain competitive advantage. The RBV 

emphasizes the development of the internal resources of an organization and states that supplier 

capabilities and the development of these also play a crucial role in the transmission of knowledge 
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from global buyer to supplier, which is relevant for them to learn and upgrade in GVCs. 

Nevertheless, the aspect of combining internal firm-level capabilities and how to create knowledge 

and develop these capabilities appears to be excluded from the GVC theory.  

8.4 Operationalizing the Determinants of the GVC Framework 

The GVC framework describes three determinants; supplier capabilities, complexity and 

codifiability of knowledge and information transfer in the explanation of buyer-supplier relations. 

Additionally the framework indicates that variations in the determinants should be measured in 

terms of high and low in order to identify the buyer-suppliers relationship and, thus, suppliers’ 

opportunity for upgrading. However, the GVC does not indicate any specific methods for 

identifying and measuring these variables and how they change.  

Several scholars have developed frameworks for analysing GVCs, which provide insights into ways 

of operationalizing the main elements in the GVC. Among these scholars appears Raphael 

Kaplinsky and Mike Morris with probably the best-known contribution to this area: “A Handbook 

for Value Chain Research” from 2001. They emphasize the shift in importance in almost all forms 

of productive activity from the tangible aspects of production towards the more intangible activities 

and elements in value chains, such as knowledge and capabilities (Kaplinsky & Morris, 2001:101). 

The development of the endogenous resources of firms implying the knowledge and capabilities of 

suppliers becomes an important factor for the firm to gain competitive advantage and create barriers 

to entry for competing suppliers. Another attempt at increasing the understanding of organizational 

capabilities is presented by Teece et al. (1997), which builds upon the resource-based view 

originally presented by Penrose (2009). In their theory on dynamic capabilities, Teece et al. (1997) 

focus on the importance of developing human resources within the firm, which are difficult for 

competitors to imitate. In the following the two perspectives on firm capabilities will be presented 

in more details.  

8.4.1 Knowledge in the GVC Framework 

Kaplinsky and Morris (2001) focus on mapping out the different actors and activities in the value 

chain and argue that the buyers as well as suppliers are more competitive if they accrue rents, as this 

will create barriers to entry. One of their essential and relevant points for this study is the shift in 

the world economy from rents accruing from tangible activities to those accruing from intangible 

activities in the chain as a way for firms to gain competitive advantage (Kaplinsky and Morris 

2001:35). This is because the focus of the GVC has mainly been on economic rents. Kaplinsky and 
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Morris therefore seek to incorporate a knowledge focus into the GVC and provide insights into the 

dynamic rents. They further state that rent has only a meaning in a comparative sense, which means 

that the firm should have access to capabilities, which others do not posses (Kaplinsky & Morris 

2001:79). It is the possession of scarce attributes, which creates rents and competitiveness. These 

endogenous, intangible activities are knowledge based and imbedded in the organization. As the 

knowledge is tacit in nature it is difficult to copy and therefore causes growing barriers to entry and 

this is what results in higher levels of profitability (Kaplinsky & Morris 2001:34). According to 

Kaplinsky and Morris (2001) value chain analysis makes it possible to identify these rent-rich 

activities along the chain, which are not easily captured by branch or industry analysis (Kaplinsky 

& Morris, 2001:46).  

8.4.2 A Dynamic View on Firm Capabilities  

David J. Teece et al. (1997) builds upon the resource-based theory emphasising the importance of 

firm’s ‘dynamic capabilities’, which entails the development of both internal as well as external 

firm-specific capabilities in order for firms to face changing environments. His approach explains 

how combinations of capabilities and resources may be developed, deployed and protected in order 

to maintain a firm’s competitive advantage (Teece et al., 1997:510). In the understanding of 

dynamic capabilities learning is emphasized as an important factor. Learning within the firm takes 

place in social interaction and may constitute the firm’s competitive advantage if the organizational 

and individual skills developed are hard for competitors to imitate and replicate (Teece, 2000:111). 

Imitation is when competitors are able to discover and copy another firm’s organizational routines 

and procedures, while replication is when the firm and competitors are able to transfer and redeploy 

competences from one specific economic setting to another (Teece, 2000:117). In addition, when 

firms discover alternative ways of achieving the same functionality, e.g. how to improve quality, it 

is defined as emulation (Teece, 2000:117). Imitation may be avoided if the firm has developed tacit 

organizational routines and competences are not easily codified. Thus, they shape the firm’s 

competitive capabilities. When knowledge is highly tacit and less articulated and structured, it may 

not be simply transferred information or easily explained, for instance, in theory and then applied, 

but the ability of an organization to accomplish codification may instead require a process of 

learning-by-doing (Teece, 2000: 119). Hence, the competences, which are based on a collection of 

embodied know-how and tacit routines, skills and complementary assets become difficult for 

competitors to replicate and imitate and may constitute the firm’s competitive advantage (Teece, 

2000:117).  



  

27 

 

8.5 A Knowledge-Based Perspective  

In the previous sections, we have discussed the different aspects of the GVC analysis that are 

relevant for our study. While doing so, we have highlighted the shortcomings that the GVC presents 

for an analysis of the supplier capabilities in this case study. Furthermore we have presented how 

Kaplinsky and Morris (2001) have applied and extended the theory and drawn especial attention to 

intangible factors in an organization. Teece et al. (1997 and 2000) acknowledge the tacit dimension 

of knowledge in terms of routines and know-how and that the sharing of such knowledge is taking 

place in a social interaction between individuals. These two aspects are valuable in a firm as it may 

develop capabilities, which are difficult for competitors to imitate. In order to understand the 

relationship between knowledge and development of capabilities, it is important to understand and 

define the concept of knowledge and how knowledge is shared and created within the GVC. In the 

following chapter, we will elaborate further on the definition of knowledge and the social 

interaction between individuals as crucial in the development of capabilities. In the following 

section we will integrate Ikujiro Nonaka’s theory on the organizational process of knowledge 

creation in the organization as a theoretical supplement to the GVC framework.  

8.5.1 Nonaka: Knowledge Creation in the Development of Capabilities 

Nonaka’s knowledge creation theory takes its point of departure in the knowledge-based 

perspective. The knowledge-based view is a part within the resource-based view, which sees 

knowledge as the most important resource for organizations – both lead organizations as well as 

suppliers – to gain competitive advantage. Nonetheless, Nonaka elaborates on this perspective to 

include how knowledge operates within the firm. Nonaka argues that traditional organization 

theories view the organization as a system that ‘processes’ information or ‘solves’ problems, and 

therefore fails to capture the dynamic process of knowledge creation. (Nonaka, 1994:14). Hence, 

organizations do not only solve problems, but they also create information and define problems, 

develop and apply new knowledge to solve problems, which then develop new knowledge in the 

process of problem solving (Nonaka et. al., 2001:14). Therefore, the organization is not only 

influenced by outside information but also interacts with the environment and dynamically 

processes information, which creates knowledge. Nonaka (1994:14) suggests that “the organization 

should be studied from the viewpoint of how it creates information and knowledge, rather that with 

regard to how it processes these entities” as knowledge produced by one part of the organization 

may trigger changes in the organization’s wider knowledge system. Hence, an important point of 

the knowledge creation theory is how lead firms and suppliers gain competitive advantage through 
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the dynamic processes of knowledge creation. 

8.6.1 Knowledge and Capabilities 

Nonaka (1994:22) argues that knowledge cannot be obtained simply by means of “objective” 

scientific conceptualization. Knowledge is obtained by personal bodily experience through hands-

on practice, such as farming practices related to the land cultivation. In this way knowledge 

undergoes a transformation from an intangible and immeasurable ‘mind-activity’ to a very tangible 

and more measurable practical activity such as planting a cocoa seedling or pruning cocoa trees etc. 

which are some of the farming activities executed by a cocoa smallholder when growing cocoa. 

This means that the individual through a rational ability to reflect on experiences combined with 

bodily experience is able to acquire knowledge. Knowledge then becomes embodied through a 

combination of body and mind enabling individuals to add new knowledge to their pre-existing 

knowledge, which forms part of their own personal knowledge base. The knowledge of each 

individual then becomes useful when articulated and amplified through social interaction with other 

individuals in the organization as it creates new knowledge (Nonaka, 1994:23). Hence, this study 

focuses on the knowledge, which is created through human activity and in the interaction between 

individuals in the organization.  

On this background, we define and will study the knowledge expressed in practical activity – the 

’knowledge in action’. Our understanding of capabilities derives from Nonaka’s understanding of 

knowledge. From a business perspective, it is important to note that ‘knowledge in action’ in itself 

does not constitute the capabilities of suppliers but that it first becomes a capability when 

‘knowledge in action’ is a source of competitive advantage for the supplier. This means that the 

‘knowledge in action’ of suppliers should create entry barriers for competitors not to imitate and 

perform the same activities. The way for suppliers to develop capabilities in order to gain 

competitive advantage then lies in their ability to create and transfer knowledge in the process of 

social interaction between individuals. Hence, special attention is drawn to the nature of knowledge 

and the process of sharing knowledge in social interaction in order to understand how knowledge is 

created and supplier capabilities are developed in a GVC. 

8.6.2 The Nature of Knowledge 

Nonaka (1994) explains the nature of knowledge by distinguishing between knowledge and 

information. Where information is a flow of messages, knowledge is created and organized by this 

very flow of information, which is deeply rooted in the commitment and beliefs of its holder 
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(Nonaka, 1994:15). The “beliefs” and “commitments” of individuals are embedded in the value 

systems of individuals and reflect the active and subjective nature of knowledge where human 

action is related to knowledge (Nonaka, 1994:16). This means that knowledge is context-dependent 

in the sense that when information is interpreted by individuals and placed in a context it becomes 

knowledge (Nonaka et al., 2000:7). Furthermore, knowledge becomes dynamic as it changes and is 

created through the social process of interaction between individuals, organizations and firms 

(Nonaka et al., 2000:7). In order to understand the concept of knowledge and the dynamic processes 

of organizational knowledge creation it becomes relevant to focus on the holder of knowledge and 

the individuals’ continuous interaction with the environment.  

8.6.3 Tacit and Explicit Knowledge  

In the understanding on how knowledge is created in an organization Nonaka distinguishes between 

two types of knowledge: tacit and explicit knowledge. Tacit knowledge involves cognitive and 

technical elements. The cognitive element is understood as schemata, concepts and beliefs, which 

provides the individuals with images of reality and the future (Nonaka, 1994: 16). The technical 

element of tacit knowledge refers to know-how and skills of an individual related to a specific 

context (Nonaka, 1994:16). Tacit knowledge is very context-dependent and personal as it reflects 

the accumulation of local experiences and is rooted in the individuals’ actions and commitments 

(Nonaka, 1994:16). Each individual perceive and act in accordance with its experiences gathered in 

a particular environment or context. When tacit knowledge is developed through continuous social 

interaction over time it becomes a routine, which then is embedded in the individual. The 

knowledge embedded in the experiences of each individual makes it difficult to articulate and is 

therefore defined as tacit knowledge. For instance, the cocoa smallholders’ personal experiences on 

how to cultivate cocoa may be difficult to make explicit. An unstructured knowledge accumulated 

through years of experience is not necessarily easy to define and describe to others. Nevertheless, 

such knowledge could be an essential strategic knowledge to the organization.  

When tacit knowledge is communicated verbally it becomes explicit knowledge. Explicit or 

codified knowledge is expressed in a structured and systematized form of data, specifications, 

manuals etc., and can therefore be verbalized, communicated, codified and transmitted relatively 

easily (Nonaka, 1994:16). Explicit knowledge created by the individual may be presented to others 

who may apply the knowledge as part of their process of knowledge creation. Together with their 

personal experiences it will create new knowledge. The creation of knowledge, then, lies in the 

process of transferring, articulating and structuring tacit knowledge. When tacit knowledge is 
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articulated, it makes it possible to convert it, which creates new knowledge, as it becomes a part of 

the individuals’ new experiences. The new experiences then become a part of the tacit knowledge. 

Hence, in the process of knowledge creation, knowledge varies between tacit and explicit.  

8.6.4 Individuals and Social Interaction 

The capabilities of the organization are based on knowledge and learning, which may originates in 

the cocoa smallholders previous experiences and their knowledge created within the organization. 

The accumulated capabilities of the organization is the result of the individuals’ knowledge and 

capabilities and the individual therefore becomes essential for the production of organizational 

knowledge. Nonaka (1994:17) emphasises two dimensions in the creation of knowledge, which are: 

1) The individual dimension, where the individual is the one who forms ideas and: 2) the level of 

social interaction, where knowledge is shared and developed through formal or informal 

“communities of interaction” (Noanka, 1994:15). Ideas are formed in the minds of individuals but 

the social interaction between the individuals plays a critical role in sharing and developing these 

ideas in the process of knowledge creation (Ibid). Ideas are a part of the individual’s cognitive 

processes, which expresses the individual’s thought on what is and what ought to be (Nonaka, 

1994:16). This means that as the individual performs different activities, ideas may arise as a result 

of knowledge in action. Based on experiences gathered from actions, the individual may form ideas 

on how to do things differently. In the social interaction knowledge is shared through both formal 

and informal interaction between individuals inside the firm or on an informal level across inter-

organizational boundaries, which also may be formalized through contracts, for instance, between a 

buyer and a supplier (Ibid). Thus, the organizational knowledge creation occurs through a process 

of social interaction and provides a context for amplifying, creating and developing the knowledge 

created by individuals (Ibid). This means, that knowledge creation occurs not solely at the 

individual level but in “communities of interaction” (Noanka, 1994:15).  

8.6.5 Model of Knowledge Creation 

Nonaka (1994:18) categorizes the process of knowledge creation into four types of conversion: 1) 

from tacit to tacit knowledge, referred to as socialization; 2) from explicit to explicit knowledge, 

referred to as combination; 3) from tacit to explicit knowledge, referred to as externalization; and 4) 

from explicit to tacit knowledge, which is referred to as internalization. These four “modes” of 

knowledge conversion between tacit and explicit knowledge are: Socialization, Externalization, 

Combination and Internalization (See figure 4). The four modes demonstrate how organizational 
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knowledge is created through a continuous interplay between tacit and explicit knowledge. In the 

following is described these four categories as they will be applied in the analysis of our data. 

Figure 3 The Four Processes of Organizational Knowledge Creation 

 

Source: Based on the model Developed by Nonaka, Figure 1, 1994:19  

8.6.6 The Four Processes of Organizational Knowledge Creation 

Socialization is the first category of knowledge creation and refers to the process of sharing tacit 

knowledge through observations, imitations and practice (Nonaka, 1994:19). In this process tacit 

knowledge becomes tacit knowledge or rather it remains tacit knowledge even when it is 

transferred. In the acquisition of tacit knowledge, experience becomes a central factor (Ibid). For 

instance, experienced cocoa smallholders may share their experiences with cocoa smallholders new 

in the organic cocoa production. In relation to this, it becomes crucial for people to have some 

shared experiences in order for them to share each other’s thinking process (Ibid). In an 

organization, building trust is essential for the knowledge creation process (Nonaka, 1994:29). 

Socializing with each other individuals may form mutual trust though shared experiences. 

Externalization is the next category, where tacit knowledge is articulated and made explicit. It is the 

process where tacit knowledge becomes articulated in order for new knowledge to be generated. 

Through this process tacit knowledge is expressed in metaphors, concepts, analogies, models and 

language, which are visible to others (Nonaka & Toyama, 2003:5). The final step in the process of 
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converting tacit knowledge to explicit knowledge is the creation of a model. An example of such a 

model may be when tacit knowledge is articulated in the development of quality protocols, which 

allows suppliers to improve production and products. In sum, when tacit knowledge is put into 

words and made explicit, it is transformed into usable knowledge in the firm or in the value chain.   

Combination is the third category in the Nonaka model where explicit knowledge is converted into 

explicit knowledge. In the process of social interaction, different parts of explicit knowledge held 

by different individuals are combined. The individuals combine and exchange explicit knowledge, 

for instance, in meetings or through manuals. In a process of re-categorization and re-

contextualization, the explicit knowledge is combined and it creates a more systemized new explicit 

knowledge, which may be disseminated among the other individuals through workshop or seminars 

(Nonaka, 1994:19). 

Internalization is the fourth category of knowledge creation and entails the process of embodying 

explicit knowledge into tacit knowledge (Nonaka et al., 2000:10). This means that verbal explicit 

knowledge is ‘implemented’ in the body and becomes a routine. The tacit knowledge, which has 

been accumulated at the individual level, may set the base for a new process of knowledge creation 

when it is shared with others through socialization (Ibid). Explicit knowledge is shared between 

individuals in the organization and then converted into tacit knowledge by individuals (Ibid). For 

instance, explicit knowledge, such as the quality procedures for production needs to be actualized 

through action and practice (Ibid). In this way, there are two ways in which explicit knowledge can 

be converted into tacit knowledge. Firstly, by reading manuals or documents concerning such 

procedures, and when reflecting upon them tacit knowledge is internalized within the individual. 

Secondly, it may occur through a process of ‘learning by doing’ where tacit knowledge is 

internalized or embodied within the individual through imitation and practice (Ibid).  

According to Nonaka (1994:20), each of the four modes of knowledge conversion can create new 

knowledge independently, however, the crucial idea of the model is that organizational knowledge 

creation takes place when all four modes of knowledge creation are “organizationally” managed to 

form a continual cycle. It is important to understand that these processes cannot be viewed as 

separate from each other; on the contrary, they may rather be viewed as one integrated process that 

comprise the different stages. The different processes will have a tendency to overlap as one 

process may activate the other or some of the processes may take place almost simultaneously.   
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8.7 Codifiability and Complexity 

The chosen theory has an impact on the analysis and categorization of knowledge and on how 

knowledge is acquired and shared between individuals. A final comparison of the GVC and 

Knowledge Creation Theory is conducted with a specific focus on their theoretical understandings 

of knowledge and knowledge sharing seen in relation to Gereffi et al. variables codifiability and 

complexity.  

 

Gereffi et al. (2005) define codifiability as the process of systematizing and categorizing 

knowledge, which facilitates the process of knowledge sharing. Codification diminishes the 

complexity of knowledge and information transfer. Hence, codifiability of knowledge and 

information refers to a process where knowledge is objective, explicit and structured. Knowledge is 

perceived as materialized, detached from the individuals and easily accessible, as if it is possible to 

collect, store and distribute. Furthermore, Gereffi et al. (2005) indicate that the complexity of 

transactions is affected by tacit knowledge, when it is necessary in order for suppliers to produce a 

specific product. When knowledge is hard to codify it is necessary and easier to transfer tacit 

knowledge in face-to-face interactions, but he does not explain tacit knowledge, how it is created 

and transferred.  

 

According to Nonaka (1994), knowledge may be transferred through various processes, such as 

imitation, practices and conversations (socialization, externalization, combination and 

internalization). Knowledge is embedded in individuals and may not easily be made explicit or 

codified. Thus, knowledge must first be shared and created through social interactions, such as 

reunions and face-to-face interactions where knowledge is made explicit and can then become 

codified. The codified knowledge may then be shared between individuals through words or written 

text and then used by other individuals as they express it in their actions. The process of amplifying 

the codified knowledge within the organization becomes an important factor. Tacit knowledge may 

also be shared between the individuals and acquired through experiences and learning by doing, 

which is expressed in their actions. The complexity of transferring product and process 

specifications is then determined by the firm’s ability to convert tacit knowledge to codified 

knowledge, which is required in order for the suppliers to do in action what is required by the 

product and process specifications.  
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8.8 Conclusion 

The GVC provides a tool for an organization to identify key activities and actors within a GVC that 

forms the value chain for a given organization. The competitive advantage of an organization lies in 

its ability to perform crucial activities along the value chain better than its competitors. The 

profitability of a firm depends to a large extent on how efficiently it manages the various activities 

in the value chain. However, the theory has difficulties with explaining how knowledge is 

transferred and capabilities are developed. This creates a need for an explanation on what 

knowledge is and how it is processed, shared and acquired in order for the organization to gain 

competitive advantage. Another challenge with the GVC is to figure out when an organization 

performs an activity better than its competitors, or rather, when one can actively speak of a 

capability.  

Resource-based theories focus on the firm level and have the organization as unit of the analysis. 

Knowledge is created and transferred in order for the firm to develop internal resources.  In order to 

identify and measure these determinants it requires a focus on development of internal resources of 

the firm, more specifically on knowledge, as it constitutes the foundations for learning and maybe 

for development of capabilities within the firm. Nonaka perceives knowledge as created and shared 

in the organization as the way to develop capabilities – an advantage with regards to upgrading and 

the crucial source to gain competitive advantage in the organization. A similarity between the two 

theoretical approaches is the uncertainty on when exactly one might speak about a capability being 

present. Nonaka introduces us to the ‘ingredients’, so to speak, of a capability, but the definition of 

a capability will need further elaboration, which we will introduce the reader to in the course of this 

thesis.  

8.9 Analytical Framework  

“Rather than regarding knowledge as something that people have, it is suggested that knowing is 

better regarded as something that they do” (Blacker, 1995: 1023).  

In this chapter we build the analytical framework of this thesis. Our analytical framework provides 

a methodological tool based on the theoretical framework provided in the previous chapter. In 

relation to this, we will explain how we apply our empirical data to our forthcoming analysis. The 

purpose of designing this framework is to build an analytical tool, which can answer our research 

question. Our analytical framework will provide the set of lenses through which we conduct our 

analysis. For this purpose Nonaka’s Theory of Knowledge Creation establishes a method for 
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analyzing our empirical material. As mentioned in the previous chapter, knowledge is created 

through different modes of interaction between tacit and explicit knowledge, making identification 

of problems and problem solving possible. We will analyze our empirical data according to the 

different processes of knowledge conversion: socialization, externalization, combination, and 

internalization (see figure 5).  

Figur 4 The Four Processes of Organizational Knowledge Creation (Mini Model) 

 

Source: Based on the model Developed by Nonaka, Figure 1, 1994:19 

 

The focal point of our analysis is the knowledge achieved through individual actions, which is 

grounded in experiences or applied practically and essential for the development of new knowledge 

and capabilities. The process of creating new knowledge is analyzed in relation to particular 

farming practices relevant in order for Ritter Sport to achieve an improved quality of cocoa and 

increased cocoa production. Quality is defined according to Ritter Sport’s product and process 

specifications (80% fermentation, 6% humidity organic farming practices etc) set to achieve a 

standard quality. Our point of departure is therefore Ritter Sport’s product and process 

specifications and how these requirements are made explicit through the training of ADDAC and 

Ritter. The criteria for our selection of farming practices is based on what Ritter and ADDAC and 

the cocoa smallholders themselves have emphasized in their interviews as having importance for 

improvement of cocoa production and quality:  

(a) production and application of manure 
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(b) shade and monilia management  

(c) pruning  

(d) harvesting  

(e) fermentation 

(f) drying 

8.9.1 Socialization 

As mentioned in our chapter “8. Theoretical Perspective”, this step of knowledge creation is 

grounded in the interaction between tacit and tacit knowledge. Tacit knowledge is shared through 

face-to-face interaction or through shared experiences occurring through informal interaction 

between the cocoa smallholders. In this interaction, tacit knowledge is shared and becomes new 

tacit knowledge to the recipient cocoa smallholder. Furthermore, we will analyze the topics 

regarding cocoa cultivation, which are expressed by the larger majority of the cocoa smallholders 

we have interviewed. In relation to this, we will more specifically identify the following factors in 

our empirical data in order to analyze the sharing of tacit knowledge:  

• When the cocoa smallholder shows us with his/her hands, what he/she does 

• When the cocoa smallholders show each other with their hands, what and how to do it 

• When the cocoa smallholders show each other what they do by pointing or demonstrating it  

• When the cocoa smallholders use non-verbal communication, for instance by using gestures to 

express what they do 

8.9.2 Externalization  

This is where tacit knowledge is articulated and becomes explicit through language; concepts are 

formed as a way of achieving a common goal in terms of problem solving and production. In our 

case, the concept and aim of Ritter Sport, the cooperative and ADDAC is to achieve quality cocoa 

beans. Here we will identify the following factors in our empirical data in order to analyze when the 

cocoa smallholders make their tacit knowledge explicit: 

• Expression of thoughts and ideas on how to develop or modify the routines 

• Expressions on how to improve routines 
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• Expressions of new ideas by suggesting new methods in order to improve the farming practices. 

8.9.3 Combination  

This part of knowledge creation refers to process in which all knowledge is explicit. This is where 

knowledge is processed and where knowledge is talked about as being knowledge. Thus, we will 

identify the following factors in our empirical data in order to analyze the knowledge in the GVC, 

which has been made explicit:  

• Spoken and written ideas and demonstrations concerning the product 

• Spoken and written ideas and demonstrations concerning the processes 

• Spoken and written ideas and demonstrations concerning forthcoming changes in product and 

process 

• Expressions on doing something in a different way 

• Expressions on existing and newly created knowledge on assessing improvements or changes in 

the production processes 

• Expressions on how to do something new, which is not heard, known, done before 

• Expressions on strategy, communication and organization 

• Expressions on implementation and concepts 

8.9.4 Internalization  

The process of internalization is when knowledge goes from being explicit back to being implicit or 

in Nonaka’s words, tacit. Internalization finalizes the ‘loop’ created by Nonaka where problems are 

identified and solved. In this process, knowledge is created by being run through the four stages of 

knowledge creation: socialization, where all knowledge is tacit, externalization, where knowledge is 

articulated and made more widely available, combination, where articulation allows for validation 

and processing of knowledge and finally internalization, where processes and practises decided 

upon during the combination process, internalizes, or in other words, turn into new tacit processes, 

and where the loop starts all over again. We will here identify the following factors in our empirical 

data in order to analyze if the knowledge made explicit in the GVC has become tacit knowledge for 

the individual cocoa smallholder: 
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• When the cocoa smallholders do something, and interesting to us, new, that is learned and 

acquired though talking, learning, evaluating, being trained 

• When the cocoa smallholders do something in a better/ improved way that has been through the 

loop 

• When some part of the organization shows through speech and procedure that something new is 

implemented  

9. Methodology 

The methodology chapter of this thesis presents and argues for the methods applied to answer our 

research question. Firstly, we will present our overall research strategy. Secondly, we explain how 

we perceive the role of the interviewer and how we collected the data for this study. Lastly, we 

present an assessment of the applied methodology by looking at the challenges and constraints of 

the methods applied, and assessing the reliability and validity of these research methods. 

9.1 Research Strategy: Case Study 

In this thesis, the case study has been selected as an appropriate research method for answering our 

research questions. A case study is used as research method when detailed examination of a single 

example of a set of phenomena is required (Flyvbjerg, 1991:137). Relating this to our case study, 

the knowledge and capabilities of the cocoa smallholders are subjective and deeply rooted in the 

context which they are part of. Therefore, the case study allows us to investigate the context of the 

cocoa smallholders in order to understand the acquisition of knowledge and development of 

capabilities of the cocoa smallholders in a GVC with Ritter Sport. Furthermore, this choice is also 

grounded in the proposition or rather the hypothesis set out for this study, which is that “Cocoa 

smallholders participating in a GVC develop capabilities to upgrade the cocoa production”.  

Moreover, in order to answer our research question, we have chosen the qualitative approach, which 

allows us the use of different methods to create a deeper understanding of the case being studied. 

On this background, semi-structured interviews and observations were selected as methods for 

collecting our data. In addition, the focus of study on knowledge and the development of the cocoa 

smallholders’ capabilities in a GVC imply a theoretical foundation. This entails the employment of 

a deductive method to the production of knowledge from this case study. Contrary to the inductive 

approach, the deductive approach to an area assumes that you can deduct from general, common 

rules and determine what applies in individual cases (Andersen, 2002:39). On this background, our 
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theoretical framework is the lens through which we will analyze our empirical material. Hence, 

applying the deductive method permits us to draw some conclusions concerning the particular case 

of the Nicaraguan cocoa smallholders. In sum, selecting the case study as research strategy is in line 

with the purpose of this study, which is to learn from the findings, expand and generalize theories 

rather than seeking to statistically generalize the results (Flyvbjerg, 1991:147).   

9.1.1 Choosing the Case 

“A critical case is defined as a case, which has a strategic meaning in relation to the problem area 

(Flyvbjerg, 1991:151). In the selection of our case, we wish to investigate within the agricultural 

sector, if the participation in a GVC develops capabilities of suppliers in Developing Countries. We 

have established contact with UNIDO in the search of a case where the buyer-supplier relationship 

in a GVC can be studied. They presented us to the two only foreign companies sourcing cocoa from 

suppliers in Nicaragua; Ritter Sport and the Austrian company, Zotter. Ritter Sport is the pioneer on 

the Nicaraguan market sourcing cocoa since 1990 and UNIDO is working in the same area as Ritter 

Sport in the Waslala Municipality providing two reasons for choosing the case of Ritter Sport and 

its suppliers. Furthermore, on the field trip, interviews with key informants within the agricultural 

sector has made us aware of the crucial role of NGOs in the cocoa value chain, which also helped 

us select a representative case of the relationship NGO, foreign company and suppliers. 

Furthermore, a representative from UNIDO helped us to establish contacts with various different 

cooperatives selling their cocoa to Ritter. This helped us to select a cooperative to answer our 

research question. We selected a cooperative which is located in the Northern part of Nicaragua in 

Waslala Municipality where Ritter Sport has been sourcing cocoa since 1990 (see figure 5). The 

cooperative is known as a good cooperative where quality is assured, suppliers are trained and no 

corruption apparently had occurred. This model cooperative provides an informative case, as we 

assume that if problems with developing capabilities of suppliers occurs in this cooperative, it will 

probably also be present in other similar buyer-supplier-NGO relations, who have less experience.   
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Figure 5: Region of Case Study 

 

9.2 Data Collection and Field Work 

The data necessary for writing this thesis has been collected on a field trip to Nicaragua. Hence, the 

field trip made it possible to conduct interviews with the cocoa smallholders as well as the different 

organizations relevant for this study. Going to Nicaragua has given us a hands-on approach which 

was necessary in order to provide us with a contextual understanding of the circumstances 

surrounding the cocoa smallholders in the GVC. Our fieldtrip to Nicaragua took place from the 

beginning of April to the beginning of May 2010.  

9.2.1 The Role of Interviewers and Observers 

We perceive our interviews and observations as socially constructed situations where we in the 

interaction with the interviewees become part of the phenomenon being studied. In this way 

knowledge is not only constructed in the interaction between the different actors in the GVC but is 

also constructed when these actors interact with us either in an interview or an observation. This 

perception of our role as interviewers explains the fact that we can take into account when the cocoa 

smallholders explains or demonstrates to us how a certain farming practice is carried.    

Furthermore, in our roles as interviewers it has been important to us to create a comfortable and 

rather informal environment in order to build up confidence between the interviewer and 

interviewee. In the beginning of each interview we have introduced ourselves and asked for the 
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interviewees consent to record the conversation. In the interviews with the cocoa smallholders we 

have ensured them that they would remain anonymous and we also preferred this way, as it seemed 

it made the cocoa smallholders more comfortable with expressing themselves. To assure that the 

employees in the NWC as well as the president, the ADDAC experts and Ritter Sport’s also 

expressed themselves as freely as possible; we guaranteed their anonymity as well. However, 

regarding our seven informants, as they hold official positions, they accepted the use of their names 

in this study. All interviewees consented to the recording of the interviews. There were, however, 

situations where some of the cocoa smallholders seemed uncomfortable and, therefore, we chose to 

turn off the recorder and take notes instead. We also encouraged the interviewees to ask questions 

before each interview. This was a useful method, especially with regards to the cocoa smallholders 

as it made them open up and seem more relaxed. Furthermore, the fact that we spoke Spanish was 

especially acknowledged by the cocoa smallholders and thus became a valuable asset in building 

confidence.  

9.2.2 Semi-structured Interviews  

In this study, we have utilized semi-structured interviews as a method for collecting our data. The 

purpose of the semi-structured life-world interview is to understand themes of the interviewees 

lived daily world from their own perspectives (Kvale, 2007:10). The purpose of our semi-structured 

interviews is to give space to the interviewees to give more detailed accounts. This is critical in 

order to understand the phenomenon that is being investigated. In this way, this type of interviews 

permits the cocoa smallholders as well as the other actors involved in this study to speak more 

freely and give in-depth accounts of experiences and knowledge concerning the production of 

cocoa. Before doing the actual interviews, we carried out pilot studies with the cocoa smallholders. 

The pilot studies allowed us to develop and adjust our questions of the interview guides. 

 

In order to locate the cocoa smallholders, we used a combination of the assistance from ADDAC 

and the NWC together with snowball sampling. We wanted to assure having a wide variety of 

samples and, therefore, we located cocoa smallholders from five out of the eleven different 

communities where the members of the cooperative live and assured not only to choose the cocoa 

smallholders that were living closest to the road. In each community, snowball sampling was very 

much based on relational ties. The cooperative would point us in the direction of one of their 

members and from there that member would point us in the direction of other members in the 

respective five communities.  
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In order to conduct the semi-structured interviews we prepared interview guides to help us steer the 

interviews (see appendices 2-6). Different guides were made for the different groups of actors. Each 

guide is build up according to different themes relevant for our study. The interview guides allowed 

a flexible process of the interview, which permitted the elaboration of relevant topics brought up by 

the interviewees during the interview.  

 

We interviewed different groups of actors. The first group comprised key informants from different 

development organizations and governmental departments (see table 1 for an overview). The 

second group involved the actors of the GVC for cocoa production in Nicaragua: Ritter Sport; 

ADDAC; the NWC which include the president, the secretary and the workers; and the cocoa 

smallholders, members of the NWC. The purpose of these interviews will be described in more 

details in the following.  

9.2.2.1 Key Informants   

Firstly, we conducted interviews with different key informants from organizations involved in the 

development of the cocoa sector in Nicaragua. These interviews presented insightful information, 

which not only helped supplementing our general knowledge of the cocoa sector in Nicaragua but 

also gave us a better understanding of the circumstances of the case we would be investigating. 

Thus, the new information attained in these interviews made it possible to adjust our interview 

guides for our forthcoming interviews with the cocoa smallholders, the NWC, ADDAC and Ritter 

Sport.  

Table 1 Overview of Key Informants  

Name Organization/Position 

Melba Navarro Coordinator of the National Board for Cocoa 

Jorge Alfaro Ministry of Agriculture and Forest – Magfor 

Ernesto Bendaña and Juan 

Fernandez  

United Nations Industrial development Organization – 

UNIDO 

Manuel Morales  The National Union for Agriculturists and Stockbreeders – 

UNAG  

Sofia Castillo Horizont 3000 

Carolina Aguilar Lutheran World Relief – LWR 

Roger Verschoor Inter Church Organization for Development Cooperation 
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9.2.2.2 The Cocoa Smallholders - Second Tier Supplier 

Interviews were conducted with 16 members of the NWC from five different communities within 

the Waslala Municipality (see table 2). These interviews would serve to understand their knowledge 

on their work within specific farming practices related to the cultivation of cocoa. This entailed 

posing questions regarding different categories of farming practices such as: pruning, production 

and application of manure, shade management, monilia control, and harvesting etc. Furthermore, 

we wished to know how they had learned the farming practices as well as how they perceived 

quality in relations to cocoa to understand the knowledge creation process in the GVC. 

 

Table 2 Overview of the Cocoa Smallholders and their Communities  

Cocoa smallholders, members of the NWC 

Number of cocoa smallholders: Community: 

5 Angostura Dodo 

2  El Ciprés 

2 El Papayo 

2  Hierba Buena 

1  Los Chiles 

9.2.2.3 The NWC - First Tier Supplier 

First, we interviewed the secretary of the cooperative as we believed that she could provide us with 

information concerning the cooperative and the relation between the different actors in the GVC. 

However, she was not able to answer all our questions. Subsequently, we interviewed the president 

of the cooperative, which was able to give more elaborated answers to our questions concerning the 

cooperative, ADDAC, and Ritter Sport and explain his role as the president of the cooperative. 

Furthermore, we interviewed the two workers (worker1 and worker2) employed in the 

cooperative’s cocoa-buying centre. These interviews were essential in order to understand the 

workers’ knowledge concerning the different activities carried out by the cooperative.  

9.2.2.4 ADDAC 

We interviewed two ADDAC experts (ADDAC expert1 and ADDAC expert3) with the purpose of 

understanding the NGO’s role in the GVC with particular interest in their role in relation to the 

training of the cocoa smallholders. Furthermore, we interviewed a third expert (ADDAC expert4), 

which was also the general manager of the cooperative. In this case, we were interested in 
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understanding his role as general manager and how he viewed the cooperative and the overall role 

of ADDAC.  

9.2.2.5 Ritter Sport 

Two interviews were conducted with key representatives from Ritter Sport in Nicaragua. The first 

interview with the project coordinator of the PPP cocoa-project in Nicaragua had been planned 

prior to our trip and took place in Managua. The interview served to get the perspective of Ritter 

Sport regarding the PPP, the cocoa project, ADDAC and the cooperative as well as the cocoa 

smallholders in relations to the production of cocoa. The second interview took place in Waslala 

where we were able to set up an interview with Ritter Sport’s quality expert. This interview 

provided us with information concerning the training of the cocoa smallholders and the quality of 

the cocoa that the cooperative was able to provide. The two interviews helped us to understand the 

relationship between Ritter Sport, DED and ADDAC as well as get the perspective of Ritter Sport 

on these different subjects.  

9.2.3 Observations 

A case study, preferably, should take place in the natural surroundings of the case, which provides 

the opportunity to conduct direct observations (Yin, 2009:109). The observations conducted in this 

study, serve as a supplementing source of evidence to our semi-structured interviews. Hence, the 

observations allowed us to study the training methods utilized in this GVC, and observe how the 

different actors interact with each other when sharing knowledge in relation to the cultivation, 

fermentation and drying of cocoa as well as to provide insight to the farming practices carried out 

by the cocoa smallholders. This approach is in line with our research question, which encourages 

the study of knowledge in action. The observations conducted for this study entailed some degree of 

participation, although, observing was our main priority. In order to ensure the validity of our 

observations we were two observers present in all observations made in this case study (Yin, 

2009:111). 

9.2.3.1 Walks on the Farms of the Cocoa Smallholders  

The majority of the interviews with the cocoa smallholders either began with, or were followed by, 

walks on their respective farms. The informal walks allowed us to make some observations and 

pose follow-up questions, which needed clarification. We carried out direct observations of the 

different activities undertaken by the cocoa smallholders which involved; (a) pruning, (b) 
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production and application of manure, (c) shade management, (d) monilia control, and (e) 

harvesting. One of such observations took place on so-called experimentation parcels.  

9.2.3.2 Workshop on Harvest and Post-Harvest Activities  

During our field trip in Waslala we participated in a three-day workshop from the 7
th

-9
th 

of April. 

Workers from the NWC and workers from another cooperative called CoopeSiuna as well as 

ADDAC experts were attending this workshop. Ritter Sport’s quality expert taught the workshop 

which was about the harvest and post-harvest treatment of the cocoa. The workshop entailed a 

practical as well as a theoretical part. The practical part of the workshop took place in the cocoa-

buying centre, which gave the participants the opportunity to observe how the post-harvest 

activities, such as fermentation and drying, were carried out. These observations were followed up 

by extra visits to the cocoa-buying centre were additional observations were conducted and where 

the workers explained and demonstrated their daily activities. The theoretical part took place in an 

office in the town of Waslala where Ritter Sport’s quality expert assisted by a power point 

presentation explained the theoretical aspects of the harvest and post-harvest activities needed to 

meet Ritter Sport’s requirements. Furthermore, we were also able to make contacts for interviews 

with cocoa smallholders, when they handed in the harvested cocoa pods at the cocoa-buying centre.  

9.2.3.3 Training of Promoters  

We also participated in one of ADDAC’s workshops for the members of the NWC, which took 

place on the 24
th

 of April. Thirteen cocoa smallholders attended the workshop. Two experts from 

ADDAC (ADDAC expert1 and ADDAC expert2) were in charge of the training and used a power 

point in the presentation of these farming practices. The purpose of the workshop was the training 

of cocoa smallholders in becoming so-called promoters to train other cocoa smallholders in the 

different farming practices on experimentation parcels. Participating in this workshop provided us 

with useful data for our analysis. 

9.2.3.4 Outdoor Stage Play on Cooperativism 

The 18
th

 of April 2010, we participated, as observers, in an event arranged by ADDAC. There were 

approximately 60 cocoa smallholders as members of the cooperative attending the event. They 

came from three different communities: Angostura Dodo, Waslala Arriba, and Hierba Buena. In the 

event, the cocoa smallholders participated in social games and watched a theatrical group perform 

an open-air stage play concerning the topic of cooperativism. After the stage play, the cocoa 

smallholders were divided into groups where they were to discuss the topics presented in the stage 
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play. This observation provided us with information on how ADDAC trains the cocoa smallholders 

in organizational issues. 

9.3 Data Analysis 

In order to answer our research question, we deployed an analytical framework, which serves as a 

methodological tool for analyzing and structuring our extensive body of empirical data. Our 

analytical framework is based on our theoretical propositions, which also shaped our data collection 

and is reflected in our research question. More specifically, the framework takes its point of 

departure in specific variables grounded in the four processes of the knowledge creation theory: 

socialization, externalization, combination and internalization. In the direction of the tools, we 

‘played’ with our data: sorted the information into categories and then created tools for examining 

the data in coherence with the four processes of knowledge creation. This analytic strategy assures a 

focus of attention on the relevant data to answer our research question. 

Our interview guides and data analysis were based on our theoretical framework with a focus on the 

interaction between the different actors in the GVC, and the activities they undertake as well as the 

knowledge that these actors share. In this way, we have applied, in our data analysis, a combination 

of the GVC framework and the knowledge creation theory, which were introduced in the theory 

chapter. The GVC framework is mainly applied in the first part of our analysis to map out the actors 

and activities in the GVC, which also constitutes the frame of the entire analysis of the case study. 

The second and third parts of our analysis are based on Nonaka’s theory of knowledge creation.  

9.4 Assessment of the Methodology 

9.4.1 Challenges of Conducting the Interviews  

A critical aspect of the interviews was to provide a comfortable setting so that the interviewees 

would have a feeling of confidence encouraging the interviewee to speak freely. This preferably 

would have entailed conducting the interviews in the offices of the interviewees or when 

concerning the cocoa smallholders the ideal would have been in their own homes. We did manage 

to do this in most cases, but there were situations where this was not possible sometimes due to 

unpredictability of when or where the next interview would take place. But mostly it was due to the 

circumstances of working in a remote area where it is not always possible to create the appropriate 

setting for an interview.   
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The interviews conducted in Managua with different key informants were either held in the offices 

of the interviewees or in a meeting area within the office of UNIDO. From our point of view the 

interviews held in the private offices of the interview persons provided the most appropriate 

situation for an interview as it provided a more intimate setting where they could speak without 

reservations. On the other hand, with regard to the interviews conducted at the UNIDO office, it is 

more questionable to what extent the interviewees were able to speak freely. Even though all our 

questions were answered during the interview, we might have been able to obtain more elaborated 

information had the setting allowed it.  

 

The same issue may be considered regarding the interviews carried out with the employees of 

ADDAC and NWC. These interviews were usually conducted at the offices of ADDAC and the 

NWC. However, this was somewhat problematic as space and offices were very limited. But the 

circumstances did not allow other options.   

 

In the case of the smallholders, the interviews were conducted either in their own homes or in the 

homes of one of their fellow cocoa smallholder. Both situations have issues that are worth 

considering. Conducting the interviews in their own homes surely provided a comfortable setting 

for the interviewee; however, the houses of the cocoa smallholders were small with few rooms, 

which made it difficult to create an entirely adequate situation. Disruptions were mostly caused by 

the animals walking around freely in the smallholdings of the cocoa smallholders but perhaps this 

might have been more of a frustration to us than them. Occasionally a family member or another 

cocoa smallholder was also the cause of some disruptions, for instance by commenting on the 

questions being asked. Hence, this type of interruption may have had influence on our interviews. 

 

Building confidence between interviewer and interviewee was especially critical and challenging in 

the case of the cocoa smallholders as they are often very timid. However, we learned from our pilot 

interviews that giving the cocoa smallholders the opportunity to ask questions before commencing 

the interviews helped to build confidence.  

9.4.2 Limitations of Our Observations  

Conducting additional observations on the training practices employed by Ritter Sport and ADDAC 

to train the cocoa smallholders and workers would have been valuable for our study as we believe 

that their training influence the quality of the cocoa being produced. We were able to attend those 
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workshops that lied within the timeframe of our field trip. Had we stayed longer we would possibly 

have been able to attend other training workshop. This was, however, not possible due to time and 

budgetary constraints. 

 

As mentioned above, we have conducted observations that could supplement the interviews of the 

cocoa smallholders in order to attain a thorough understanding of the tasks they carry out on their 

farms. However, due to the natural constraints of time and feasibility it was not possible to conduct 

observations of all activities in the cocoa production. We are aware that the cocoa smallholders 

carry out other practices that are relevant to the productivity and quality of the cocoa, such as land 

preparation, sowing, transplantation, drainage and weeding etc. but due to the above mentioned 

constraints we were only able to observe the following practices:  

! Pruning 

! Production and application of manure 

! Shade management   

! Monilia control  

! Harvesting  

! Fermentation 

! Drying 

On this background our analysis of the knowledge and capabilities of the cocoa smallholders in the 

field will focus on these practices. 

9.4.3 Reliability of Data 

Reliability in qualitative research refers to consistency of the findings, which entails the 

significance of explaining in details the different methods followed as well as the rationale behind it 

(Pole and Lampard, 2002, 207). On this background, in order to build reliability of our data, we 

have presented detailed descriptions and explanations for the different methods followed in this 

research. Such methods involved: 1) a case study as our research strategy; 2) snowball sampling of 

the interviewees; 3) triangulation in the data collection by interviewing different sources of 

evidence, supplementing it with observations and field notes; and finally, 4) our methods for how 

the data analysis was conducted.  
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9.4.4 Validity 

In our study, we assured to develop operational measures based on our chosen theories in order to 

collect our data. Defining and understanding the concepts of capability and knowledge by 

employing the knowledge creation theory helped us in the process of data collection. Furthermore, 

the fact that the case study is based on the use of multiple sources of information relying on 

observations, interviews and field notes also allowed us to collect and triangulate data on the actors’ 

tacit and explicit knowledge and their behaviour and interactions. These different sources of 

information also support the validity of the findings.  

Furthermore, with the selection of a critical case, we have been able to understand the Nicaraguan 

cocoa smallholders’ acquisition of knowledge and development of capabilities in a GVC. The 

findings of this study may become useful to other NGO’s and foreign companies working with 

Nicaraguan cocoa smallholders in the improvement of quality and production to understand how to 

develop the cocoa smallholders’ capabilities in a GVC. Having stated this, we recognize the need 

for further in-depth investigations. 

 10. Analysis  

The analysis consist of three different parts: Firstly, in Part I we present chapter “10.1 Actors and 

Activities in the The Nicaraguan Cocoa Value Chain”. This chapter will present the main actors 

and activities of this study. It is important to get an overview of the cocoa value chain in Nicaragua 

seen in relation to knowledge and capabilities to understand the relationship between the actors and 

the different activities. This chapter consists of facts from documents; seminars/observations and 

interviews carried out in the field and will serve as a basis for the rest of the analysis. 

Secondly, Part II “10.2 Developing Capabilities in the Cocoa Production” consists of chapter 

“10.2.1 Producing Quality”, which constitutes the frame of the cocoa production and the analysis in 

the following three chapters: “10.2.2 Acquiring Knowledge through Socialization”, “10.2.3 

Knowledge Sharing in the Process of Externalization”, “10.2.4 Combination of Knowledge in the 

Training”. In this part, the knowledge and capabilities in the organization are analyzed based on 

observations of the practices within the cocoa production and interviews carried out with 1
st
 

(workers in the cooperative) and 2
nd

 tier suppliers (cocoa smallholders), Ritter Sport and ADDAC. 

Gathering and analyzing the knowledge of the different actors in the GVC have enabled us to create 

an understanding on how and if knowledge on farming, fermentation and drying practices is shared 

and acquired in the GVC and in the final chapter “10.2.7 Internalization” how and if capabilities of 
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the 1
st
 and 2

nd
 tier suppliers are developed in the GVC to upgrade in the cocoa production (hvordan 

ser vi det?).  

Thirdly, Part III “10.3 Organizational and Managerial Capabilities in the GVC” consists of 

chapter “10.3.1 Building Organizational Culture”, “10.3.2 Creating a Vision of Business”.  This 

part is also based on an analysis of the data gathered in the field as well as observations. In addition 

to part II, the creation of knowledge in the organization is analyzed with a focus on the 

organizational factors, such as organizational procedures, communication, management and 

decision-making etc., as the field study showed these factors as crucial in the development of 

capabilities. Analyzing the knowledge of the different actors with regards to organizational 

practices allows us to not only understand how knowledge is shared and acquired at this 

organizational level, but also to (add nuances) build an extra layer upon the level of cocoa 

production as seen in part II and, thus, to develop a more profound analysis in the understanding on 

how cocoa smallholders develop capabilities in the GVC. 

Finally, the fourth part is a “11 Discussion”. In this chapter we will discuss these the two theories 

applied in this analysis in order to answer the research question.  

10.1 Part 1 Actors and Activities in the Nicaraguan Cocoa Value Chain  

In this chapter we present an overview of the actors and activities in the GVC for cocoa production 

in Nicaragua. A GVC illustration is introduced followed by a description of the main actors and 

their different activities relevant to knowledge sharing and development of capabilities. This is 

necessary in order to understand the further analysis and will provide the reader with an overall 

background knowledge to understand the context of and inter-relations in the GVC of this field of 

study.  
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Figure 6 The Cocoa-Chocolate Global Value Chain in this Case Study 

 

 2
nd

 tier Suppliers  

 (Cocoa Smallholders)   1
st
 tier Suppliers (NWC)    Ritter Sport 

 

Source: Own elaboration 

10.1.1 The Cocoa smallholders  

The cocoa smallholders in this case study are organized within the Nueva Waslala cooperative. The 

cocoa smallholders constitute 2
nd

 tier suppliers in this GVC as they deliver cocoa to the 

cooperative’s cocoa buying centre. The cocoa smallholders are trained by ADDAC in specific 

farming methods in order to live up to the quality standard set by Ritter Sport
1
. The cocoa 

smallholders live in the Northern part of Nicaragua, in the municipality of Waslala. They live in 

remote areas with long distance from the nearest city and mostly isolated from other cocoa 

smallholders. There is a high illiteracy rate amongst the cocoa smallholders due to little or no 

school attendance
2
. The small farms or smallholdings sustain the families of these cocoa 

smallholders by combining a cash crop, such as cocoa with subsistence farming
3
. The cocoa 

smallholders usually cultivate the cocoa in areas between 1.5 - 4.5 hectares and at the same time 

they cultivate other crops, such as beans, corn and rice, which constitute the basis of their daily 

diet
4
. Some may also cultivate vegetables and tropical fruits. These crops are primarily destined for 

own consumption, however, the parts which exceed consumption, are sold on the local market
5
. 

Husbandry is common and comprises mostly chickens, pigs and cows. The value chain activities 

undertaken by these 2
nd

 tier suppliers are: 

 

! Pruning: In this practice tree suckers are cut from the cocoa trees so that they will not take 

vitality from the growth of the tree and the fruits. This practice is vital to the productivity of 

                                                
1
 ADDAC expert1, 4:2010 

2
 ADDAC expert3, 6:2010 

3
 CSH4, 3:2010 

4
 ADDAC expert3, 6:2010  

5
 CSH4, 3:2010 
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the cocoa tree. 

 

! Making and Applying Manure: The cocoa smallholders make manure from cow dung and 

the empty pods left from harvest. The two ingredients are mixed together and piled up under 

a large piece of plastic. Here, the mixture is left to be heated by the sun in order to kill 

germs and decompose. This may take a period of approximately 6 months. The manure is 

then applied on the cocoa trees in order to increase productivity.    

 

! Shade Management: This practice involves the regulation of shade by cutting branches of 

cocoa trees or other trees in the cocoa parcel in order to achieve the adequate amount of 

sunlight and ventilation in the parcel. This practice is carried out to achieve an appropriate 

environment for the cocoa trees and reduce the risk of diseases, such as monilia. 

 

! Monilia Control: Monilia is a fungal disease which causes pods to rod. It produces a white 

powder, which is very infectious and spreads easily by the wind. This disease is common in 

the cocoa growing areas of Nicaragua. The practice applied to minimize the risk of monilia 

is to carry out regular control on the parcel and if a contaminated fruit is detected they are 

cut down and buried in the ground. 

 

! Harvest: The day before delivering the cocoa to the cocoa buying centre the cocoa 

smallholders cut the pods from the trunk and branches of the cocoa tree manually with use 

of a pair of garden shears, a pruning hook or machete. The cocoa pods are selected 

according to ripeness and size. They should be free of diseases and not be overripe. The 

selected pods are gathered in a pile until the next day where the pods are split open with a 

machete. The cocoa pulp is then removed from the pod by hand and put in clean plastic 

sacks or in a clean bucket. Harvest takes place every 15
th

 day of the month regardless of the 

season. 

10.1.2 The Nueva Waslala Cooperative  

The NWC is 1
st
 tier supplier in this GVC selling fermented and dried cocoa beans directly to Ritter 

Sport. The cooperative was established by ADDAC in 2006 and has 250 members, which are 

involved in the cocoa project
6
. The cooperative has a council which involves seven delegates and 

                                                
6
 ADDAC expert3, 5:2010 
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the president chosen by the members of the cooperative
7
. A new council is elected every

 
other year. 

The aim of the cooperative and ADDAC is that the cooperative one day will become independent
8
. 

However, after almost 4 years the cooperative is still very reliant on ADDAC as a supporting entity 

both in terms of the cocoa production but also in relations to the general management of the 

cooperative.  

The cooperative operates with three different categories of cocoa: conventional, in transition 1 and 

2, and organic. This means that the members of the cooperative usually begin in the conventional 

group, which allows the use of pesticides. This category involves newcomers, which have just 

joined the cooperative and may for that reason still apply pesticide on their land
9
. The cocoa 

smallholder advances to in transition 1 after one year without using pesticides and applying organic 

farming methods
10

. Having done this for two years the smallholder then moves up to in transition 2. 

On the third year the cocoa smallholder can receive his certification for organic farming
11

. Organic 

farming is not a requirement in order to become member of the cooperative but it is promoted by 

ADDAC and Ritter Sport. The processing of the cocoa seeds takes place in the cocoa-buying centre 

where the following activities are located:  

! Reception of cocoa: When the cocoa is delivered by the cocoa smallholders to the cocoa-

buying centre, the pulp undergoes quality control in order to verify if there are any damaged, 

overripe or cut seeds etc. that needs to be sorted from the pile of cocoa.   

! Fermentation: In this process the cocoa beans develop aroma and flavour. The cocoa pulp is 

fermented in large wooden trays. Banana leaves and thick pieces of plastic are placed on top of 

each filled tray and the trays are then stacked on top of each other in stacks of maximum six 

trays. During the fermentation the cocoa mass reaches high temperatures of maximum 50°C 

and begins a process where the sugar in the pulp surrounding the beans is converted into acids. 

The pulp is then removed to develop flavour and aroma precursor, reduce bitterness, and the 

kill germs of the seed. During fermentation the cocoa bean mass needs to be turned regularly 

to maintain the same temperature all over. The fermentation process usually takes 7-8 days. In 

order to determine the reached level of fermentation cut-tests of the cocoa beans are 

                                                
7
 President of the cooperative, 2:2010 

8
 President of the cooperative, 2:2010  

9
 Worker2, 2:2010 

10
 Worker2, 1:2010 

11
 Worker2, 2:2010 
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performed. In these tests a certain amount of cocoa beans from each tray are cut open. In 

addition, these tests also help to control for internal mould.  

! Drying: The fermented cocoa beans are then transferred to the drying facilities of the 

cooperative, which is similar to a large tent. The thick see-through plastic covering this area 

makes it possible to achieve high temperatures for drying the cocoa beans. The cocoa beans are 

regularly turned during this process in order to avoid the cocoa beans from mould 

contamination. In the rainy season an oven may be applied in order to dry the cocoa. The 

drying process usually takes 7-8 day.  

! Quality control: The dried cocoa beans are revised in order to discard beans that are of inferior 

quality. Such beans may be ‘twin-beans’ – two beans that sticks to each other – or sprouting 

cocoa beans, or very small cocoa beans. Then, a final cut-test is carried out with a tool referred 

to as a ‘guillotine’, which is a small metallic case with room for 50 cocoa beans. The case is 

closed and a sharp knife is inserted into the case in order to cut open the cocoa beans. From the 

divided cocoa beans it is possible to see if the cocoa beans have been properly fermented and if 

there is internal mould in the cocoa.  

! Storing: The sorted cocoa beans are put into separate jute sacks according to the categories of 

conventional, in transition or organic, and are placed on wooden pallets in a storage room. The 

jute sacks and the wooden pallets provide ventilation for the cocoa beans and prevent them 

from developing mould.  

10.1.3 ADDAC   

Association for Diversification and Communal Agricultural Development (ADDAC) is a 

Nicaraguan Nongovernmental organisation (NGO), which has worked with smallholders in the 

Matagalpa Department in the Northern part of Nicaragua since 1989. ADDAC works with many 

different projects such as young people, women, and diversification of farms etc
12

. In 2008 

ADDAC entered a Private Public Partnership (PPP) with Ritter Sport and German Development 

Service
13

 (DED) involving cocoa
14

. The aim of the cocoa project in Waslala is to reforest cocoa 

trees and implement organic farming practices into cocoa cultivation while increasing the income of 

                                                
12

 ADDAC expert1, 3:2010  
13

 DED is a non-profit entity owned jointly by the German State through the Federal Ministry for Economic 

Cooperation and Development, and the “Learning and Helping Overseas Association”, which is a German organization 

engaged in educational work regarding development-policy (Source: DED’s webpage). 
14

 ADDAC expert1, 7:2010 
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the cocoa smallholders by selling their cocoa to Ritter Sport
15

. ADDAC has assisted smallholders in 

establishing 16 cooperatives, which are all involved in the cocoa-project
16

. ADDAC requires that 

the cocoa smallholders receive 40 hours of training in cooperativism as members of the cooperative. 

ADDAC handles the larger part of the training of the cocoa smallholders in the PPP cocoa-

project
17

. The cocoa smallholders are trained in specific areas of cocoa cultivation such as pruning, 

making and applying manure, shade management, monilia control and harvesting. In addition, the 

NGO also trains the council of the cooperative and the cocoa smallholders to manage their 

investments and costs of producing cocoa to enable them to understand the relation between time 

and the money they invest in the production and how much they earn
18

. 

10.1.4 Ritter Sport   

Ritter Sport is a German chocolate manufacturer with approximately 800 employees. The firm sells 

their chocolate brand in 90 countries. Ritter Sport has been sourcing cocoa from Nicaragua since 

1990. In 2008 Ritter Sport installed storage facilities in the country when the firm began sourcing 

cocoa from Nicaragua through a public-private partnership (PPP) with (DED) and ADDAC.  

Ritter Sport purchases cocoa from the 16 cooperatives established by ADDAC
19

. Negotiations and 

coordination takes place between Ritter Sport and the cooperatives (1
st
 tier supplier) with some 

involvement from ADDAC
20

. The relation between Ritter Sport and the cocoa smallholders (2
nd

 tier 

suppliers) occurs on rare occasions through training. The relationship between Ritter Sport and the 

cooperatives is formalized by contract where Ritter Sport: 1) ensures the purchase of the cocoa of 

the cooperatives, 2) proposes to pay for the certifications of the farms of the cocoa smallholders, 

and 3) maintains the same price level for six months at the time, which is kept above the price of 

cocoa on the world market
21

. Furthermore, the contract involves counselling in the different stages 

of the cocoa production, which entails both practical as well as theoretical workshops
22

. In 

response, the cooperative is committed to sell their cocoa to Ritter Sport and meet the requirements 

                                                
15

 Ibid 
16

 Ritter Sport’s project coordinator, 3:2010 
17

Ibid 
18

 Ritter Sport’s project coordinator, 4:2010 as well as observations of the traning taking place with the cocoa 

smallholders (2
nd

 tier suppliers) 
19

 Ritter Sport’s project coordinator, (4:2010) as well as observations of the traning taking place with the cocoa 

smallholders (2
nd

 tier suppliers) 
20

 President of the cooperative (6:2010) and Ritter Sport’s quality expert (8:2010) 
21

 Ritter Sport’s project coordinator, (3:2010) 
22

 Ritter Sport’s project coordinator, (3:2010) and observations from a theoretical and practical workshop with Ritter 

Sports quality expert 
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for the quality standard set by the firm
23

. The requirements are made explicit in detailed product 

specifications and are as follows
24

: 

• Degree of fermentation should be above 80 percent.  

• Cocoa beans that have not been fermented: 0 percent   

• Humidity: max. 6 percent 

• Size of the cocoa beans: 75-95 units per 100 grams  

• Cocoa beans containing mould: max. 1 percent 

• External mould: less than 8 percent 

• Contamination: 0 percent  

Furthermore, Ritter Sport finances the larger part of the PPP cocoa-project. This means providing 

the cocoa smallholders with tools and requisites to use in the cultivation of cocoa. In addition, the 

firm pays the organic certification of the cocoa smallholders as well as provides personnel, as for 

instance Ritter Sport’s quality expert, to train primarily the workers in the NWC and ADDAC’s 

experts in the different areas related to the cocoa production
25

. The remaining part of the project, 

which involves the coordinator of the PPP cocoa project is financed by DED
26

. The coordinator 

provides technical consultancy. In spite of being hired by DED, the coordinator of the PPP cocoa-

project represents both the interests of DED and Ritter Sport
27

. Thus, the coordinator both handles 

the developmental part of the project while at the same time handling the export of the cocoa to the 

firm’s factory in Germany. The value chain activity undertaken by Ritter Sport that is relevant for 

this study is the following:   

• Quality Control: This is the last step in the cocoa production. The fermented and dried cocoa is 

delivered to Ritter Sport’s storehouse in Sébaco, Matagalpa, where it is revised by Ritter Sport’s 

quality expert to ensure that the cocoa complies with the firm’s product specifications
28

.   

                                                
23

 Ritter Sport’s project coordinator, (5:2010) 
24

 Information on the product specifications were attained in the interview with the worker1 
25

 Ritter Sport’s project coordinator, (3:2010) and observations from a theoretical and practical workshop with Ritter 

Sports quality expert 
26

 Ritter Sport’s project coordinator, (4:2010) 
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 Ritter Sport’s project coordinator, (3:2010) 
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 Ritter Sport’s project coordinator, (3:2010) 
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10.2 Part 2: Developing Capabilities in the Cocoa Production 

This chapter will provide an overview of the findings and knowledge of the actors and their social 

interactions within the different practices in the cocoa production, gathered through our interviews 

with  the cocoa smallholders,1
st
 as well as 2

nd
 tier suppliers, Ritter and ADDAC and observations of 

their interactions and the practices they carry out. Thus, we will apply Nonaka’s four categories: 

socialization, externalization, combination and internalization. According to Nonaka the knowledge 

creation process within an organization or firm begins with the individual. Thus, this study takes its 

point of departure in the cocoa smallholders and their interaction with other actors. 

Chapter “10.2.1 Producing Quality” will introduce an understanding of the product and process 

specifications of Ritter Sport. The chapter is based on the different actors’ answers in relation to 

cocoa quality. 

Subsequently, chapter “10.2.2 Acquiring Knowledge through Socialization” identifies how 1
st
 and 

2
nd

 tier suppliers share knowledge with each other through shared experiences. 

Chapter “10.2.3 Knowledge Sharing in the Process of Externalization” presents situations where the 

1
st
 and 2

nd
 tier suppliers articulate knowledge.  

Next, chapter “10.2.4 Combination of Knowledge in the Training” is presented and compares 

knowledge, which is processed and talked about by all the different actors. 

Lastly, chapter “10.2.7 Internalization” presents the results of what is learned and acquired through 

talking, learning, evaluation, or being trained to determine if knowledge has been embodied within 

the cocoa smallholders through practice and thus developed capabilities within the GVC.   

10.2.1 Producing Quality  

Quality is a critical subject in this analysis, as it comprises the frame for the production of cocoa. 

“If the cocoa does not have quality then it does not work. Ritter as a buyer, they buy taste! Each 

firm has their own standard for quality”
29

.  

                                                                                                                                                            
 
29

 From workshop with Ritter Sport’s quality expert  
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Thus, the statement from Ritter Sport’s quality expert reflects the importance of quality to the 

production of cocoa and to Ritter Sport as a purchaser of the product. He further states:  

“There is no recipe on how to do the fermentation – it has a lot to do with the sort of cocoa and the 

place where the fermentation is carried out. It is relevant to the method of working and how the 

worker manages fermentation whether they are fermenting near a river or up in the mountains. 

Therefore, in my experience there is no recipe, it is all about experience. With experience you see 

how the cocoa is improving”
30

.  

This quotation implies that the cocoa production is not a process easily carried out simply by 

following a manual or instruction. Continuous practice is required in order to acquire operational 

knowledge, such as know-how on how to perform the tasks specific to the fermentation and drying 

processes of the cocoa beans. Ritter Sport sets the standard for quality but they do not have specific 

manuals on how the cocoa smallholders should carry out the fermentation.  

In the evaluations, practices, interviews, observations, and demonstrations, quality is a continuous 

topic as both workers in the cocoa buying centre, cocoa smallholders in the field and the ADDAC 

experts talk about its importance in all practices (training, harvest, post-harvest etc.). In the cocoa-

buying centre Worker1 expresses their awareness of quality: 

 “The producers have to be careful and deliver the best possible. If a producer delivers a pulp with 

overripe or damaged beans it will affect the quality because of this. The success with the cocoa is 

about following all the requirements for quality. If we [the workers] are not careful and if the 

producers are not careful it will not turn out well and that is what we are trying to avoid in the 

reception and revision of cocoa. We have to check if there are problems with the cocoa. This is why 

we do this type of work. We see if the cocoa meets the requirements [of Ritter Sport]. If the cocoa is 

bad we cannot accept it”
31

.  

Attaining the required quality involves the collaboration of the 1
st
 and the 2

nd
 tier suppliers in order 

to reach the goal. The observation made of the reception of cocoa supports this statement of cocoa 

smallholders handing in cocoa pulp in bad conditions. In fact, the workers detected a large amount 

of cocoa beans that were sprouting, overripe or cut.  

                                                
30

 From workshop with Ritter Sport’s quality expert 

31
 From workshop with Ritter’s quality expert 
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“If the seeds, which have been handed in are sprouted, have monilia or other diseases, mould is 

easily occurring. So it all depends on the fact that the producer is selecting the seeds, which are in 

good conditions” (Worker1, 4:2010). 

There are cocoa smallholders handing in cocoa, which do not meet the requirements of the 

cooperative. This entails that the model on the required conditions for cocoa pulp handed in which 

is agreed upon in combination has not been properly internalized. This is crucial as it may affect the 

final quality of the cocoa.  

CSH8 describes the tasks carried out on his farm in relation to Ritter Sport’s requirements:  

“When harvesting, I pick out the best seeds. Because sometimes the seeds are very small and some 

have diseases, such as monilia, which is not accepted by the cooperative. When handing in cocoa 

for the fermentation the seeds have to be good, clean, big and ripe. We have to meet the 

requirements” (2:2010).   

Quality is a recurrent topic, which is made explicit in the interviews with the cocoa smallholders 

when they are asked about their understanding of “good cocoa” or quality. CSH5 explains: 

“Ritter requires quality cocoa. Quality is when you are told to work in a certain way. Cocoa fruits 

with diseases, damaged, too ripe or very green is not good enough to bring to the cooperative. Bit 

by animals or birds, these fruits are not good enough. It has to be a clean product. The 

maintenance of the cocoa and selecting the good seeds from the bad ones requires a lot of work.” 

(3:2010).  

To achieve quality, it does, however, involve specific working practices done ‘in a certain way’ in 

the harvest in order for the quality or what is also referred to as ‘good cocoa’ need to comply with 

the requirements set by Ritter Sport. It seems that knowledge concerning the requirements for 

quality has been internalized within the workers in the cooperative. They are aware of what and 

how they should carry out the tasks required in the cocoa-buying centre in order to meet the 

requirements for quality. Similarly, the cocoa smallholders harvesting the cocoa are well aware that 

they cannot deliver just any cocoa to the cooperative but that it has to be carefully selected, healthy, 

ripe, and of large size, otherwise the cooperative will not accept the cocoa. Explanations of what 

quality or ‘good’ cocoa is, was widely made by the majority of the cocoa smallholders, which 

indicates that knowledge concerning the quality required by the Ritter Sport has been socialised 

within the organization as a common norm, which the cocoa smallholders want to follow. In this 
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way, the subject of quality is reflected in an ongoing process of knowledge creation as knowledge 

concerning quality is not only something that is worked with on a daily basis, but it is also talked 

about, changed and internalized into new practices. Knowledge sharing, training, and practices in 

the field affect the quality and vice versa quality affects all these areas. In this way, the topic of 

quality belongs to the entire process of knowledge creation.  

10.2.2 Acquiring Knowledge through Socialization 

As mentioned in the theory chapter, socialization is the process, which allows the sharing of tacit 

knowledge and it occurs in the interaction between individuals. In the analysis of socialization 

attention is drawn to the situations where the cocoa smallholders express their thoughts and 

experiences regarding specific farming practices.  

10.2.2.1 Interaction amongst Cocoa Smallholders in the Field 

The cocoa smallholders spend most of their time in their parcels cultivating their land and, as 

mentioned earlier, there are great distances to the nearest city and other communities
32

. Therefore, 

the most frequent interaction between cocoa smallholders occurs primarily between cocoa 

smallholders from the same communities. The cocoa smallholders meet informally to share 

knowledge outside the cooperative and ADDAC. CSH1 says: 

” (...) I gather the people in one place and here we share experiences. I have managed to do this 

because I have learned a lot” (17:2010).  

Hence, such informal meetings take place between the more experienced cocoa smallholders, which 

have most seniority and sell organic cocoa to the cooperative, and the less experienced cocoa 

smallholders, whom are relatively new members and sell conventional cocoa to the cooperative
33

. 

Due to years of experiences of delivering cocoa to the cooperative, the experienced cocoa 

smallholders have accumulated knowledge, which they share with new members. CSH9 expresses 

his experiences with these informal meetings:  

“I am learning in practice how to make manure. I still do not know how to make it but the idea is 

that we will learn it” (8:2010).  

Thus, during the informal meetings the experienced cocoa smallholders show the new members 

                                                
32

 Interview with CSH10, (2:2010) 
33

 Interview with CSH9, (5:2010) 
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how to prune, harvest and make manure, which may improve the farming practices
34

. In this way, 

the less experienced cocoa smallholders may enlarge their knowledge base related to the cultivation 

of cocoa. Consequently, socialization becomes an important process where the cocoa smallholders 

share experiences and develop a common understanding on how to cultivate and deliver the cocoa 

in order for it to be sold to the cooperative. However, CSH9 comments on this process:  

“I have not gained that much experience, but I do know a little bit (...) I have still not tried to do it 

[manure], but I more or less have the idea on how to do it” (8:2010).  

This entails that the cocoa smallholder may not acquire the knowledge required to carry out the 

different farming practices from one day to the next. However, due to the embedded nature of tacit 

knowledge, the sharing of this type of knowledge, therefore, may require practice over time in order 

for the individual to learn and implement the different techniques in their daily routines.  

10.2.2.2 Cocoa Production in the Making 

On walks around the cocoa smallholders’ parcels the smallholders share knowledge on how to carry 

out the farming practices. The cocoa smallholders express only with few words how to prune the 

cocoa trees, to carry out control of cocoa pest and diseases, and select the cocoa pods for 

harvesting. Instead, they supplement the limited amount of words with hand gestures to show us the 

different practices. For instance, CSH3 says: “Look...look”, while showing us how he carries out 

pruning:  

“Look... this is a tree sucker...we need to cut those in order for the tree and fruits to grow. Because 

the tree suckers takes energy to grow and the fruits need that energy to develop and become big”
35

.  

Thus, CSH3 explains while he demonstrates what a tree sucker looks like and how he cuts them 

with his machete in order for the cocoa tree to gain strength to develop the fruits. The CSH3 

demonstrates how harvesting is carried out on the farms:  

“I cut them like this… look… and then I cut it like this. There is another one that is ripe, look. This 

one [pruning hook] is to use at the top and this [garden shears] is to use at the bottom of the tree 

where it is easier to reach. Look how easy it is to cut the cocoa”
36

.  

Pointing at a pile of cocoa pods of different colours, the cocoa smallholder explains:  

                                                
34

 Interview with CSH9, (4:2010) 
35

 Observations on the farm of CSH3 
36

 Ibid 
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“...look....look...this is what they [the cocoa pods] look like when they are ripe then they are yellow 

and if the cocoa is of the sort criollo, they are first dark red and then they turn into the colour of 

orange when they become ripe”
37

.  

Furthermore, the cocoa smallholder describes what they should be aware of when harvesting the 

cocoa:  

“This fruit is not good...look...when it looks like this”
38

.  

The cocoa smallholder shows us a cocoa pod with brownish spots in the pulp.  

In addition, CSH3 also says:  

“This one is overripe...look”
39

.  

The cocoa smallholder demonstrates this by showing a cocoa pod where the amount of pulp is very 

small and the pulp appears to be dry.  

The cocoa smallholders’ verbal explanations of the farming practices they carry out are at times 

inadequate to the outsider as they very often have difficulties explaining exactly what they do and 

how they do it when they cultivate or harvest cocoa. But they do know how it is done. By 

physically showing with their hands how they use and apply different techniques in the cocoa 

cultivation they explain how the cocoa is produced.  

10.2.2.3 Apprenticeship in the Cocoa Buying Centre 

In this case study, the fermentation and drying processes are carried out by two workers in the 

cooperative’s cocoa-buying centre. The relationship between these two workers may be described 

as an apprenticeship where the apprentice is trained by the master. The apprentice says:  

“I have been working in the cocoa-buying centre for two years and when I first started there were 

many things that I did not know concerning the management of cocoa and then bit by bit I began to 

learn because he showed it to me and now I know about the fermentation, the humidity of the cocoa 

and drying” (Worker2, 2:2010).  
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During the two years of training the two workers have shared work practices which have given the 

apprentice more experience on how to carry out the tasks in the cocoa-buying centre. Thus, the 

acquisition of experience has occurred naturally through their daily work routines
40

. This 

socialization process, thus, reveals how knowledge on the cocoa processing is passed on from one 

worker to the next by working together, and that new practices slowly become routines, which are 

performed without the use of many words.  

“When I started to work here, I did not know anything but he (Worker1) explained and explained to 

me how to do the different things and now we work well together because I know my job” 

(Worker2, 2:2010).  

Thus, the sharing of knowledge on the processes of fermentation and drying not only entails 

observation and imitation but, in some cases, also requires that the experienced worker articulates 

his acquired knowledge. In other cases, words are not sufficient, as the actor needs to observe the 

practices. This shows the continuation of the socialization process into externalization. Moreover, 

this example of apprenticeship has involved two years of continuous practice where the apprentice 

has acquired know-how on how to perform the tasks specific to the fermentation and drying 

processes of the cocoa beans. Thus, acquiring know-how exemplifies the final process of 

internalization and shows the ongoing process of knowledge creation. This cycle began with 

socialization where tacit knowledge was transmitted between master and apprentice and ends with 

internalization where tacit knowledge is embodied within the apprentice, as he is now able to carry 

out tasks without the instructions of his master.  

10.2.3 Knowledge Sharing in the Process of Externalization  

As mentioned in the theory chapter, externalization is the process where knowledge is put into 

words in the social interaction between individuals. Thus, in the following analysis attention is 

drawn to the formal and informal settings where the cocoa smallholders express their knowledge on 

farming practices through verbal communication with other cocoa smallholders.  

10.2.3.1 Formal and Informal Interaction between the Cocoa Smallholders 

CSH1 describes how the cocoa smallholders interact in the communities:  
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“All that I have learned, I have shared with women, men and children (…) at meetings, we come 

together and I share my knowledge with them just like a small learning workshop” (17:2010).  

Hence, the cocoa smallholders often have formal meetings in each of the communities where they 

share problems, improvement or progresses on their individual farms and they explain and discuss 

these farming practices and ideas on potential changes
41

. CSH1 acknowledges the importance of 

these meetings:  

“...so because I explained them how and why it is important to make manure, the people 

understood” (19:2010).  

However, the cocoa smallholders also share knowledge in more informal ways. They meet 

informally in the fields or in each others’ houses where they talk and share knowledge with each 

other on how to cultivate the cocoa and improve the farming practices
42

. These informal situations 

may take place between experienced cocoa smallholders and new members of the cooperative. 

CSH9 describes his experience with such a meeting:  

“I have learned a lot from my friend [CSH]) and he has explained a lot to me and the other 

producers on how to cultivate the cocoa (2:2010).  

Knowledge on how to cultivate the cocoa is shared between the cocoa smallholders and not only 

demonstrated as seen in the socialization process. In this way, talking about the different practices 

constitutes a natural continuation of what is being done. Thus, in some situations it may also be 

necessary to make explicit the tacit knowledge of the cocoa smallholders for remaining members of 

the organization for them to acquire knowledge. Hence, this example of externalization shows the 

continuation of the knowledge creation process which was initiated in the part of 

socialization;”10.2.1.1 Interaction amongst Cocoa Smallholders in the Field”.  

10.2.3.2 Experimentation Parcels 

In the GVC, externalization also takes place in the setting of so-called ‘experimentation parcels’. 

CSH2 comments:  

“In every community there is an experimenter and an experimentation parcel. In my community, I 

am dedicating my time to it. In this community, the other members of the cooperative and ADDAC 
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ask me for advice on how to improve their farming practices, and I tell them how I do it and then 

they try to do it themselves on their farms. Sometimes they manage to do what they have learned 

from me and other times they do not. We have figured out how to improve the farming practices 

with this system” (4:2010).  

The ‘experimentation parcels’ becomes a tool in the process of transferring ideas and sharing 

knowledge between the cocoa smallholders. When other cocoa smallholders experience problems 

with applying and performing the different farming practices, they visit the experimenter in order to 

share experiences and perspectives on their problems with cultivation. The experimenter then tests 

the farming practices on his farm. When the experimenter has solved the problem, he suggests to 

the other cocoa smallholders how they can modify their routines. Sharing this new knowledge 

should enable the cocoa smallholders to surpass their difficulties and improve their farming 

practices. This becomes beneficial to the organization if problems in one area, on one farm, are 

solved at the experimentation parcel and shared with the remaining cocoa smallholders, which 

seems to assure a common organizational knowledge base.  

CSH2 explains one of the other functions of experimentation parcels:  

“Before introducing new practices in the organization, they have put me in the position as 

experimenter” (4:2010).  

Thus, the experimentation parcels may also serve as catalysts for knowledge sharing within the 

organization. New practices suggested in the organization are tested and put into practice on the 

experimentation parcels before being introduced and communicated to the other members of the 

organization.  

“In the case of vermicomposting, I first tried it out” (CSH2, 4:2010).  

Vermicomposting is one of the new practices, which is in the process of being implemented in the 

organization in order to improve the productivity of cocoa. The experimenter, in charge of testing 

vermicomposting, expresses his experiences:  

“First, I tried it out, but I failed in my first attempt. I used a wooden box but the worms were eating 

the wood. It was difficult. But then I built this cement box [he shows us] and now it works” (CSH2, 

1:2010).  

Hence, in this process of testing farming practices the experimenter is acquiring new knowledge 
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through learning-by-doing, which triggers a process of internalization. However, the experimenter’s 

actions and reflections related to the vermicomposting may generate new knowledge in the entire 

organization. This is the case if the experienced and acquired knowledge is put into words and 

shared with the other members who should then internalize the practice on their individual farms. 

CSH3 comments on the practice of vermicomposting:  

“Right now, we have a colleague who has vermicomposting at his farm and we are in the process of 

reproducing this model to all the other farms of us producers” (11:2010).  

Hence, the knowledge acquired at the individual level is in the process of being extended to the 

organizational level as more actors become involved in this farming practice. 

The ‘experimentation parcel’ is not only a field for sharing knowledge between the cocoa 

smallholders within communities, but also between cocoa smallholders from different communities, 

who are selling their cocoa to the cooperative. Such amplification of knowledge plays a key role for 

the cooperative in order to sustain and enhance their operations. Indirectly, Ritter Sport may also 

derive advantage from this as the sharing of advanced work practices also involves improvement of 

the outcome bought by the firm.  

“Producers from other communities, Caño los Martinez, Hierba Buena, Cipres and Papayo have 

had difficulties with their work. So I wanted to see if it was due to ADDAC’s teaching methods or if 

it was because of the producers. It showed that it was not because of the methods of ADDAC but 

because the producers did not know how to do it. It did not go wrong when I tried. They had 

problems coordinating their work” (CSH2, p. 4, l. 8).  

These testings of the farming practices on the experimenters’ farm reveals that implementation 

problems are not due to ADDAC’s training per se. The statement further indicates that the problem 

may be caused by lack of organizational coordination of the activities carried out by the cocoa 

smallholders on their farms. However, this lack of coordination may be a consequence of 

inadequate procedures for the implementation of new farming practices. Thus, we will pay attention 

to those factors that are crucial for the organizational coordination.  

10.2.3.3 Interaction and Dialogue in the Cocoa Buying Centre 

Externalization also occurs in the interaction between the different cooperatives selling their cocoa 

to Ritter Sport. The first example on externalization takes place at the arranged workshops where 
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Ritter’s quality expert and the two cooperatives; Nueva Waslala and CoopeSiuna exchange their 

knowledge on the practices of harvest and post-harvest.  

 

During the workshop in the cocoa-buying centre, Ritter Sport’s quality expert and the workers from 

the two cooperatives create a field for discussing relevant subjects related to fermentation and 

drying. The participants gather around the wooden trays containing cocoa pulp in order to analyze 

the received cocoa pulp. In this field of interaction, worker1 from Nueva Waslala explains how they 

carry out the task of receiving cocoa in the cocoa-buying centre:  

 

“First, we do the revision of the cocoa pulp. This is done by taking your hand through the cocoa 

pulp to see if there are any bad seeds because they damage the quality of the cocoa by producing 

mould”
43

.   

 

A worker from CoopeSiuna asks:  

 

How can you see that the seed is bad
44

?  

 

Worker1 demonstrates how he runs his hand through the cocoa mass and picks out two seeds:  

 

“This seed is ripe [shows a white glossy cocoa seed] but this seed is overripe [shows a seed with a 

dark yellow pulp]”.  

 

Thus, in order for the cocoa smallholders to understand what is being observed worker1 adds: 

 

“…this seed is more yellow and drier”
45

.   

 

In this way, experiences are exchanged between the two cooperatives. Thus, this example supports 

previous arguments, which showed that demonstrating might not be enough as an explanation is 

also required in order for knowledge to be understood and shared completely.  

 

A worker from CoopeSiuna asks worker1:  

                                                
43
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“Is it only the overripe beans that are sorted from the pile of cocoa?
46

”  

 

Worker1 replies and demonstrates what he is explaining:  

 

“No, we also sort seeds that are diseased from the pile of cocoa, like this one [shows a seed that 

looks dried-up and darker than other seeds]
47

.  

 

Worker1 further explains:  

 

“…and it is not only those that are not good. You also have to look after cut beans when revising 

the pulp”
48

.  

 

To this a cocoa smallholder asks:  

 

“Why do the cut cocoa beans affect the fermentation? Do the cut cocoa beans have the same 

characteristics as overripe beans
49

? 

 

 Worker1 elaborates on the question: 

 

”The beans may be normal or they may be overripe. So if you do all the control and cannot 

understand why there is mould, it is because there are seeds that are cut in the cocoa mass that look 

perfectly normal”.  

In this social interaction, many experiences are passed on concerning the work routines of the 

workers in the NWC. Thus, the workers from CoopeSiuna acquire new knowledge of the cocoa 

production.  

 

In the workshop, the participants then are grouped around a large tray with dried cocoa beans in 
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order to exchange knowledge and discuss relevant issues in relation to the selection and quality of 

dried cocoa beans
50

.  

Worker1 shows the participants while he explains:  

“These beans are stuck one to each other [demonstrates what they look like] and look this one is 

beginning to sprout [demonstrates the sprouting bean] so they have to be sorted from the rest. The 

beans have to be normal otherwise they have to be sorted from the pile because those are not 

accepted by Ritter”.  

CoopeSiuna has brought their fermented cocoa to undergo an evaluation at the workshop. In this 

case, Ritter Sport’s quality expert performs a cut-test on their cocoa beans and explains how to 

determine the quality of the cocoa. In the interaction between the actors, it is not only Ritter Sport’s 

quality expert who evaluates the quality of the fermented and dried cocoa, but the worker1 also 

make cut-tests on the cocoa and explain how to evaluate and improve the quality of the cocoa.  

Worker1 explains:  

“In the case of cocoa fermentation there is a light violet colour and a dark violet colour to 

brownish colour, like the colour of coffee”.  

Worker from CoopeSiuna:  

“What is the difference?”  

Worker1 describes:  

“...the light violet coloured cocoa beans are only semi-fermented and have a bitter taste. The ones 

that have turned out like the colour of coffee have a good taste and are not bitter. This is what you 

want to attain”. 

Thus, they have created an environment for all actors to participate and share their knowledge on 

these specific fermentation and drying practices. The case explains how the knowledge of the 

worker at the NWC is highly tacit and may not be shared easily with CoopeSiuna solely through 

observations, but also needs to be made explicit and what have been made explicit also needs to be 

demonstrated in order for other cooperatives to understand the work practices.  
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“Producers from the other cooperatives come to Nueva Waslala to ask questions, to learn and to 

ask what we are doing and what we have done to achieve what we have achieved and then we 

explain it to them” (CSH3, 6:2010).  

“We communicate about what we are going to do, what we are doing, what we would like to do (…) 

If one of the cooperatives have bad experiences with the things we would like to do, they 

recommend us not to do it“ (CSH8, 13:2010).  

Thus, in the interaction the cocoa smallholders evaluate the quality of the cocoa and explain their 

experiences on how to perform the required operational procedures and how to avoid difficulties. In 

this way, they turn their experiences into usable explicit knowledge. 

10.2.4 Combination of Knowledge in the Training 

Combination takes place where the actors in the GVC exchange and combine their explicit 

knowledge through different social processes. Firstly, the focal point of analysis is the two actors, 

Ritter and ADDAC and their knowledge articulated in social processes on how to improve the 

cocoa production and quality. Moreover, the explicit knowledge derived from the work of the cocoa 

smallholders and the workers in the cocoa production also entails a vital factor in the analysis. 

Secondly, the focus of the analysis will be on how Ritter Sport and ADDAC exchange their 

knowledge with the cocoa smallholders in order to improve farming, fermentation and drying 

practices. The purpose is to make a comparison by combining the explicit knowledge of the 

different actors.  

The Perspective of Ritter Sport and ADDAC  

10.2.4.1 Training in Farming, Fermentation and Drying Practices 

In the GVC, Ritter Sport works with the suppliers in order to assure that they acquire the necessary 

knowledge to manage the cocoa production. One way for the suppliers to attain knowledge is 

through the training given by Ritter Sport. Ritter Sport’s quality expert explains: 

“I prefer to give the cocoa smallholders courses based on learning-by-doing. I can see that they are 

very interested in these training workshops. If I placed a producer in those kinds of seminars, that 

we attend, where we are very often very bored, imagine a producer, which is not used to that. We 

[Ritter Sport and ADDAC] began to train the producers in practice and it has shown to be much 

more productive. They learn more, it has increased the production, the producers are pruning the 
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trees, the monilia is reduced, the quality has improved a bit, they have become better at harvesting, 

but still with certain problems” (4:2010).  

This quotation emphasizes the improvements in quality and production as a result of the practical 

way of teaching the farming practices. Furthermore, Ritter Sports’ quality expert says:  

“Sometimes I train the producers on their request. For instance, if there is a request for a training 

session on pruning, then, we go to an experimentation parcel in a community where the experts and 

the producers participate” (3:2010).  

Ritter Sport is less involved with the training of the cocoa smallholders, which is mainly undertaken 

by ADDAC. Ritter Sport’s quality expert further explains:  

”In the training we first begin with the revision of cocoa. I go through the whole fermentation and 

drying process of the cocoa with the workers and the experts of ADDAC” (3:2010).  

Ritter Sport has focused their attention primarily on the fermentation and drying processes of the 

cocoa. This means that their training is mainly directed at the workers of the cooperative and from 

time to time the experts of ADDAC. One example of this is the workshop, which was also referred 

to in “10.2.3.3 Interaction and Dialogue in the Cocoa Buying Centre”. In this workshop, Ritter 

Sport’s quality expert trains workers from the NWC, CoopeSiuna and the experts from ADDAC 

with the purpose of improving the quality of the fermented and dried cocoa.  

10.2.4.2 Workshops and Community Exchange  

ADDAC mainly works with the 2
nd

 tier suppliers for them to attain knowledge on how to improve 

production and quality. One method applied by ADDAC to ensure the acquisition of knowledge is 

training. CSH8 says about the training:  

 “When I became a member of ADDAC, they explained me how to improve my farming practices. 

They trained us in workshops and they have taken us to other places to exchange experiences with 

other cocoa smallholders” (2:2010).  

At the workshops taking place on experimentation parcels, the cocoa smallholders are trained in 

different farming practices, such as how to prune the cocoa trees, how to make manure, and how to 
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manage shade and avoid the fungal disease of monilia infecting the cocoa pods etc.
51

. Furthermore, 

ADDAC expert1 explains:  

“In each community, we have picked out an ‘experimentation parcel’ because the producers live 

very far from each other and they are too many for us three cocoa experts to visit each on their 

farm. It is difficult to give all the producers technical assistance although they need it so we train 

them. In this way the idea with the ‘experimentation parcel’ is that the workshop is given to the 

group of producers gathered on this parcel for them to apply it each on their farm. In this way, we 

are transferring technology on how to improve the cocoa production” (ADDAC expert1, 3:2010).  

As mentioned in “10.2.3.2 Experimentation Parcels”, these experimentation parcels are intended as 

a way of amplifying knowledge within the organization. Nevertheless, the application of selected 

parcels as a method for teaching the cocoa smallholders is, however, primarily based on strategic 

considerations made on the part of ADDAC. This is because the NGO, on the one hand, do not own 

their own parcels and therefore need to use the parcels of the cocoa smallholders for their training 

and, on the other hand, only have few employees working with all of the communities involved in 

the cocoa-project. Moreover, ADDAC expert1 explains:  

“Sometimes it is not enough with just theoretical courses. They [the cocoa smallholders] also need 

to observe themselves how the farming practices are carried out. It is important to exchange 

experiences because, for instance, what they do in one community they might do better in another 

community so we visit this community with a group of cocoa smallholders from the other 

community so that they can see what techniques they are applying and how it is improving the 

cocoa” (4:2010).  

This quotation demonstrates the combination of different layers of knowledge sharing between 

different actors; between the theoretical versus practical and the explicit versus tacit knowledge. In 

the theoretical courses the experts of ADDAC share their theoretical knowledge with the cocoa 

smallholders while in the community exchanges experiences are shared between the cocoa 

smallholders. In practices and conversations, the cocoa smallholders share what they know with 

other cocoa smallholders and acquire tacit knowledge through experience and learning by doing, 

which may lead to the creation of new praxis. Hence, knowledge may be continuously reproduced, 

constructed and internalized in social interaction, which shows a continuing process of knowledge 

creation.  
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10.2.4.3 Interaction with Cocoa Smallholders from Other Cooperatives  

Interaction between cooperatives constitutes yet another method for ADDAC to train the cocoa 

smallholders. This occurs between the NWC and a cooperative from Honduras. The cooperative in 

Honduras exceeds the NWC in terms of experience with cocoa as the technologies applied in the 

former cooperative is more advanced than in the NWC
52

. In this interaction, Ritter Sport and 

ADDAC encourage sharing with other cooperatives the organizational routines and procedures of 

the NWC. At the same time Ritter Sport and ADDAC are focusing on developing supplier 

capabilities in order to improve production and quality. However, when the knowledge on the 

specific routines and practices of the members of NWC are shared with other cooperatives they may 

easily be codified and imitated by these competitors. In such case of not protecting the tacit routines 

and capabilities of the suppliers, the organization will not be able to maintain its competitive 

advantage and the suppliers become more vulnerable if facing changing and more competitive 

environments.   

“It was arranged that a group of producers went to Honduras to exchange experiences with the 

producers from Honduras. And we spent a week to observe how this organized group works. We 

participated and also showed them how we work. We also observed what they did better than us, so 

we could try to do that too” (CSH8, p. 7, l. 21). 

Thus, the purpose of the members of NWC visiting the cooperative in Honduras is to observe more 

advanced ways of carrying out certain farming practices as well as sharing their experiences with 

those from Honduras
53

. For instance, CSH3 says about the workshop:  

“We were interested in learning how to graft the cocoa trees because we are going to graft the 

young cocoa trees in our nursery in order to improve productivity” (16:2010).  

Observing and then trying to carry out the practices, the group from NWC may be able to absorb 

tacit knowledge from the members of the cooperative in Honduras. Nevertheless, the members of 

NWC also pay a price by giving away knowledge, which encompasses their competitive 

capabilities.  
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10.2.4.4 Cocoa Promoters as a way of Amplifying Knowledge in the GVC 

Promoters are selected among the members of the cooperative in order to support ADDAC’s project 

team. The promoters are trained within the area of cocoa cultivation and they work to share their 

knowledge with the members of the NWC each in their communities in order to improve the cocoa 

production and quality. In the selection of promoters ADDAC looks for specific characteristics:  

“We are looking for people who would like to work as promoters. They should enjoy working, they 

should be able to read and write and be able to get the idea. What they learn in the workshops they 

should afterwards bring to their community where they will reproduce the whole context” 

(ADDAC expert1, 3:2010).  

Thus, the promoters should through training and experimentations internalize what they have been 

taught in order to pass it on to the remaining members of the cooperative. This shows the purpose of 

the promoters as an instrument for amplifying knowledge in the stage of cocoa production. 

Additionally, the role of the promoters is explained by CSH1:  

“The ‘promoters’ participate in making ‘experimentation parcels’ in order to run tests. And after 

they have run tests on the parcels, they share it with us [cocoa smallholders]. (…) Together with 

ADDAC they are investigating how to improve the farming practices in order to teach it to the other 

producers. The ‘promoters’ are trained by the experts from ADDAC” (16:2010).  

With assistance from ADDAC, the promoters experiment with different farming practices within 

the area of cocoa on an experimentation parcel. When the farming practices have been tested and 

proven feasible and useful to the organization they should then be implemented by the cocoa 

smallholders on their parcels. Combining the differing expertise of the ADDAC experts and 

promoters, which is made explicit in social interaction, may create new ideas on how to improve 

farming practices.   

ADDAC expert3 further explains the purpose of the promoters:  

“In the cocoa project, we have 250 producers in Waslala. So, as we have so many producers, we 

are not able to train all of them, so we have chosen promoters, representatives from groups of 

producers. Out of each ten producers, we have picked out one promoter. These promoters will 

receive all sorts of training. Afterwards, they have to transfer this teaching, knowledge to the 

producers in his community” (13:2010).  
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The function of the promoters is introduced due to ADDAC’s restricted existing staff. The 

promoters should provide assistance to ADDAC by expanding the organizational knowledge base 

concerning cocoa farming practices.  

ADDAC expert1 explains about the training of promoters:   

“The promoter is trained in the area of cocoa but if there is a problem with the cocoa which the 

producer is not familiar with, then it is the expert that assists in these problems and not always the 

promoter. It may be that the promoter knows a lot about cocoa but may not be able to solve a 

problem concerning the cocoa in his community then he will have to consult with an expert. What 

he has to do is share what he has learned in the training to the remaining producers in his 

community” (11:2000).  

The training of the promoters is planned according to courses in specific areas of cocoa cultivation. 

However, in these courses the promoters are only introduced to the most common practices and 

may therefore not be able to provide assistance in situations where unfamiliar problems with the 

cocoa may arise. 

The Perspective of the Cocoa Smallholders 

10.2.4.5 Knowledge in the Practice  

In this chapter, we will look at the training seen from the perspective of the cocoa smallholders 

based on our interviews and observations.  

In relation to the training on the ‘experimentation parcels’, CSH6 express his experiences:  

Of course, you learn a lot in the workshops because there they teach in practice, for example, how 

you should prune the cocoa trees, so you learn a lot in this way, which you then attempt to do on 

your own cocoa tree (5:2010).  

CSH1 goes into more details concerning this subject:  

“They taught me directly, they trained me in theory and afterwards in the field, in the parcel (...) 

this is the best way because there they are teaching me: this is the cocoa tree and we are then 

looking at it and we are experiencing it exactly in this moment. Where the theory is written on a 

little piece of paper and I record it in my mind but I do not do it on my farm. The nicest thing is 
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when we go to the farm. This is where I learn. After I have learned it, I will then do it on my farm” 

(7: 2010).  

This quotation shows that CSH1 perceive training through practical experience as beneficial as they 

improve their farming practices. An experimental way of acquiring knowledge through 

observations and imitation of the different practices is preferred in the training over being taught in 

theory. However, the knowledge creation process may not always be as unproblematic as described 

by CSH1.  

“When the producers receive training they have to do the same things they have been taught on 

their farms. Then, afterwards is planned an exchange between the producers that have received 

training in order to find out if they have applied what they have learned. If they have not, then they 

are called back to work in the field. They work with pruning the cocoa trees, shadow regulation, 

making manure and bio-fertilizer. The producers are called back to do all that. After this training 

we then visit the producers’ farms to see if they have been able to carry out the practices they were 

taught” (President, 17:2010).  

Hence, re-training of the cocoa smallholders is often necessary for the implementation of the 

required farming practices. CSH5 expresses his experiences with ADDAC’s training:  

“One learns how to work even though it has not worked out well, one learns by doing it. But 

sometimes it is difficult because you have to put into practice what they [ADDAC] have taught you 

on the ‘experimentation’ parcel and that is not always easy” (4:2010).  

CSH2 further elaborates:  

“The workshops are good but sometimes it would be better it they [ADDAC’s experts] visited our 

[the producers] farms” (18:2010).  

This shows that the cocoa smallholders may learn in ADDAC’s workshops, however, applying the 

farming practices learned in the workshop may be a difficult process for the cocoa smallholders. 

This is explained by the fact that the implementation of such required practices on the individual 

farms is very often carried out by the cocoa smallholders without any assistance. On this 

background, the cocoa smallholders emphasize a need for individual visits, which may embrace a 

more efficient internalization process. The cocoa smallholders may therefore, in spite of the 

training, still depend on the assistance of the experts. CSH2 explains: 
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“I am a producer but often I do not know the technical part, this product, this plague which has this 

origin, therefore, it is important with training because if I want to have a good farm I need to have 

a good knowledge of the farming practices” (7:2010).  

CSH2 emphasizes the importance of supplementing his existing knowledge on how to perform the 

farming practices in action with a theoretical and scientific explanation provided by ADDAC.  

10.2.4.6 Training in Action 

Observations of a training session for promoters were conducted in order to analyze in more details 

how ADDAC is training the promoters. The following is based on one such observation. We 

attended a training session:   

The training session is presented by ADDAC expert1. At the beginning of the course, the new promoters are firstly 

asked to introduce themselves and share their expectations to their new job as promoters. The cocoa smallholders reply: 

“improve the cocoa plantations”, “implement the different farming practices”, “learn more about the cocoa”. ADDAC 

expert1 begins the session with a photo of a cocoa plantation and the cocoa smallholders are asked to explain what they 

see on the photo. They answer: “a cocoa plantation”, “production and wood”, “cultivation”.  Approximately a half hour 

into the training session, the boss (also employed by ADDAC) enters the room and sits on the front desk. After a short 

while he starts interrupting the other expert who is in the middle of doing a presentation on how to apply manure on 

cocoa parcels. After this, ADDAC expert1 continues her program. Then, the boss’ telephone rings, he is still sitting on 

the desk when he answers the call and he walks out speaking loudly into the telephone. ADDAC expert1 continues the 

training session, a power point presentation. The boss comes back into the room. He rolls through the slides and repeats 

many of the issues that have already been explained by ADDAC expert1. The boss opens different word-documents and 

power points because he wants to present the cocoa smallholders to different data on the cocoa production. Many 

different subjects and pictures are presented by the boss. While looking at the computer screen in order to find the 

pictures he wanted to show, he explains very fast and unstructured about these pictures and the slides he is presenting. 

His phone rings again and he walks out again. Once again ADDAC expert1 attempts to continue the training and asks 

the cocoa smallholders if they have any questions. ADDAC expert1 manages to get the cocoa smallholders to 

participate after being interrupted for the second time  

The training session was characterized by lack of structure and an excessive amount of topics 

presented in the power point presentation. Various interruptions during the session made the 

teaching unstructured and confusing, which at times made it difficult to get an overview and 

understanding of the presented subjects. The interruptions and repetitions also showed lack of 

proper planning and coordination between the two ADDAC experts. Attending this training session 

showed that the training in practice is far from the impression that we got from the interviews with 

Ritter Sport and ADDAC where they described their training of the suppliers as good and effective. 

Testing these statements against reality shows that they differ considerably from the observed 
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training of promoters. Training under such conditions is not good enough and it is questioned what 

the cocoa smallholders actually are able to learn during such training sessions. In this observed case 

of training, ADDAC is not only affecting the purpose of the promoters as amplifiers of knowledge 

but also affect their abilities to solve potential problems in the organization.  

 

10.2.5 Development of New Production Processe - Centralizing the Fermentation 

Process 

In the process of combination, ideas are converted into something concrete such as new product-

development processes. In this case, due to problems with quality in the cocoa production, the 

different actors in the GVC have developed ideas on how to solve the problems and improve the 

quality by introducing a new product-development process. CSH2 explains:  

“ADDAC introduced this model on how to centralize the fermentation process. The experts of 

ADDAC and the cocoa smallholders, we evaluated on what was missing to achieve the right 

temperature and after two years of experimenting, we managed to do it right” (11:2010).  

The experiences of the cocoa smallholders were made explicit and combined with the technological 

knowledge of Ritter Sport and ADDAC. As a result, they changed the operational procedures and 

introduced a new model of centralized cocoa fermentation. CSH1 assesses the changes in the 

production processes from a decentralized to a centralized fermentation:  

“It is an advantage that the cooperative carries out the fermentation and we [the cocoa 

smallholders] just have to cut the cocoa pods from the trees and bring it to the truck on the same 

day and then they [ADDAC] transport it to the cocoa buying centre. It gives us more time to 

cultivate our land and the price is the same” (12:2010).  

In this statement, the cocoa smallholders express how they are saving time for the cultivation part of 

the production, when handing in the cocoa pulp, avoiding all the problems with drying in the 

winter-time and problems with mould when they did not achieve the right temperature.  

10.2.6 Evaluating the Cocoa Production in the GVC 

In the GVC for cocoa production in Nicaragua different methods are applied in order to evaluate the 

advancements in the cocoa production. The improvements of the cocoa production rely on the 
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training of the experts and the workers in the cocoa-buying centre as well as the cocoa smallholders 

in the field cultivating the cocoa. Different evaluation mechanisms are applied in order to ensure 

that the cocoa smallholders as well as the workers meet the requirements for a standard quality 

cocoa set by Ritter Sport. Furthermore, the evaluation mechanisms applied enable the actors to 

detect improvements in the overall production. 

One way of carrying out evaluations of performance in the GVC for cocoa production is by 

conducting surveys. These surveys are carried out by ADDAC and involve each of the cocoa 

smallholders. The survey comprises questions regarding the farming practices, which the cocoa 

smallholders carry out on their farms. Such practices are concerned with the application of manure, 

pruning of the cocoa trees, and monilia control etc.  

“If a producer tells me that he is harvesting 10 quintal [100 kilo] cacao per manzana [0.7 

hectares] then the idea is that he will be able to harvest more. Generally, a good yield is between 

15 and 20 quintales [150 and 200 kilos] per manzana [0.7 hectares] but this is when all activities 

are applied continuously. So if the producer is doing all of the activities he is going to improve his 

production” (ADDAC expert1, 5:2010).  

These surveys are tools used to assess the advancement of each cocoa smallholder in terms of an 

increase in the cocoa production. Thus, an increase in the productivity of cocoa depends on the 

cocoa smallholder’s application of the different farming practices promoted by ADDAC.  

“After six months we carry out a study again to see the impact of the project. If the producer tells 

me that he is still producing the same 10 quintales [100 kilo] it either means that we have failed as 

experts or that they are not applying the practices they should be applying or that they are not 

exploiting the property or that they do not like to work” (ADDAC expert1, 5:2010).  

These surveys are used by ADDAC to acquire knowledge of improvements within the organization 

by measuring quality standards of the cocoa produced at the farms. Nonetheless, the quotation 

explains that the cocoa smallholders are not always doing the required activities to improve the 

cocoa production. ADDAC expert1 gives the explanation that the cocoa smallholders may not be 

interested in working, however, as most of the cocoa smallholders are depended on cultivating 

cocoa to sustain their livelihoods, they do not have the actual choice or other opportunities than to 

work. Therefore, the other explanation linked to the training seems more likely and may also 

originate in some organizational issues, such as the limited human resources of the NGO, as 

mentioned in “10.2.4.2 Workshops and Community Exchange”. Consequently, ADDAC is unable 
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to make visits to all of the farms in order to follow up on their training or see if the cocoa 

smallholders have been able to implement the new and required practices on their farm. This may 

show inefficiency in ADDAC’s training, which makes the cocoa smallholders unable to meet the 

requirements set by Ritter Sport.  

Another form of evaluation performed in the cooperative takes place in the delivery of cocoa to the 

cooperative’s cocoa-buying centre:  

“When the producers deliver cocoa in bad condition, we point it out to him and talk to him. In the 

summer time the cocoa sometimes is overripe because they have fermented inside the pod. So 

sometimes the producer also delivers the seeds that are overripe and this is not something they 

should do. The pods have to be ripe but not overripe” (Worker1 5:2010).  

The state in which the cocoa is delivered to the cocoa-buying centre is crucial for the quality of the 

end-product. However, the quotation indicates problems with the quality of the delivered cocoa 

pulp. Despite of continuous evaluation of the cocoa pulp and ADDAC’s training specifically in 

harvest and selection of the cocoa pulp, many of the cocoa smallholders do not deliver cocoa pulp 

to the cocoa buying-centre in accordance with Ritter Sports’ requirements.  

Ritter Sports’ quality expert expresses his experiences with the fermentation of cocoa: 

”The problem with fermenting the cocoa on the farms was that we had to try and make a uniform 

quality out of a variety of qualities. I had to assure that the cocoa complied with Ritter’s product 

specifications, which resulted in high administration costs (…) much of the cocoa, which the 

producer handed in, we had to decline. They did not know how to ferment the cocoa and the 

problem could be due to the small quantities of cocoa, which they tried to ferment. Instead, by 

gathering all the cocoa pulp in the cocoa-buying centre, we now gain the required temperatures for 

fermentation and a unified quality” (9:2010).  

According to this statement changing the operational procedures to a centralized fermentation 

process would improve the quality of the cocoa. However, worker1 from the cocoa-buying centre 

explains:  

“When Ritter does not accept our cocoa it is because of internal mould. If we, for example, leave in 

the sprouted cocoa beans, beans with monilia they will cause problems in the fermentation 

although we assure a good fermentation” (2:2010).  
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Despite having centralized the fermentation and drying of the cocoa, the cocoa-buying centre is still 

experiencing severe problems of quality caused by internal mould in the cocoa beans. Ritter Sport’s 

quality expert explains:  

“The problem with quality is because of the producers handing in cocoa of bad quality and in the 

cocoa-buying centre because they do not follow the protocols of fermentation and drying. 

Sometimes it is because of capacity and other times because of problems with their [the workers’] 

skills (…). It seems that many times they do not assure that the pulp gain the right temperatures” 

(5:2010).  

Ritter Sport’s quality expert points out two reasons for why the cooperative has problems with 

quality: the lack of resources in the cocoa-buying centre, both human and equipment, and the lack 

of skills to ferment. The former refers to the fact that the cooperative does not have enough 

personnel to measure temperatures and assure the drying process. The latter is concerned with the 

development of skills and consequently also the training. 

The cooperative holds assemblies were the cocoa smallholders are gathered in order to make the 

whole organization aware of the problem with the quality of the cocoa:  

“All the producers are gathered in the assembly where it is presented how much cocoa was 

delivered and how much of it was bad. So this is where the management starts correcting things 

with the producers. The producers are also told that their cocoa has an impact on the quality of the 

cocoa and that it is expected that they improve the situation because the cooperative buy the cocoa 

from the producers but the cooperative sells the cocoa to the big firm. So they should not do it [turn 

in bad cocoa] because it all comes down to money. It is a business where no one wants to lose; 

neither the producer nor the cooperative so the producer has to be aware that the cocoa pods he 

delivers are in good condition” (Worker1, 5:2010).  

Solving the problem with quality is, of course, critical to the cooperative because if the cocoa does 

not comply with the required standard for quality the cooperative will lose earnings as Ritter Sport 

does not accept cocoa below their standards. However, as the assemblies only provide awareness of 

the problem it cannot alone solve the problem because, as argued above, the solution to the problem 

may be to further develop the skills of the cocoa smallholders and the workers. Thus, it may require 

more training of the cocoa smallholders and workers on how exactly to improve the practices. 

CSH16 says about the assembly:  
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"Last year, we had an assembly where they told us that we had to improve the management of 

cocoa. Some producers hand in bad cocoa because they have not acquired experience. I know how 

to manage the cocoa only because I have done it for some time now they have told me (…) and they 

told us that we would have another course but we still have not had it” (5:2010).  

Thus, according to CSH16 the problem with the quality of the cocoa may lie in lack of experience 

of some of the cocoa smallholders, which indicates that the knowledge acquired in training have not 

yet been internalized within some of the cocoa smallholders. ADDAC expert4 explains other 

reasons for having problems with the quality: 

 “We have had problems with the quality of cocoa. They have handed in cocoa pulp with impurities 

or sprouted beans and so on. When the workers in the cocoa-buying centre are friends with the 

cocoa smallholders the workers do not dare to tell them if the cocoa pulp is not good enough. The 

cocoa smallholders will then do it again as long as it will be accepted” (5:2011).  

Some of the cocoa smallholders are handing in bad cocoa although they know that it is not 

complying with the quality requirements. It seems that as long as the cocoa smallholders can get 

away with it they will be handing in bad quality cocoa. Such opportunistic behaviour is a great 

challenge for the cooperative as a business because the bad cocoa affects the quality of the product 

they sell to Ritter Sport. There should be more strict control with the delivery of the cocoa but as 

the statement above reveals, the friendly ties that exist between the cocoa smallholders and the 

workers might hinder this. The lack of experience may, therefore, not necessarily be the only 

explanatory factor for problems with the quality.  

The last evaluation carried out in this GVC takes place when the cooperative delivers the dried and 

fermented cocoa to Ritter Sport’s storehouse. The evaluation of the cocoa takes place between 

Ritter Sport’s quality expert and the worker from the cocoa-buying centre. A quality test is 

performed on the cocoa delivered. From such evaluations the quality expert is able to establish 

whether the cocoa meets the Ritter Sport’s requirements. If the cocoa does not meet the 

requirements a possible course of action may be, for instance, to hold a practical workshop in order 

to refresh the procedures for carrying out the different activities
54

. The workshop with Ritter’s 

quality expert, mentioned in the previous part, comprised such an example.     
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This kind of evaluation has resulted in an adjustment in current practices. For instance, during the 

evaluations of the cocoa received in the cocoa-buying centre, ADDAC and the quality expert have 

observed that there is an excessive amount of sprouting cocoa seeds being delivered to the cocoa-

buying centre.  

“They (Ritter Sport) have observed a lot of sprouting cocoa and now as they require quality they 

will supervise how the fermentation and the drying of the cocoa is proceeding because they 

dedicate themselves more to these areas of fermentation and drying” (ADDAC expert4, 9:2010).  

As a result of such evaluation the cooperative, ADDAC and Ritter Sport have agreed that Ritter 

Sport will keep closer supervision with the fermentation and drying processes of the cocoa. This is a 

change in the normal procedures as Ritter Sport is usually not a part of the daily operations of the 

cooperative as the firm has a more side-line supportive role.  

 

10.2.7 Internalization  

The internalization process determines if knowledge has been internalized and becomes a capability 

in the organization if competitors cannot easily imitate it. Internalization should, thus, reveal that 

the knowledge acquired in the different modes of socialization, externalization and combination 

have become embodied within the cocoa production. Our definition of capabilities as “knowledge 

in action” will be applied, as we will focus on the cocoa smallholders’ account of how they carry 

out certain farming practices. Furthermore, we will supplement these with our observations 

conducted in the field.   

10.2.7.1 Internalizing Knowledge at the Level of 2
nd

 tier Suppliers 

The cocoa smallholders comprising 2
nd

 tier suppliers in the GVC undertake specific tasks related to 

the cocoa production. These tasks are crucial in order to improve productivity and attain the quality 

required to sell cocoa to the cooperative. Thus, the cocoa smallholders should prune the cocoa trees, 

apply manure, manage shade and carry out pest and disease control on their cocoa parcels. 

Furthermore, the selection of the adequate cocoa pods when harvesting is also an important activity 

in order to meet Ritter Sport’s quality requirements. These are all areas in which the cocoa 

smallholders have been trained but may not necessarily be something they do. Ritter Sport’s project 

coordinator explains:  
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“Because the producers have been trained they know very well what they are doing and how they 

are supposed to do things” (3:2010).  

From the point of view of Ritter Sport’s project coordinator the training, which the cocoa 

smallholders have received, has resulted in that they are now skilled to perform the various task 

needed to meet the requirements. ADDAC expert1 seems to agree on this perspective:  

They have to apply manure, prune the trees, manage shade and carry out monilia control. Cutting 

down the bad fruits with monilia and burying them in the soil is important. Inclusive, they should 

use the empty pods from the harvests to make manure. Thus, this utilization of their farms is very 

important. We have trained them in these activities so they should be able to do it (5:2010).  

CSH4 explains the purpose of pruning the cocoa trees:  

“I prune my trees regularly because they grow many tree suckers. The tree suckers steel the 

strength from the flower or fruit which is developing, it is therefore important to cut those tree 

suckers.” (4:2010).  

Thus, the cocoa smallholder carries out this practice on a regular basis, which means that it has 

become a routine. Furthermore, this statement is supported by the analysis in chapter “10.2.2.2 

Cocoa Production in the Making” where CSH3 shows how he cuts unwanted tree suckers from the 

cocoa trees with his machete. In the statement above, CSH4 expresses an understanding for the 

purpose of the tasks he performs, which facilitates the process of internalization.  

“I regulate the shade in my cocoa parcel because the cocoa trees should not have too much shadow 

but either too little shade. This is also what we learn in the training” (CSH4, 6:2010).  

The cocoa smallholders are trained in shade regulation to optimize the growth and yield of cocoa as 

well as reduce pest impact, particularly monilia, on the cocoa parcels
55

. The quotation above reveals 

that CSH4 does perform this task on his farm, which involve that the knowledge acquired in the 

training has become a common practice, which the cocoa smallholders perform intuitively. This is 

supported by CSH8:  

“It is important always to give the cocoa continuous maintenance by controlling shade and pruning 

the trees. We have to cut the tree suckers or else the tree will not grow and only give limited amount 
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of fruits. Shade is also important because the cocoa tree does not like too much sun. Also, a bit of 

sun is good to keep down the monilia” (1:2010).   

With regard to the monilia disease, CSH4 remarks:  

“There is a problem which is the disease of the cocoa. This is called monilia, which is a powdery 

white mould coating the fruit, therefore we need to be aware of this disease and cut it down 

whenever we spot it. First, the pod turn brown like the colour of coffee and then it turns white in the 

top. That is why when I see this white powder I cut down the fruit and if I spot it before it starts 

turning brownish, it is even better, I cut it down and bury it” (10:2010). 

CSH4 expresses concern about this disease but know that there is no remedy against it except 

removing them from the trees and burying them into the ground. On walks on the farms of the 

cocoa smallholders, they sometimes pointed out contaminated fruits, if they spotted one, and 

showed us how they cut them down and afterward bury them into the ground.  

On these same walks the cocoa smallholders often demonstrated the manure they produce. CSH6 

says:  

“Here is the manure I produce. I make this out of cow dung and the shells of the cocoa pods. It has 

to get warmed up to kill the fungus (hongo) and the bacteria. It takes 6 months. Then later I apply it 

on the trees. I learned this in practice in ADDAC’s training I did not know it before” (4:2010).  

This practice of producing and applying manure is now a skilled practice, which he carries out on 

the cocoa trees. This cocoa smallholder learned this practice in the workshops of ADDAC. 

However, as it was also revealed in chapter “10.2.2.1 Interaction amongst Cocoa Smallholders in 

the Field” farming practices, such as manure, may also be learned in a process of the socialization 

with other cocoa smallholders. This is expressed by CSH9  

“All I have learned about cocoa cultivation, I have learned from CSH1 and the other producers” 

(2:2010).  

The most important practice, which the cocoa smallholders carry out, involves harvesting of the 

cocoa pods as it has an impact on the fermentation and drying of the cocoa beans. CSH4 explains: 

 “The fruits that are overripe are not accepted because the seeds inside do not have any pulp left 

and those that are unripe are not accepted either because they develop a bitter taste in the 
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fermentation. This is why we select the cocoa. So when I harvest cocoa I pick out the ones that are 

mature and where the pulp inside is fresh” (9:2010).   

In chapter “10.2.2.2 Cocoa Production in the Making” we observed how the cocoa smallholders 

harvested and demonstrated cocoa pods that were overripe or unripe. Furthermore, they 

demonstrated how cocoa pods should be like on the outside and on the inside in order for it to be 

delivered to the cooperative. Hence, the cocoa smallholders’ explanations and the observation 

support each other and show that the cocoa smallholders have acquired and internalized knowledge 

on harvesting.  

10.2.7.2 Internalizing Knowledge at the Level of 1
st
 tier Supplier 

The tasks undertaken by the 1
st
 tier supplier is, as mentioned earlier, fermentation and drying and 

storing of the cocoa. In relation to this there are certain procedures which have to be complied, such 

as controlling the pulp for damaged seeds, turning the cocoa mass during fermentation and drying, 

taking the temperature of the cocoa mass, and carrying out cut-tests. These tasks are crucial for the 

final quality of the cocoa delivered to Ritter Sport:  

“We [Ritter] have followed the fermentation process for a while now and now they [the workers] 

are able to do it themselves” (Ritter Sports Project Coordinator, 3:2010). 

Worker1 explains about the activities in the cocoa-buying centre: 

“We measure the temperature in every box at specific times. The temperature should be max 50 

degrees in order to achieve the 90% of fermented cocoa. If we do not reach this temperature it does 

not go well and we have to find a way to improve it. For example, give it an extra day of 

fermentation. Because the parameters for fermentation say it should be 80 percent” (worker1, 

3:2010).  

Observations of the activities taking place in the cocoa buying centre shows that the workers after 

the reception of cocoa put banana leaves along the sides of the large trays and fill the trays with 

cocoa pulp, which is then lightly pressed together. Worker1 emphasizes the importance of carrying 

out this task: 

 “We [the workers] have to do a good job from the beginning. Because what happens if we receive 

the cocoa and then we do not give it the temperatures it requires? Then it is very certain that we 

will not have a good fermentation. That is why we cover the cocoa mass with plastic. The 
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temperature requires the kind of work where we have to keep eye on (supervise) the fermentation 

process (Worker1, 4:2010).  

To this Ritter Sport’s quality expert explains:  

“In the beginning I spent many days in the cocoa buying centre. All the activities observed in the 

workshop [described in the externalization chapter] I did that with Worker1. We monitored the 

temperature and the process of fermentation. Then we dried the cocoa and saw how it turned out 

and then Ritter bought the cocoa” (Ritter Sport’s quality expert, 3:2010).  

These different statements and observation made in the cocoa-buying centre demonstrate that what 

Worker1 has learned through training with Ritter Sport’s quality expert has been internalized as he 

is now skilled do carry out this practice without supervision. Furthermore, the analysis in chapter 

“10.2.2.3 Apprenticeship in the Cocoa Buying Centre” showed that worker1 shared his accumulated 

know-how with worker2:  

“Now we are able to work better because now I know how to do the job” (Worker2, 2:2010).  

In this sharing of knowledge worker2 was able to learn the tasks carried out in the cocoa-buying 

centre in processes of socialization and externalization, which has now facilitated their daily 

operations.  

In order to evaluate if the cocoa has fermented or not, I select the ten biggest seeds and I cut them 

in half with a knife. I leave them for 10-20 minutes in order for the beans to turn into brownish 

colour. In case we have seven of brown colour and three still purple it means we have 70 percent of 

fermented cocoa and 30 percent of violet. When the cocoa reaches 90 percent of fermentation it has 

a good taste. This is how we always do it” (Worker1, 4:2010).  

This cut-test is performed in order to determine the degree of fermentation, which terminates the 

fermentation process and is, thus, an essential task. The statement shows that this task is 

internalized and has become part of the common practice, which the workers carry out in the cocoa-

buying centre. This is further supported by observations where it was seen that the workers perform 

this cut-test. In the quotations, the worker does not only explain how the task is performed but also 

why he carries out the task. This shows that worker1 comprehends the function of this task, which 

makes possible the process of internalizing the procedure.  

Having concluded the process of fermentation, the drying process of the cocoa takes place:  
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“When we do the drying we move the cocoa to the tunnels. There the cocoa has to dry for around 8 

days. The cocoa needs a lot of heat so we move the cocoa to the tunnels were it gets very hot and we 

cover the cocoa mass with plastic so that it gets heated and dries. We have to turn the cocoa mass 

otherwise it develops mould” (Worker2, 2:2010).  

Worker2 expresses his experience with the process of drying which he has acquired through his 

apprenticeship in the cocoa-buying centre. He has learned this procedure through the 

demonstrations and explanations of worker1
56

. Drying is also carried out in an alternative way in 

the cocoa-buying centre. Worker1 explains:  

“We also have an oven, which we use in the winter time because here in Waslala it rains a lot. 

Therefore, after four days of drying, we have problems with mould. Then, we should immediately 

use the oven. We use wood and place it in a tube underneath the large trays with cocoa beans” 

(4:2010).   

Worker1’s statement expresses the acquisition of knowledge specific for the conditions under 

which the cocoa is processed. Therefore, knowing when to transfer the cocoa beans and how to 

manage the oven becomes an important task to be carried out in rainy seasons.  In chapter “10.2.1 

Producing Quality” Ritter Sport’s quality expert referred to the importance of this type of 

knowledge for the quality of the cocoa beans.   

“I measure the moisture by using this machine [demonstrates]. The moisture content in the cocoa 

beans should not exceed six percent in order for Ritter Sport to buy the cocoa. Perhaps the moisture 

is at 6.80 or 6.10 that means that the beans are still too moist for them [Ritter Sport] because the 

parameter is 6 therefore its needs to dry longer” (Worker2, 2:2010).  

The level of moisture in the cocoa beans is an important indicator for determining if the beans have 

dried sufficiently and meet the requirements. The workers need to know how to apply a moisture-

meter and be familiar with Ritter Sports product specification although not specified in any 

manuals. Not only does the quotation support this but it was also observed that the workers carry 

out this task. 

“After drying we put the beans in a large tray to select the cocoa once again. Small beans or slim 

beans or beans that stick to each other, those we sort from the rest and we leave the big and good 

beans” (Worker2, 4:2010).   
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This is another vital activity, which is carried out by the cooperative in the GVC and involves 

essential knowledge, which the worker needs to acquire in order to meet Ritter Sport’s quality 

standard. This statement is supported by our observation on how this takes place. On this 

background it can be concluded that the workers in the cooperative perform the task of selecting 

dried cocoa beans. In addition, a final cut-test is carried out when the cocoa beans has been through 

the drying process.  

“The final cut-test is performed with a ‘guillotine’. It has room for 50 cocoa beans. So we can test 

if the cocoa has mould. The parameters say that it should only have one percent of mould. If we 

have 2 or 4 percent of mould, we have to reduce it to one percent. If the cocoa has no mould and 

has a dark violet or brownish colour it passes” (Worker1, 3:2010).  

In this final stage the cut-test is supplemented with flavour testing: 

“The cocoa can have different tastes. When the cocoa has reached 90 percent fermentation then it 

has a good taste. When it has not fermented it has a very bitter taste and the colour is light violet. 

That is when the cocoa has only fermented 30 or 40 percent. That is why we have to fight in order 

to achieve a high fermentation” (Worker1, 4:2010). 

 It is important that the workers in the cocoa-buying centre are familiar with the abovementioned 

tasks as they are essential to the determination of the quality of the cocoa. These statements were 

made while worker1 demonstrated how he performed the cut test. Knowledge concerning how to 

determine if the cocoa beans have reached the required level of fermentation has become part of the 

workers skills concerning the process of fermentation.  

“Then finally we put the beans in sacks special for the storage of the beans. They are made of jute. 

We put them in this storage room where there is a lot of ventilation and we put the sacks on top of 

these wooden pallets so that the beans will not develop mould. That is why they need a lot of 

ventilation” (Worker1, 5:2010).  

Worker1 demonstrated their storage room where several jute sacks were placed on top of wooden 

pallets as he had described. Hence, the worker’s explanations is supported by the observation which 

makes it possible to conclude that the worker has acquired knowledge of why and how to storage 

the cocoa beans, and this has become the general practice performed in the cocoa-buying centre. 
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10.2.8 Conclusion 

The quality of the cocoa is set according to Ritter Sport’s product and process specifications. 

Quality is therefore essential for the production of cocoa and plays a key role in knowledge sharing 

within the GVC. Our analysis, however, shows that acquiring the much sought after quality 

involves a multitude of different factors and practical as well as organizational skills.  

We have seen how the cocoa smallholders through social interaction with each other, ADDAC, and 

Ritter Sport manage to acquire necessary production know-how and do improve existing practices 

or implement new farming practices, both leading to improvements in the production processes and 

quality of the cocoa they produce.  

First, the analysis shows that socialization actually does happen and helps creating organizational 

knowledge creation in the GVC. Experiences are in fact shared, often with few or no words, but 

from solid and valuable daily routines where words are unnecessary; routines are taught by 

gestures, movement, observations and imitations. We conclude that this part of the production 

works quite well.  

Secondly, the interplay between socialization and externalization reveals itself where the process of 

socialization requires explicitation of what was being showed. The analysis of externalization 

stresses the importance of making tacit knowledge more widely available within the organization by 

also explaining remaining members of the cooperative how to carry out the farming practices. The 

conclusion is, that when speaking of the production processes, externalization happens all the time. 

Moreover, the cooperative share their experiences regarding the fermentation and drying processes 

with other cooperatives. However, allowing such valuable knowledge to get outside the boundaries 

of the cooperative might be a critical point for the development of the cocoa smallholders’ 

capabilities. By allowing for competitors to get access to their knowledge, they affect their 

competitive advantage as it makes other cooperatives capable of imitating their processes.  

Thirdly, Ritter Sport and ADDAC create contexts for the cocoa smallholders to exchange 

experiences through observations, imitations and dialogues. At different training workshops, the 

cocoa smallholders are gathered, for instance, at the experimentation parcel in the community, or 

when visiting other communities or cooperatives in other countries. The sharing of experience gives 

the cocoa smallholders a stronger knowledge base in production procedures, which proves to be a 

useful way in performing new and improved farming practices. A lot of the sharing of experiences 

seems to be working, smallholder to smallholder. The real challenge seems to be the ‘meeting’ 
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between Ritter Sport’s – the business world, and the smallholders – the farming world; language, 

trust, management, what the parties expect from each other and so forth, causes challenges way 

beyond the production of the cocoa itself, which we will return to in the coming chapters.  

A closer look at the involved parties and our analysis shows that the training methods of ADDAC, 

although much emphasized by ADDAC, revealed shortcomings with room for improvement. One 

might say that the training is inadequate. This was made clear through our observation of the 

training of promoters, which seemed unprofessional. This could be a serious problem for Ritter 

Sport for two reasons; the one is that the training of the cocoa smallholders has a direct impact on 

the quality of the product. The second reason, which might turn out to be the most important is, that 

there is a trust-issue involved here. And as we shall see in other parts of the analysis, trust matters 

and there have been trust issues on several occasions. Hence, improving the training would 

subsequently improve the product. Furthermore, revealing these insufficiencies plants the idea that 

looking further into the organization procedures within this GVC, could prove very fruitful.  

Fourthly, the analysis shows that the farming is actually carried out first through routines, and then 

talked about and experiences shared, where improvements and good ideas are picked up from other 

cocoa smallholders. Then the farming processes are moved through the socialization, into a bigger 

context where ‘outer’ world requirements are intertwined with the farming practises. Lastly, 

improvements in practices do move into an internalization process, where the smallholders improve 

on things or do them differently, to improve practices and quality. The cocoa smallholders have 

acquired an operational knowledge of production processes, which makes them skilled to carry out 

the practices of pruning, production and application of manure, monilia and shade regulation, and 

harvest. The cocoa smallholders are able to produce and deliver the cocoa. In the case of the 

workers, the practices of reception, fermentation, drying and storing of cocoa are performed which 

make them skilled to produce and deliver dried and fermented cocoa. The activities of fermentation 

and drying of cocoa are complex processes, which require the operation of specific tasks in order to 

achieve the desired quality. As mentioned earlier, from our observations and interviews we 

conclude that the knowledge required to achieve a good fermentation of the cocoa is not easily 

accessed and acquired and it may take some years of shared experience to be able to acquire such 

fermentation skills.  

However, we have detected problems with acquiring Ritter Sport’s quality requirements. We have 

seen that the Ritter standard on product and processes are hard to meet, especially on the delivery of 

the cocoa pulp. The analysis shows that some of the cocoa smallholders’ lack of skills is due to 
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ADDAC’s inadequate training, which indicates that the farming practices are not that easy to 

internalize, and are in fact not implemented into the organization, and that further effort is required 

if quality standards are to be met. Another explanation to the quality standard problem could be ‘the 

human factor’; that most people do the best they can at all times, but that pulp that does not meet 

the standards is delivered anyway.  

Finally, having analyzed the different processes of knowledge creation, it shows that the training 

according to Ritter Sport and ADDAC should be the crucial element for suppliers to learn how to 

improve the production. More specifically, ADDAC, Ritter Sports quality expert and the promoters 

should turn Ritter Sport’s requirements into more tangible practices to improve the existing farming 

practices. However, despite the inefficiency of the training and the suppliers still producing good 

cocoa make us conclude, that the quality requirements are not that tangible and specific in the 

training, and becomes visible through the fact that Ritter Sport has no manuals on quality standards. 

Instead, it is the interaction between the suppliers with shared experiences and articulated 

knowledge that constitute most of the learning. It shows us the importance of sharing knowledge 

between suppliers, experienced and less experienced cocoa smallholders as a way to sustain 

valuable knowledge in the GVC.  

10.3 Part 3: Organizational and Managerial Capabilities in the GVC 

This part of the analysis will take into account organizational concepts, which we have identified in 

the analysis of the farming, fermentation and drying practices in this GVC. Although, the 

organizational procedures lie outside of the production as they focus on the more social factors of 

the GVC, they are, however, concerned with the concept of knowledge. Analysing this social layer 

is critical for detecting deficiencies in the knowledge sharing processes of the GVC which influence 

the development of capabilities in the cocoa production. This chapter will present an analysis of the 

processes of social interaction concerning the organizational issues which takes place in this GVC.  

10.3.1 Organizational Culture  

In this chapter, we will focus on how knowledge and experiences concerning organizational 

procedures are shared between the members of the cooperative.   
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10.3.1.1 The Idea of Cooperativism
57

 

Socialization takes place in all types of social interaction. In relations to the organizational issues, 

socialization comes, for instance, from the set-up of social events in the GVC. A stage play on the 

subject of cooperativism was observed as one such event. This event encourages informal 

interaction between the cocoa smallholders on how to overcome difficult problems in the stage of 

production. The event takes place in open-air, where a group of young cocoa smallholders from 

Matagalpa performs the stage play and the members of the NWC are gathered to watch it. In the 

stage play the theatre group share their experiences concerning different topics within 

cooperativism, such as ownership of the members of the cooperative, their rights to be informed and 

to be heard in the cooperative, and how being members of a cooperative also entails certain 

obligations, such as complying with quality requirements. 

After the stage play the cocoa smallholders are divided into seven groups. Each group is assigned 

one topic related to cooperativism, which are presented in the play. Through dialogue the members 

of the different groups express their understandings of the concepts and in the interaction they reach 

a common definition of what the concepts mean. The cocoa smallholders then present the concepts 

created in the group discussions to the remaining participants in the event. In this way, what started 

as a process of socialization continues and becomes a process of externalization as the cocoa 

smallholders articulate their thoughts on different topics in group discussions. The sharing of 

knowledge amongst the members of the cooperative is a way for the cocoa smallholders to acquire 

knowledge on the principles of cooperativism. This could provide the cocoa smallholders with an 

understanding on how to influence the processes and procedures of the cooperative. A 

representative from one of the groups explains:  

 

“It is important to agree on subjects in the community. All members should be equal. Decisions 

should be made jointly and there should be mutual participation [of the members]. Democratic 

control of the members means to follow the principles [of the cooperative] and keep the members 

informed on how things are going in the community and in the cooperative”
58

.  

 

Although cooperativism proclaims to have these abovementioned values it is questionable whether 

this actually is common practice within the cooperative. Equality between the members refers both 
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to the terms of power and economy. The cooperative is very much aware of this issue of equality 

and for the same reason stresses that the positions of the council and the president should be 

voluntary
59

. This is because the members of the cooperative fear that otherwise it would create a 

division between the council and the remaining members of the cooperative. Decisions are not 

made jointly by all members but the representative council is supposed to make most of the 

decisions on behalf of the members
60

. 

To the question of what he thinks about being member of the cooperative, CSH1 replies:  

“I like to work together with other producers. This is what we do in the cooperative, we work 

organized” (3:2010).  

However, not all cocoa smallholders share this opinion. CSH10 further explains:  

“For some producers being organized is perceived as a problem. We have always been working 

individually. Each of us minds our own business. So when an organization comes, we suddenly have 

to comply with a set of rules and we need to have an organizational discipline and because we are 

not used to it, I sometimes find it difficult” (4:2010).  

Working in the cooperative requires that the cocoa smallholders accommodate their common daily 

routines and practices when entering the cooperative. Such accommodation of their existing 

knowledge is an essential aspect of knowledge creation and a way of creating organizational culture 

among the cocoa smallholders on how to work in a cooperative by promoting the sharing of specific 

values within the cooperative.  

“We get up early and go out in the field then we come back at night. So what I mostly see is the 

cocoa and my house” (CSH10, 8:2010).   

The cocoa smallholders usually spend long days out in the field without experiencing lots of 

variations in their everyday lives. Therefore, it may be difficult for some cocoa smallholders to have 

the energy to overcome attending social events or perhaps even workshops.  

“As a member of the cooperative one receives training in cooperativism. Being member of the 

cooperative means that we have to comply with the rules” (CSH1, 4:2010).  

This cocoa smallholder is aware of what it means to be member of a cooperative. CSH10, which did 
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attend the social event, says:  

“What I really understood at the event was the discipline of the members because this is what really 

is missing that we as members feel commitment and comply with the rules and that we know 

cooperativism because not all members know about this” (6:2010).  

Even though this cocoa smallholder is positive concerning the concept of cooperativism he is, 

however, indicating that not all members are aware of what the membership requires and is 

therefore demanding a stronger sense of cooperativism. Nevertheless, the fact that not all members 

are familiar with this may indicate problems in the implementation phase of the values of 

cooperativism. An essential part of the event is the creation of an appropriate environment for 

sharing knowledge. This is attained through social games, which facilitate the sharing of 

experiences and enhances mutual trust. CSH1 says:  

“The people trust me so I meet up with them and share my experiences with them” (17:2010).  

This cocoa smallholder stresses the role of trust in sharing experiences between cocoa smallholders. 

But trust may not be easily built in the organization. CSH6 comments: 

“...but as one lives far from whatever goes on outside and one cannot see what is going on, we can 

only know if somebody comes and tell us” (8:2010).  

This statement shows that there are problems in the procedures of knowledge sharing in the 

organization. This happens in spite of the ideals of the organization concerning openness, extensive 

knowledge sharing and trust. Some cocoa smallholders seem to be very well informed while others 

have less knowledge concerning the dealings of the cooperative. Such unequal division of 

knowledge among the cocoa smallholders discourages the stimulation of trust because some cocoa 

smallholders do not know what goes on within their own organization. Therefore, the social event 

seems not to be serving its purpose or it is not sufficient in order to pass on knowledge to all of the 

cocoa smallholders and build trust within the organization. This is a critical problem for the creation 

of knowledge in the organization.  

Another group presents their opinion on what autonomy of the cooperative and independence 

means:  

 

“We [in the group] talked about the themes of autonomy and independence which consist of the 

norms and rules that exist in an organization. Independence is to work alone and organized. As an 
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organization we have rules and we have to follow the rules and in the communities we [the 

members of the communities] are the ones who decide what we want to do and what we do not want 

to do”
61

.  

 

In relation to this ADDAC comments:  

 

“The cooperative does not belong to ADDAC. ADDAC is only providing support with the aim that 

the producers will be able to manage the cooperative alone” (ADDAC expert1, 10:2010).  

 

Working alone implies that the cooperative should be able to manage its own operations without the 

assistance from ADDAC. In spite of the two parties’ agreement on this issue, the current situation 

does not live up to the ideal. ADDAC still takes great part in the daily operations of the cooperative.  

 

“To be a member of a cooperative is a process of learning in order to become a good member. 

Training means that we should be better to say on what topics we would like to receive training. 

Information is to know about the rules of the cooperative and to be well informed and know how the 

different projects in the cooperative are going”
62

.  

 

This sharing of knowledge amongst the members of the cooperative through socialization and 

externalization is a way for the cocoa smallholders to acquire knowledge on the principles of 

cooperativism. This could provide the cocoa smallholders with an understanding on how to 

influence the processes and procedures of the cooperative.  

10.3.1.2 Management Routines 

Every other year representatives among the cocoa smallholders are elected to fill in the positions in 

the council and one is elected as president. In relation to these procedures, the current president 

explains:  

“We have to prepare the new ones who assume this kind of work. Not only during one week should 

they get all the knowledge but I should at least show them how to do the work (…) Just like the 

former president and I shared our experiences on how to work” (President, 24:2010).  
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 Quotation from observation of social event in the community of Hierba Buena 
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In the shift from a former to a new council, processes of socialization take place where knowledge 

and experiences on the working processes are shared among the cocoa smallholders. The former 

president explains:  

“I have helped the cooperative and I have told them [the council] my experiences on how to solve 

different problems and they have returned motivated to their jobs” (CSH1, 16:2010).  

In the organization, the former president is sharing experiences on how to work in order to improve 

the working procedures. However, he adds:  

“They placed a new council, but they had many problems. They were not used to solving problems 

and they are still having problems (…) I did not have problems but perhaps with the new council 

because they have not had the same experience yet” (FPresident, 15:2010).  

Thus, the practices on how to work as a council appear not to have become a routine yet. In this 

regard, the former president emphasizes experience as a crucial asset to assure the council’s ability 

to solve the various problems, which they may encounter in their work. Knowledge on how to do 

the different practices is not easily shared and acquired within the new council just through 

experiences shared by the former president but the council also has to acquire the experience 

themselves in action, referring to a process of learning-by-doing. Furthermore, the former president 

emphasizes:  

“So what I think is that ADDAC should train the council well, help them to be skilled. When the 

producer is trained then he is more capable of doing the job” (CSH2, 5:2010).  

Although, the former president has experience with working in the council it seems that his sharing 

of experiences is not enough for the new council to perform the required tasks. Judging from the 

statement of the former president, the cocoa smallholders depend on ADDAC as an additional 

source of knowledge for the development of managerial skills. Nevertheless, ADDAC has not 

provided the cocoa smallholders with the necessary training. This clearly indicates problems with 

knowledge sharing and making knowledge explicit in the organization, which affects the operations 

of the cooperative by disabling the council in their management tasks.  

10.3.1.3 Communication and Information in the GVC 

”We [Ritter Sport and the cocoa smallholders] have a culture of exchange and discussion where we 

talk about things. The producers tell us what they need and we tell them what we [Ritter Sport] 
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need” (5:2010). Replies Ritter Sport’s project-coordinator to the question of: “How would you 

describe the communication between the cocoa smallholders and Ritter Sport?”  

 

The communication between buyer and suppliers seems to be effective. However, this statement is 

contested by CSH1:  

 

“We as members of the cooperative do not have the privilege of talking with Ritter because they 

(Ritter Sport) do not have the time (…) but it works from Ritter to the leader of the cooperative to 

the communities” (11:2010).  

 

Communication occurs mainly between the cooperative and Ritter Sport. Nevertheless, direct 

communication between Ritter Sport and 2
nd

 tier suppliers is just as necessary, as these suppliers 

also have an impact on the production and quality of the product, which the company buys. 

Therefore, it seems problematic that Ritter Sport does not take the time to visit the cocoa 

smallholders
63

. Visiting the cocoa smallholders on their farms would increase the interaction 

between these two actors and stimulate new knowledge sharing processes. In this way, Ritter Sport 

would have a more hands-on approach to the production on the farms. This would be most 

advantageous for the company, as the knowledge acquired on these visits would enable Ritter Sport 

to understand what measures to take in order to improve production.  

Moreover, communication is intended to flow from Ritter Sport to the cooperative and ADDAC, 

and from the cooperative to the cocoa smallholders in the different communities. Passing on 

information from the cooperative to the cocoa smallholders is the task of the delegates.  

“As delegates, we meet in order to evaluate on what are the problems and the advancements in the 

cooperative. Then, we communicate it out to the members” (CSH8, 3:2010).  

CSH7 comments on this matter:  

“There are delegates who represent the communities so we have complained to the delegates so 

that they would present our complaints to the council. But so far we have not received any 

answers” (CSH7, 4:2010). 

This statement is inconsistent with Ritter Sport’s proclaimed “culture of exchange” stated in the 
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beginning of this chapter as the communication is clearly one-way and no exchange is taking place. 

This breach in the communication results in dissatisfied cocoa smallholders and in this 

organization, where knowledge is a crucial asset in the improvement of production and quality, the 

lack of communication will be a hindering factor in the knowledge creating process.  

The comment of Ritter Sport’s project coordinator on the processes of the organization:  

“It is important to work with the cooperative from the bottom to create a culture of participation. 

Otherwise, it could result in too big of a distance between the top and the bottom, the producers 

and the leaders. It is the producers who are important and not the leaders. It has to be a democratic 

process. The cooperative has to feel ownership of the process. They should be able to see for 

themselves what is good or bad, right and wrong, know something about price, the market and the 

value chain” (5:2010).  

This approach is similar to the model of cooperativism, which ADDAC proclaims and attempt to 

implement in the organization. CSH7 have a different view on this issue:  

“Until now they have not updated us. The rules of the cooperative say that we [the members of the 

cooperative] should be informed of the sales and earnings of the cooperative, and how much cocoa 

we hand in. Until today we have not received an explanation of what we have earned in the 

cooperative. There has been no information concerning this issue” (CSH7, 3:2010).  

The ideas of Ritter Sport and ADDAC on how the processes of the organization should be are not 

coherent with how they act. Implementing the required organizational procedures for the members 

to be informed requires the presence of a wider communication between all actors in the 

organization. Consequently, by not including the cocoa smallholders in the communication 

processes of the GVC, Ritter Sport seems to deliberately prioritize the leaders and thereby 

contributed to a widening of the distance between top and bottom, which the company states that 

they wish to avoid.  

CSH7 remarks:  

“When we are not informed as we should be, we do not feel like a part of the cooperative. We feel 

left out. We choose to be members of the cooperative because we want to be heard, be part of 

something and be owners” (7:2010).  
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This statement points out that the lack of information leads to a sense of exclusion which again 

quite clashes with the values of cooperativism announced by ADDAC and Ritter Sport. It seems 

that such values has difficult conditions in the face of reality, as parts of the communication works, 

but the organization is not able to fulfil the promises of information, participation and sense of 

ownership. This means that these values have not completed the loop of knowledge creation and are 

internalized, as it has not become a common practice within the organization.  

The presented concepts of cooperativism are not only relevant in relation to the organizational 

operations in the organization, they may also have a great impact on the development of the cocoa 

smallholders’ technical capabilities related to farming, fermentation, and fermentation practices.  

10.3.2 Creating a Vision of Business  

In this chapter, we will analyze the expressed knowledge of ADDAC and Ritter Sport on how to 

improve the organizational procedures related to management, decision-making, and autonomy 

of the cooperative. We will also look at the explicit knowledge of the cocoa smallholders related 

to their understanding of organizational procedures.  

10.3.2.1 Organizational Procedures   

The NWC cooperative is founded by ADDAC and has now existed for four years with the NGO’s 

assistance. During this period ADDAC has provided the cooperative with a training of the members 

within the areas of farming practices and business management. This is with the purpose of building 

an independent cooperative that is not reliant on ADDAC. The aim is therefore that:  

“...they should develop the idea on how to do business, an idea on how to increase income and work 

with ADDAC in a business way (…) For example, ADDAC has started to require payment for the 

transportation provided to the cooperative and in this way they start to learn how to administrate 

income and costs” (ADDAC expert3, 6:2010).  

ADDAC attempts to create an idea on how to do business. Thus, there seems to be a clear vision of 

what competences an independent cooperative should possess. ADDAC expert3 explains their 

approach to achieving this goal:  

“The idea is that through training and assistance and with all these kinds of procedures, which we 

are doing, to strengthen the capabilities. Yes, the producer thinks a bit different today than two 

years ago [when we started] with other ideas or other capabilities. But we still need to strengthen 

the capabilities. So the strategy is to train these producers in the topic of cooperativism (...) When 
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being a member of the cooperative, the producers have 40 hours of training about the 

cooperativism where they will understand all the responsibilities they should have, all the tasks, all 

the rights they should have as members. It is a requirement” (ADDAC expert3, 8:2010).  

In this quotation, capabilities are understood as the suppliers thinking differently by developing 

their ideas on what is cooperativism. Participating in training on cooperativism, the knowledge 

should allow the suppliers to reflect on situations and to get ideas and recognize when these values 

should be applied and developed and understand how to behave in accordance with the principles.  

In chapter “10.3.11 The Idea of Cooperativism”, we observed a part of these 40 hours on how the 

cocoa smallholders were trained in the principles of cooperativism, such as participation, 

democratic control and the rights to be informed etc., and the importance of working together to 

realize the same objective. Thus, ADDAC uses training as a tool, not only to develop the farming 

skills of the cocoa smallholders, as we saw in “10.2.4 Combination of Knowledge in the Training”, 

but also their business skills. Developing skills in these areas may enable the cocoa smallholders to 

manage the cooperative on their own, without supervision. However, in relation to the training, an 

ADDAC expert says: 

“It is difficult. We as experts in the field also have to be sociologists, business minded, a bit of 

everything. So we are learning while we are working” (ADDAC expert3, 13, l. 35).  

The experts are very often educated in agricultural engineering. However, in the work with the 

cocoa smallholders, the experts also have to be integrated into other organizational functions in 

which they have not been educated. They not only have to teach the cocoa smallholders on how to 

improve the farming practices but also train them to develop their business skills. Having to share 

knowledge, which the ADDAC experts have not even acquired themselves, is problematic when 

training the suppliers to independently manage the cooperative. Furthermore, ADDAC expert1 

comments: 

“The idea is that the cooperative should be able to manage all the activities themselves. But it is 

very difficult. They are still very dependent” (ADDAC expert 1, 14:2010).  

The ADDAC experts’ lack of knowledge on organizational activities could be one explanation for 

the cooperative not being well trained on how to manage their activities independently. Moreover, 

in relation to chapter “10.3.2.2 Communication and Information in the GVC”, the lack of 
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communication from Ritter Sport, ADDAC and the cooperative to its members could also be 

another reason for the cooperative remaining dependent on ADDAC. 

Every other year a new council of administration is elected in the cooperative.  

“The council of administration of the cooperative is producers who do not know how to read and it 

is the council of administration who makes the decisions. They come from their parcels so it makes 

it very difficult to create this vision of business” (ADDAC expert3, 14:2010).   

The statement reveals the inexperience of the members with the administrative tasks of the council, 

which becomes a problematic issue as vital decisions concerning the activities of the cooperative 

lies with the council. CSH10 explains:  

“...we need training, because sometimes we do not know how to make an organization and how to 

work in a cooperative (5:2010). 

Thus, the training that the cocoa smallholders receive from ADDAC is necessary in order for the 

cocoa smallholders to become independent, as it requires a basic understanding of the different 

functions, which comprises the cooperative. However, according to the cocoa smallholders, 

ADDAC’s training methods do not seem to be adequate:  

“ADDAC has to train the people better and help them to work even better” (FPresident, 15:2010). 

The clear vision on how the suppliers should be trained is problematic when reaching the phase of 

implementation. ADDAC needs to improve the training of the suppliers for them to know how to 

improve their working processes. This is supported and further elaborated by CSH10:  

“I think that there is a lack of training of the people who become members of the cooperative. Some 

of the people who are members of the cooperative do not get involved and do not pay attention to 

what it requires to be in the cooperative because they do not understand it” (5:2010).  

This may constitute a critical issue for the development of the cocoa smallholders’ capabilities as 

the training by ADDAC could provide an important source for strengthening such supplier 

capabilities within cooperativism. However, it seems that ADDAC is convinced that developing the 

skills of the cocoa smallholders will not be sufficient to run the cooperative. ADDAC expert3 

explains:  
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“It is important that the cooperative has a function of business management and to do this they 

need a general manager, who has studied business management and they need an administrative 

council, who are producers, members who also make decisions (6:2010).  

An education within business management is not necessarily required to run a business but of 

course it has its advantages. However, it may seem a bit unusual that ADDAC’s expert does not 

believe that the cocoa smallholders are able to fill the position themselves. This conflicts greatly 

with the purpose of ADDAC’s own training which has the aim of equipping the cocoa smallholders 

to run their cooperative. Surely, they would be able to do just that if they received the training 

required to fill out this function. Furthermore, having one of their own filling out the position of 

general manager would enhance the cocoa smallholders’ sense of ownership as they would not need 

to hire someone from outside the cooperative. The President explains their experience with hiring 

general managers, who were not members of the cooperative:  

“We fired the first general manager because she had stolen from the cooperative. The second 

general manager was fired because he was inadequate for his job. He had no experience” 

(FPresident, 17:2010).  

Consequently, hiring these two general managers have been the cooperative’s and ADDAC’s 

solution to the problem of lack of competences amongst the cocoa smallholders. As the statement 

reveals it may also be difficult to find such competences outside the cooperative. In such a situation, 

a company would normally seek to strengthen or build up their own competences but this is 

however disabled by ADDAC’s inadequate training.    

 “When the administrator is a person coming from outside the organization then the council does 

not know what goes on because they are not being properly informed” (CSH10, 6:2010).  

Having bad experiences with the two previous general managers is presumably affecting the cocoa 

smallholders and the council in the sense that they will have much higher expectations and 

requirements to the next general manager. The cocoa smallholders’ lack of skills in the area of 

business administration makes it difficult for them to comprehend and take control of the processes 

going on within the cooperative. ADDAC’s solution to this problem has, thus, been the following:  

“As a strategic decision, we have hired one of ADDAC’s experts as general manager. We talked 

with the council and they agreed to hire ADDAC expert4” (ADDAC expert3, 7:2010).  
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This decision seems, however, not to comply with ADDAC’s overall strategy, which was stated 

earlier. In this, ADDAC announces the independence of the cocoa smallholders by enabling them to 

manage the activities of the cooperative. Nonetheless, hiring an ADDAC expert as general manager 

does not seem as a process of independence but rather the opposite as this will not help build up the 

competences of the cocoa smallholders but contrarily make them more dependent on the NGO. This 

refers to the process of combination as ADDAC and the council has agreed upon this solution to 

overcome the problem of lacking competences within the organization.  

10.3.2.2 Managing the Cooperative  

CSH7 expresses her opinion on placing an ADDAC expert in the position as general manager of the 

cooperative:  

“I do not know if the general manager represents the interests of ADDAC or the cooperative. 

Because, we have not been informed” (5:2010). 

According to this statement it has created some confusion that the cocoa smallholders have not been 

given an explanation of the role of ADDAC expert4 as general manager. Such deficiency in the 

information flow within the cooperative is not only a problem for the participation of the cocoa 

smallholders as it was shown in chapter “10.3.2.2 Communication and Information in the GVC” but 

it also conflicts with some of the values of cooperativism asserted by ADDAC. Additionally, 

knowledge creation in the organization requires a continuous sharing of knowledge between all the 

members for the organization to develop a common knowledge base and develop capabilities. 

Nevertheless, what the members should be informed about on the role of the ADDAC expert as 

general manager of the cooperative is not articulated by ADDAC and, therefore, hinders this 

continuous process of knowledge creation in the organization where the members also know what is 

going on. CSH2 adds to this and explains the situation of the independence of the cooperative:  

“The idea has been that the cooperative should be autonomous but right now it is not the case 

because ADDAC manages and makes all the decisions. Many producers are dissatisfied with 

ADDAC’s expert4 making the decisions. And the council is not involved in the process because they 

do not have the knowledge about different things and therefore ADDAC’s expert4 very often makes 

the mistake of making the decision. It is a problem that ADDAC’s expert4 came as an expert from 

ADDAC so now when he is a part of the cooperative, the people say that he is from ADDAC and 

they do not see him as one who is working for the cooperative but for ADDAC. And the cooperative 

is losing its name and identity. It is a disadvantage” (18:2010).  
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The statement supports the confusion amongst the cocoa smallholders concerning the decision 

made by ADDAC and the council. The cocoa smallholders do not agree with this decision and it 

appears that the council’s lack of experiences and knowledge, as mentioned in the previous chapter 

“10.3.2.1 Organizational Procedures”, provides an obstacle for the council to participate in the 

process of decision making. The confusion on the role of the general manager is also a problem 

with regards to trust, as the members are insecure on what interests the general manager represents. 

With the decision of hiring ADDAC expert4 as the general manager of the cooperative, the 

boundaries between the NGO and the cooperative seem to be unclear. The combination of not being 

informed and the general manager autonomously making the decisions cause doubts among the 

cocoa smallholders if the cooperative actually belongs to them. Losing identity is a problem to the 

cocoa smallholders’ sense of ownership and participation. However, ADDAC seems to be aware of 

the different problems and have attempted to solve it:  

“When I started to work as general manager the council never met with the president of the 

cooperative. We have tried to improve the situation. Now they meet once in the while” (ADDAC 

expert4, 2:2010).  

Employing more frequent administrative meetings between the president, council and the general 

manager has been a procedure applied to develop the cocoa smallholders’ organizational 

capabilities. However, ADDAC expert4 comments on the skills of the president in making 

decisions:  

“The president of the cooperative should make decisions with me. But very often, I looked him up in 

order for us to make decisions, but instead he should come here to the office to make the decisions. 

The president is a good person but maybe he is lacking a bit of leadership (7:2010).  

In this quotation, the general manager emphasizes the problems with management skills and 

leadership of the president as the reasons for his dominant role in the cooperative. Nevertheless, 

ADDAC expert4 further says:  

“I am the one who makes the decisions. When the decisions are out of my hands, I contact the 

council of administration to gather them. But I make the decisions that need to be taken in a hurry. 

Sometimes I make decisions without the council. This may happen 85 percent of the times” 

(1:2010).  
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With this quotation it could be questioned if it is the presidents’ lack of management skills, which is 

the actual problem or rather the fact that the general manager is not including the president and 

council. In spite of having more frequent meetings the general manager is still making the larger 

part of the decisions in the cooperative. Thus, there is a serious problem in the procedures 

proclaimed by ADDAC as the NGO, on the one hand, train the cocoa smallholders and attempt to 

give them experience in administrative work, however, on the other hand, the cocoa smallholders 

are crowded out by a general manager, who autonomously make the decisions. The former 

president has reacted to the division of responsibility in the decision process and says:  

“I said to ADDAC and the council that the council should be more involved with the management 

and not let ADDAC expert4 decide alone or else we will make the mistake of ADDAC expert4 

deciding and this is not good (…) then they had a meeting to see how they could avoid this bad 

image, but it is still not good. I have been asking the other producers and the council and they think 

that ADDAC’s expert4 makes all the decisions” (FPresident, 17:2010).  

The solution of ADDAC’s expert4 as general manager is not implemented in the organization, as 

the cocoa smallholders are dissatisfied with the dominant role of the general manager. Initiatives 

have been taken by the president and the council to meet with the general manager in order to 

change the current situation. Although the cocoa smallholders have articulated and shared their 

knowledge and opinions, no actions have been taken to change the situation for the better. 

Evidently, the cocoa smallholders do not have any impact on the current situation.  

In sum, as we saw in the chapter on socialization, it requires more training and apprenticeship in 

order to develop the management skills of the president and the council and may be what is required 

for the organization to develop and transfer tacit knowledge. In the chapter “10.3.2.2 Managing the 

cooperative”, one of the cocoa smallholders confirmed that many of the members of the council 

may not have the knowledge or being capable to make decisions, which again supports the 

suggestion on providing the council with more training to include them in the decisions rather than 

having ADDAC making most of the decisions.  

Furthermore, we saw that the plan of ADDAC and the council of hiring ADDAC expert4 as general 

manager have not been implemented in the organization as the cocoa smallholders are dissatisfied 

with the decision, as this robs them of their identity and sense of ownership. 

Values, such as informing the members and their participation are crucial for both the creation of an 

independent cooperative and knowledge sharing processes within the organization. Nonetheless, the 
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analysis showed that such values are not sustained in face of reality. Building the cooperative 

around these values, thus, creates some serious obstacles for the independence of the cocoa 

smallholders. In spite of the extensive promotion of the values of cooperativism, these have, 

however, not been internalized within the cooperative. 

10.3.3 Conclusion  

This chapter has presented an analysis of some of the organizational issues within the GVC 

structure, which was detected in our analysis of the farming, practices carried out by the cocoa 

smallholders. Such issues have been presented in this analysis as they are critical factors for 

knowledge sharing in the GVC and the development of the cocoa smallholders’ capabilities.  

The analysis showed that the concept of cooperativism is a predominating topic in the organization. 

The cocoa smallholders are required to attend 40 hours of cooperativism with the purpose that they 

will learn about values such as: participation of the members in the cooperative, ownership, and the 

right to be informed of the dealings of the cooperative etc. Through such training, ADDAC attempts 

to enhance the management skills of cocoa smallholders and to create a common perspective among 

the members of the cooperative.  

The communication in the GVC is mainly between Ritter Sport and the cooperative due to the 

company’s lack of time. This is inconsistent with Ritter Sports assertion of a culture of exchange 

and that there should be no distance between the top and the bottom in the GVC. Focussing only on 

their relationship with the cooperative hinders new knowledge sharing processes to take place 

between Ritter Sport and the cocoa smallholders in the field, which could lead to improvements in 

the production. Moreover, a severe breach in the communication was detected between the cocoa 

smallholders and the cooperative caused by the inefficiencies of the delegates. The lack of 

communication makes the cocoa smallholders lose their voice in the procedures of the cooperative 

and, therefore, it naturally gives them a sense of exclusion.  

The NWC is supported by ADDAC in their daily operations. Nevertheless, the aim is that the 

cooperative should one day gain its independence and become able to manage their activities 

without practical and economic support from ADDAC or other organizations. The former president 

and council share experiences with the current cooperative’s president and council. In spite of this 

and the training on cooperativism, the council is still experiencing problems in managing the 

cooperative. Not only does the council need more experience but they also need more adequate 

training to develop skills which equip them to make decisions on behalf of the members in the 
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cooperative. In the absence of management skills among the cocoa smallholders the cooperative 

and ADDAC have hired one of ADDAC’s experts as general manager. The analysis showed that 

the decision has not been implemented in the organization, as the cocoa smallholders do not agree 

with this decision as they are losing their sense of ownership. 

Finally, the analysis showed that values of cooperativism are not sustained in face of reality. 

Building the cooperative around these values, thus, creates some serious obstacles for the 

independence of the cocoa smallholders. In spite of the extensive promotion of the values of 

cooperativism, these have, however, not been internalized within the cooperative.   

In sum, the analysis shows that one thing is to preach something and another is to put into practice 

what you preach, a constant challenge for most organizations, Ritter Sport included, and a critical 

thing to master.  

11. Discussion 

The discussion processes the results from our analysis: part 1, part 2 and part 3, and discuss them in 

relation to some of the central concepts presented in our theory as well as our empirical findings.  

11.1 The Gereffi et. al Implications on this Thesis 

Gereffi et al.’s GVC has been helpful in mapping out the parties involved in the production process. 

The GVC has proved a useful framework in terms of comprehending the different stages, which the 

cocoa undergoes from pod to fermented dried cocoa beans, which is bought by Ritter Sport.  

The GVC’s focus on governance has been an implicit factor throughout our analysis. In this regard, 

Gereffi et al. actually provides us with a focus, which makes governance visible to us in the 

analysis. What we see is, that Ritter Sport as lead firm in this chain exerts a high degree of control 

by requiring quality through product and process specifications which affect the whole chain, both 

1
st
 as well as 2

nd
 tier supplier. We are not speaking of the financial and material allocation in the 

chain per se, as those factors have not been the focus of this thesis. But what we do see, is, that in 

terms of organization, communication, training and allocation of human resources, Ritter Sport does 

to a large degree control the type of knowledge that exists in the GVC. From a management point of 

view, it should be considered whether this ‘control’ of knowledge is healthy to an organization in 

need of developing capabilities. Obviously, an organization needs to be able to exert some control 

over its strategy, communication, production and daily life. On the other hand, controlling 

knowledge may also be an impediment for their further development. A third challenge connected 
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to the control over capabilities, communication, training etc. is the question of the relationship 

between capabilities and competitive advantage. We will elaborate further on this topic, but for now 

say that we do acknowledge that knowledge sharing the way it is done in our empirical study, 

causes problems when compared to the theories involved in this thesis.  

In terms of upgrading, our analysis shows that product and process upgrading actually does occur as 

suppliers’ capabilities are developed. Functional upgrading is an option, but might not be attractive. 

It would require the implementation of new technologies and allocation of financial, material as 

well as human resources, and if machinery or other equipment is widely available, it is not likely to 

give the firm a competitive advantage.  

Governance from the perspective of the GVC is seen as an expression of the chosen strategies of the 

foreign firm or lead firm, which influences firm performance and competitiveness. Nevertheless, 

what is seen here in the actions of Ritter Sport and ADDAC is that it is not really a question of 

strategy. Rather it is a question of what is possible with limited financial and human resources 

available for the cocoa project – it is a pragmatic solution rather than a planned strategy. The 

analysis also shows how ADDAC uses promoters to amplify knowledge in the GVC as the experts 

themselves are not capable of training all the cocoa smallholders. The lack of human resources has 

a negative impact on the quality of the training and provides quite some difficulties in terms of 

developing the cocoa smallholders’ capabilities.  

The GVC framework has – as expected – not been able to explain how upgrading of their product 

and/or processes may take place. Then again, one could argue that Gereffi et al. never set out to 

provide such an explanation. Our analysis showed that social factors detected outside of the 

production processes as for instance the ability to organize and communicate within the GVC are 

relevant factors for the cocoa smallholders’ development of capabilities.  

11.2 The Nonaka Implications on the Thesis 

Nonaka has proved useful to our analysis, but there are several topics with regards to Nonaka, 

which we would like to elaborate on. Nonaka has provided us with a tool, which we have found 

useful. The abilities of the knowledge creation theory were tested in the context of a sociality. The 

analysis of the farming practices showed that the theory is able to operate with these more tangible 

factors that are directly related to daily life and production and the improvements of the product.  
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Analyzing the actions of the suppliers shows that the process described in Nonakas theory in fact 

does occur. We observed, and were able to verify, that the cocoa smallholders do know their work 

and are able to show both of us – coming from another continent – how a given task is carried out, 

while using very few or no words. Our idea is, that if a farmer from Nicaragua can show us how the 

daily routines are carried out, and to a point where we could probably learn it, little or no language 

applied, then we are confident that they teach each other every day, which we also observed. We 

have also seen that the cocoa smallholders were able to articulate what they did, to a point where 

they could share their knowledge with each other, and thereby improve product and process. 

Furthermore, this knowledge was, for the larger parts of the production process itself, treated as 

valuable knowledge that did reach some strategic and communicative level, and of which parts of it 

has been internalized, meaning that processes again become tacit and are executed by the people 

working with it.  

What did surprise us during the analysis, however, is the huge amount of social factors emerging, 

‘surrounding’ the production processes, and which does not really fit into the Nonaka perspective, 

unless one says that every spoken word refers to a knowledge process. Many of the topics that have 

shown up in the analysis, are social factors related to communication, trust, organization, strategic 

decisions or lack of them, human relations, everyday challenges, disagreements on how things are 

or were. This is revealed in the discontinuance of the processes, as we have not been able to detect a 

spiral of knowledge creation in the same way as in the analysis of the farming practices. 

Communication is easily recognizable as knowledge, as ‘when to do’ or ‘how to do’, but many 

other of the abovementioned factors have been difficult to put into their right place, as they are only 

randomly or indirectly linked to our analytical framework. Nevertheless, many of these social 

factors turn out to be very important for the development of capabilities, such as the former general 

managers stealing money from the cooperative, which diminishes the cocoa smallholders’ ability to 

trust the management. This creates a general problem, which might go beyond their abilities to 

create and codify knowledge.  

We have chosen to analyse the factors that were introduced and made visible to us by our 

interviewees or our own observations as obstacles to improve the cocoa production, regardless of 

whether the topic pointed to the specific knowledge required in the production of cocoa. This has 

given us an insight to the challenges that the organization faces, but these social factors have caused 

us problems in terms of Nonaka. Many of the issues we have discovered in the analysis, such as 

lack of trust and scarcity of educated staff do not pass through the four Nonaka-stages. These social 
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factors show up in one place, such as ownership, which is seen in externalization, but then 

disappears in the category of combination and the practice of ownership is therefore not internalized 

in the organization. Nonaka does not, however, explain what happens when this occurs. What we 

experience when putting his theory into practice is that these social factors, such as trust and 

ownership, are not internalized. Consequently, internalization was not present due to the many 

dysfunctions detected during the analysis, which means that some things have not been 

implemented. We discovered that in the organization they manage to solve some, or quite many, of 

the problems related to the production itself but it does not succeed easily in the implementation of 

many of the educational and organizational problems. Examples of this is getting staff enough to 

educate properly, fixing the trust problems due to the manager making the decisions himself despite 

this being against what is decided upon, management being visible, a quality standard being set, but 

it does not exist on paper etc.  Furthermore we see that not all of the cocoa smallholders are 

complying with requirements asked for by management. Several of the product and process 

specifications has not been codified or shared for all the suppliers to internalize the required 

routines. As ADDAC together with Ritter is responsible for developing the product specifications 

into tangible tools in order for the suppliers to improve the production and quality, they have a huge 

impact on the degree to which knowledge is codified between the actors.  

In relation to organizational level, we see that tacit knowledge, when exchanged between buyer- 

and suppliers, affects the complexity of transactions. The cocoa smallholders do not have 

experience with management, working organized, and making decisions. Explicitation of the values 

is not enough to codify and internalize the procedures but it requires practice and training. 

Codifying knowledge is not only related to the understanding and talking about the principles but 

also needs practice in the implementation of the organizational procedures and a common 

agreement among all the actors and understanding on the operations undertaken in the organization, 

and this does not happen.  

11.3 Capabilities  

We understand the concept of producing capabilities as a process, which is 1) based on the 

understanding of capabilities as the development of routines through productive activity and 

coordination between individuals, and where productive activity is understood as interaction 

between individuals and coordination of resources and 2) a process which passes through all four 

categories of knowledge creation. Furthermore it must be visible to the researcher that a given 

phenomenon is internalized, or in more useful language, implemented, by referring to concrete 
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processes, manuals or practical know-how which shows, that it is useful in daily production. 

Capabilities then, comprise the total internalization of routines from technical to organizational 

activity of all the individuals in order for the organization to perform specific activity.  

In our analysis of the farming practices we see that Ritter Sport, ADDAC and the cocoa 

smallholders share knowledge amongst each other through these different processes which confirms 

that knowledge is generated and do pass through all four processes, making the ‘loop’ of knowledge 

creation and being re-introduced into the ‘loop’. This is for instance seen in the case of Worker2, 

which had learned the working routines of the cocoa buying-centre through demonstrations, 

explanations and evaluations and now works with it efficiently, which will lead to new and 

improved routines.  

One of the very interesting results of the analyses is that practices, new practices, new routines and 

in particular managerial decisions are not implemented. They are to a large part talked about, 

thought about and expressed in interviews and so on, but there seems to be little concern with how 

exactly to implement and to follow up on a given process. One might say that the cocoa 

smallholders and others involved with the physical production for some reason seem to be doing 

better with implementation than what the management does. We are not able to explain the reasons, 

but a valid guess could be that when doing physical work, and when life and family depends on the 

quality of the product, one has to get it right, and does. The management, on their part seem to 

choose the easy solution of hiring one of their own staff members instead of investing time and 

resources in training the suppliers. At the same time the management seemed to have the perception 

of the cocoa smallholders as not being capable to manage the cooperative due to lack of education 

and management skills. Exactly in such case it would seem suitable with improving the training. 

In relation to our second part of the analysis dealing with the organizational issues mentioned by the 

actors in the GVC we detected some theoretical implications for our analysis. This analysis shows 

failure in the communication between Ritter Sport, ADDAC and members of the NWC. This 

creates challenges for the internalization of knowledge and development of capabilities, as the lack 

of communication is lack of information and knowledge shared between the actors. This result in 

the management not being aware of the concerns and problems of the suppliers, which could, if 

solved, contribute to the creation of new knowledge on how to improve the capabilities of suppliers 

related to production or other organizational issues. In the case of the suppliers, they, for instance, 

feel excluded in the absence of communication and thereby the preached values of member 

participation are not internalized. We only detected one example of the continuation of knowledge 
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from one box to the other, which was seen in the social event. Apart from this example, knowledge 

did not continue through the four processes, as they should for capabilities to be developed. The 

analysis clearly showed inconsistency between what is said and what is actually done in the 

organization. 

One of the interesting findings is, that ADDAC’s expert3 mentions that they want to develop the 

capabilities of the cocoa smallholders. In retrospection we can see, that it is not clear what is being 

said here. His perception of what capabilities are, relates to changing the way the cocoa 

smallholders think rather than what they do, while we think of capabilities as thinking, surely, but 

the capability is not there until you can ‘walk your talk’, and actually perform it in reality. Our 

analysis shows that the cocoa smallholders are aware of the values of cooperativism but had 

difficulties adapting to the change with for instance working organized when they are used to 

working individually on their farms. So the smallholders are familiar with the ideas. Putting it into 

practice is the difficult part.  

11.4 Competitive Advantage  

In our theory we have defined knowledge and the processes of knowledge sharing a source for 

developing capabilities in the GVC. These factors are considered the key for the organization to 

attain a competitive advantage. The major point here is that capabilities should not be easily 

imitated or replicated by competitors. If replication or imitation is easy, then it cannot possibly be a 

competitive advantage. In the study, we see that the cocoa smallholders and workers in the cocoa-

buying centre proudly share their work routines and operational knowledge with cocoa smallholders 

from other cooperatives. ‘Our’ cooperative does gain some knowledge, but by showing others how 

to work efficiently, they might as well be giving away whatever competitive advantage they have.  

Furthermore, since Ritter Sport does not have monopoly on the market for cocoa-chocolate, the 

company has to compete with other companies on the market. This forces Ritter Sport to employ 

and develop resources (financial, material and human) that are superior to its competitors and not 

easily imitated. In this case, we see that Ritter Sport’s aim is to compete on the quality of the 

product by outlining product specifications, but the organization is having problems with the 

different processes of knowledge sharing with the suppliers on these requirements. Lack of human 

resources, and the ineffective training in production, and management shows to be an impediment 

to the suppliers’ development of routines – capabilities to produce the perfect and required quality. 

We must say that one crucial factor in order for Ritter Sport to compete for monopoly, requires 
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improvements in many of these processes - a better communication/ information and training of the 

members of NWC.  

Our analysis also shows how gaining competitive advantage might involve a ’chain’ of action 

(phenomena – er det for filosofisk?). In the development of supplier capabilities to upgrade the 

production and gain competitive advantage, we see that it implies several factors such as financial 

resources to employ human resources, training, new practices, new routines, managerial decisions 

etc. The organizational internalization of these phenomena related to strategy, communication and 

production are all a number of actions/ phenomena affecting the supplier capabilities and thereby 

also competitive advantage. In a final determination on Ritter Sports competitive advantage on the 

cocoa-chocolate market, it should therefore be taken into consideration the whole ‘chain’ of 

phenomena: the different processes, which are required in the organization’s daily operations to 

improve quality and production and which could affect the organization’s competitive advantage. 

12. Conclusion 

The purpose of this case study has been to investigate how foreign firms impact their suppliers in a 

GVC. In relation to this, we have focussed on the particular impact of knowledge sharing between 

the actors in the GVC on the development of the cocoa smallholders’ capabilities. We embarked on 

our field trip with the hypothesis, based on the GVC perspective, which assumed that: “Cocoa 

smallholders participating in a global value chain develop capabilities to upgrade the cocoa 

production”.  

In terms of answering our research question of whether the cocoa smallholders acquire knowledge 

and develop capabilities to upgrade the cocoa production, we conclude, that capabilities are actually 

developed. However, there seems to be a difference in the efficiency of developing capabilities, 

depending on where one looks in the organization. The part of the organization producing the 

physical product develops capabilities in a very tangible way, which shows in improved production 

processes and learning. Applying our theoretical framework showed that some of the knowledge 

creation processes are functioning quite successfully, even though, these often take place without 

the actors seeing it as a contribution to knowledge creation and development of capabilities 

The management level in the organization, on the other hand, seems to have problems developing 

the necessary capabilities in terms of making more efficient education and training, communication 

and strategy. The problems on the management level becomes visible in the empirical findings in 

the lack of ability to meet Ritter Sport’s own quality standards as there are lack of proper product 
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and process specifications. In relation to this, factors, such as shortage of resources, trust issues 

were detected, as well as it was seen that the strategy is not clear, and therefore not being 

implemented. The organization does have values. Most explicit is their ideas on cooperativism, but 

it seems that such values is met with difficulties in the face of reality, as parts of the communication 

works, but the organization is not able to fulfil the promises of information, participation and sense 

of ownership etc. It seems the organization does not realize that interaction between all the different 

actors through knowledge circulation and creation can significantly contribute to the development 

of capabilities and improved productivity.  

Our analysis showed that knowledge on how to produce ‘good cocoa’ is shared in different 

knowledge creation processes, and contributes to the development of the cocoa smallholder’s 

capabilities. The cocoa smallholders acquire knowledge through social interaction with each other, 

ADDAC and Ritter Sport. Here, we observed that the cocoa smallholders are in fact able to show 

and explain how they carry out the different farming practices as well as the drying and 

fermentation practices as they should.  

 

In terms of ‘real’ upgrading, we would need to consider many other factors over time in order to 

conclude if the production actually is upgraded. We would for instance need to follow the project 

over quite some time and have access to a wider selection of material, finance included, to be 

certain about the upgrading of the production. For now, we can only conclude that capabilities do 

develop.  

 

One of the interesting things we discovered is that the cocoa smallholders proudly share their 

knowledge with competitors and other cooperatives which make it possible for others to imitate and 

replicate their processes. This is interesting because the organization talks about developing 

capabilities, but it is unclear how these capabilities are going to be protected, if other organizations 

are given access to their best practices. We have defined capabilities only being viewed ‘real’ 

capabilities if they constitute a competitive advantage, and competitive advantage can only be 

attained when competitors have difficulties copying the product and processes. Since this is a field 

where patenting is impossible, it becomes even more important to protect especially the processes, 

as streamlining chains of processes might be the only competitive advantage there is. This thesis 

does not have the scope or the time for investigating whether acquiring competitive advantages, but 

the topic would certainly be worth a further investigation.    
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 14. Appendices  
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1. List of Interviewees/informants – NGO’s 

 

Interviewee: Organization: Relevant Research Area: 

Melba Navarro - 

Coordinator of the 

National Board for 

Cocoa 

IPADE – Institute for development and 

democracy  

 

- Capacity development in the South 

Eastern part of Nicaragua in the 

department of RASS  

Jorge Alfaro Ministry of Agriculture and Forest – 

Magfor 

- Policy formulation in the areas of the 

agricultural, ranching and forestry 

sector.  

Ernesto Bendaña 

and Juan Fernandez 

United Nations Industrial development 

Organization – UNIDO 

- Private Sector Development 

- Cocoa project – promotion of organic 

farming practices, reforestration and 

capacity development of farmers 

Manuel Morales The National Union for Agriculturists 

and Stockbreeders – UNAG 

- Agribusiness program: assist 

producers in gaining accese to 

markets  

- Farmers to Farmers program: training 

of farmers in the areas of organic 

production, agroforestry, 

diversification, environment etc.  

Sofia Castillo Horizont3000 - Monitoring and implementation of 

projects  

- Technical assistance programs 

- Capacity development – people, 

organizations and societies on 

various levels  

Carolina Aguilar Lutheran World Relief – LWR - Training in cultivation and post-

harvest management 

- Provision of simple on-farm 

fermentation and drying systems 

- Promotion of agro-forestry and other 

ecologically sound practices 

- Crop and family income 

diversification and increased 

marketing channels.  

Roger Verschoor Inter-church Organization for 

Development Cooperation – ICCO 

- Provides market information for 

cocoa farmers 

- Work on customs tariffs on cocoa 

bean imports, cocoa semi-products 

and chocolate 

- Price risk management for farmers 

through co-operatives 
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2. Interview Guide for Key Informants/NGO’s Working within the Cocoa Sector 

 

Introductory Questions 

1. What is your name? 

2. What is your (job/ role) in the organization? 

a.  Could you describe your role in details?  

b. When did you become a part of this project/ organization? 

c. How did you get the idea of getting involved in the project/ organization? 

3. What is the objective of your organization in relation to the cocoa farmers? 

a. How does the organization achieve it? 

4. Do you work together with other organizations within the cocoa sector? 

a. If yes: What is your relation? 

 

Relationship between Foreign Buyers/ Organizations and Cocoa Smallholders 

5. Could you describe the situation of the cocoa market in Nicaragua? 

6. What is your experience with cocoa smallholders in Nicaragua who engage in trading 
relationships with global buyers? 

a. What do the farmers versus the foreign companies achieve?  

i. Farmers: in relation to the cocoa production - knowledge, equipment, 

financial + technical support? – How do they get technical support?  

ii. Foreign company: in relation to quality? How do they assure quality? 

b. What are the challenges and opportunities facing the smallholders? - with regards to: 

i. The cocoa production process? 

ii. Organizational issues? 

iii. Training? 

c. What are the challenges and opportunities facing the foreign company in relation to 
the cocoa production process/ quality?  
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3. Interview Guide for Cocoa Smallholders – Members of the Nueva Waslala 

Cooperative 

 

Introductory Questions 

1. What is your name? 

2. What is the size of your farm: (ha or manzanas)  

3. Land usage:  

"# Crops - What main crops are grown - what other kinds of crops?  

$# Do you sell all of the crops that are cultivated on your land? Do you use it for 

nourishment? 

 

Agricultural Farming Practices  

(observations of the agricultural practices will also be made if possible) 

1. How do you cultivate your cocoa? What kind of practices do you do? (describe) 

"# What activities do you do before the harvesting period?  

$# How do you do these activities? 

%# What activities do you do in the post-harvest period?  

&# How do you do these activities?  

'# How do you know when to harvest the cocoa? 

(# What do you need for cultivating and harvesting cocoa?  

i.  Equipment?  

ii.  Conditions?  

iii. What methods/activities?  

iv. How do you get the best cocoa? What do you like to do? Why?  

2. What do you think is difficult with cultivating cocoa? E.g. how do you dry/ ferment the 

cocoa? Do you experience problems with it? What if it rains? What do you do if the harvest 
fails? (Relate questions to the different practices) 

3. What do you think is good cocoa? How do you get the best cocoa? 

"# Have you had any difficulties? 

4. Do you have all the things (equipment) needed for cultivating cocoa? Where and how can 
you get the equipment you need? ADDAC, Neighbors? 

 

Relation with Actors: Nueva Waslala Cooperative, Ritter Sport, ADDAC and other Cocoa 

Smallholders  

1. What/ how is your relation to the international market? Could you please describe the 
relation? 

2. What is important in order to sell your cocoa to the international market (Ritter Sport)?  

3. How do you make sure to deliver good cocoa to Ritter Sport?  

"# What/ how do you do?  

$# Do you experience any difficulties? 

4. How many years how you been a member of Nueva Waslala Cooperative and ADDAC? 
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"# Could you describe to us your relation with the Nueva Waslala Cooperative and 
ADDAC? 

$# What does it mean to be working organized? Advantages and disadvantages?  

5. In relation to agricultural practices – (What have you “gotten” out of the relationship with 

Ritter/ ADDAC? Or of being a member of the Nueva Waslala cooperative?)   

 

Training 

1. How do you know to do the different practices? (land preparation, plant, fertilize, dry + 
ferment the cocoa etc.? ) 

2. What does Ritter Sport/ Organizations/other cocoa smallholders tell you concerning the 

farming practices?  

3. Who is training/ teaching you?  

4. Could you describe a day of workshop/ training/in the field provided by that person?  

1. How do they train you? 

$# What kind of training do you prefer? Why/ why not?  

%# What is difficult? What is fun? 

&# Do you think that you have learned something at the workshop/ training/ in the field?  

'# What have you learned? 

5. Are you doing those practices on your farm that you have learned or are you thinking of 
doing it? 

6. Has the training helped you to implement new farming practices on your farm?  

"# How?  

$# What have you done yourself? 

7. Are there any differences between the practices that you did before and the ones that you are 
doing now?  

"# How do you do it differently? 

$# Do you use any new farming methods? Which ones?  

8. What do you think about these new practices that you have implemented? Is it difficult/ 

easy? 

9. What would you say is the most important improvement in relation to farming practices and 
processing of the cocoa? Why? 

 

 



  

124 

 

4. Interview Guide for Workers in the Cocoa Buying Centre of the Nueva 

Waslala Cooperative 

 

Fermentation and Drying Practices  

(observations of the practices will also be made if possible) 

1. How many years have you been working in the cocoa-buying centre? 

2. What kind of practices do you do in the Cocoa-Buying Centre? (describe)  

1. How do you ferment and dry the cocoa?  

$# How do you know when and how to ferment and dry the cocoa? 

%# What do you need for fermentation and drying the cocoa?  

i.  Equipment?  

ii.  Conditions?  

iii. What methods/activities?  

iv. How do you get the best cocoa? What do you like to do? Why?  

4. How do you ferment and dry the cocoa?  

5. What do you think is difficult with working in the cocoa-buying centre? 

"# Do you experience any problems? How do you solve eventual problems? (Relate 
questions to the different practices) 

6. What do you think is good cocoa? How do you get the best cocoa? 

"# Have you had any difficulties? 

 

Relation with Actors: Cocoa Smallholders, Ritter Sport, and ADDAC  

1. What/ how is your relation to the international market? Could you please describe the 

relation? 

2. What is important in order to sell your cocoa to the international market (Ritter Sport)?  

3. How do you make sure to deliver good cocoa to Ritter Sport?  

(# What/ how do you do?  

)# Do you experience any difficulties? 

4.   Could you describe to us your relation with the Cocoa Smallholders and ADDAC? 

*# What does it mean to be working organized? Advantages and disadvantages?  

6. In relation to agricultural practices – (What have you “gotten” out of the relationship with   

Ritter/ ADDAC? Or of working in the cocoa-buying centre?)   

 

Training 

1. How do you know to do the different practices?  

2. What does Ritter Sport/ Organizations/other workers or cocoa smallholders tell you 

concerning the fermentation and drying practices?  

3. Who is training/ teaching you?  

4. Could you describe a day of workshop/ training/in the field provided by that person?  

1. How do they train you? 
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$# What kind of training do you prefer? Why/ why not?  

%# What is difficult? What is fun? 

&# Do you think that you have learned something at the workshop/ training/ in the field?  

'# What have you learned? 

7. Are you doing those practices in the cocoa-buying centre that you have learned or are you 
thinking of doing it? 

8. Has the training helped you to implement new fermentation and drying practices?  

"# How?  

$# What have you done yourself? 

9. Are there any differences between the practices that you did before and the ones that you are 
doing now?  

"# How do you do it differently? 

$# Do you use any new methods? Which ones?  

10. What do you think about these new practices that you have implemented? Is it difficult/ 

easy? 

11. What would you say is the most important improvement in relation to fermentation and 
drying practices and processing of the cocoa? Why? 
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5. Interview Guide for ADDAC  

Introduction 

1. What is your name? 

2. What is your role/ position (job)? 

3. Could you describe your job in details? 

4. Could you please describe the profile of the cocoa smallholders that Ritter Sport is working 

with (Cocoa smallholders: Size, volume, individual or cooperative, etc)? 

 

Ritter Sport & Nueva Waslala Cooperative 

5. What and how is the relationship between ADDAC/ Ritter Sport and the producers? 
(Knowledge transfer, financial support, technical assistance etc.)? 

a. Is there a contract between ADDAC/Ritter and the Nueva Waslala Cooperative? 

b. What are the terms of such an agreement between ADDAC/Ritter Sport and the cocoa 

smallholders? 

c. How have you defined the agreement? 

d. What do you get out of it? 

e. What do the farmers get out of it? 

f. What do you think are the challenges of working under such an agreement with Ritter 
Sport and the Cocoa Smallholders? 

g. How do you make sure that the farmers fulfill the requirements of being a member of 

the cooperative and selling to Ritter Sport? (training, supervision?) 

 

Training 

1. Is ADDAC engaged in the training of the cocoa farmers or the workers of the cooperative?  

IF YES: 

2. How? Within what areas?  

3. How do you train the cocoa farmers/ workers? / What methods do you use? (training, 

workshop, practice)  

4. Could you please describe the methods in more details? 

5. What do you teach them?  

- Land preparation 

- Planting, sowing, transplantation 

- Fertilizer application 

- Pruning 

- Harvesting 

- Cocoa processing/ drying/ fermentation etc. 

 

6. What agricultural activities do you find most important to teach the farmers? Why?  

a. How do you teach them in that activity – the different agricultural activities?  

7. How do you decide on what (the agenda) you will teach the farmers?  

8. What are your experiences with the training – good and bad? Any problems? 
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9. What do you think is easy and what is difficult to teach the farmers? How come? (e.g. 
openness, willingness, difficulties, trust, motivation, cultural differences). 

a. How do you experience the farmers during a training workshop? 

b. What response/result do you get from the farmers when using the different teaching 

method? 

c. Do you use other teaching methods? Which one works best (workshop or in the 
field/practical-method)? Why is that?  

 

10. What does quality mean to you/Ritter Sport/ADDAC?  

a. How do you think the cocoa farmers and the workers make good quality?  

b. Could you give an example/ describe how?  

c. How do you make sure that the cocoa farmers make good quality? (control, 
supervision) 

d. Have you had difficulties with the quality/ farming practices/ fermentation/ drying? 

e. How do you solve the problems? 

 

On the Farm/ in the Cocoa-Buying Centre 

1. Could you please describe how the farmers and workers do the agricultural practices in 

respectively the field and the cocoa-buying centre?  

2. Could you describe a day when you are working with the farmers in the field, in the cocoa-

buying centre or at the training? (What are the results of the training/ what have the farmers/ 

workers learned) 

3. Do you see/experience any difficulties with the cocoa production? 

a. How come? 

4. What challenges do you experience in your job with the smallholders in general and with the 
Nueva Waslala cooperative? 
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6. Interview Guide for Ritter Sport’s Quality Expert and Project Coordinator 

 

Introduction 

6. What is your name? 

7. What is your role/ position (job)? 

8. Could you describe your job in details? 

9. Could you please describe the profile of the cocoa smallholders that Ritter Sport is working 
with (Smallholders: Size, volume etc)? 

 

Ritter Sport & Nueva Waslala Cooperative 

1. What and how is the relationship between ADDAC/ Ritter Sport and the producers? 

(Knowledge transfer, financial support, technical assistance etc.)? 

a. Is there a contract between ADDAC/Ritter and the Nueva Waslala Cooperative? 

b. What are the terms of such an agreement between ADDAC/Ritter Sport and the cocoa 
smallholders? 

c. How have you defined the agreement? 

d. What do you get out of it? 

e. What do the farmers get out of it? 

f. What do you think are the challenges of working under such an agreement with Ritter 

Sport and the Cocoa Smallholders? 

g. How do you make sure that the farmers fulfill the requirements of being a member of 
the cooperative and selling to Ritter Sport? (training, supervision?) 

 

Training 

11. Is Ritter engaged in the training of the cocoa farmers or the workers of the cooperative?  

IF YES: 

12. How? Within what areas?  

13. How do you train the cocoa farmers/ workers? / What methods do you use? (training, 

workshop, practice)  

14. Could you please describe the methods in more details? 

15. What do you teach them?  

- Land preparation 

- Planting, sowing, transplantation 

- Fertilizer application 

- Pruning 

- Harvesting 

- Cocoa processing/ drying/ fermentation etc. 

 

16. What agricultural activities do you find most important to teach the farmers? Why?  

a. How do you teach them in that activity – the different agricultural activities?  
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17. How do you decide on what (the agenda) you will teach the farmers?  

18. What are your experiences with the training – good and bad? Any problems? 

19. What do you think is easy and what is difficult to teach the farmers? How come? (e.g. 
openness, willingness, difficulties, trust, motivation, cultural differences). 

a. How do you experience the farmers during a training workshop? 

b. What response/result do you get from the farmers when using the different teaching 

method? 

c. Do you use other teaching methods? Which one works best (workshop or in the 
field/practical-method)? Why is that?  

 

20. What does quality mean to you/Ritter Sport/ADDAC?  

a. How do you think the cocoa farmers and the workers make good quality?  

b. Could you give an example/ describe how?  

c. How do you make sure that the cocoa farmers make good quality? (control, 
supervision) 

d. Have you had difficulties with the quality/ farming practices/ fermentation/ drying? 

e. How do you solve the problems? 

 

On the Farm/ in the Cocoa-Buying Centre 

4. Could you please describe how the farmers and workers do the agricultural practices in 

respectively the field and the cocoa-buying centre?  

5. Could you describe a day when you are working with the farmers in the field, in the cocoa-

buying centre or at the training? (What are the results of the training/ what have the farmers/ 

workers learned) 

6. Do you see/experience any difficulties with the cocoa production? 

b. How come? 

4. What challenges do you experience in your job with the smallholders in general and with the 
Nueva Waslala cooperative? 
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7. Interview Guide for the Administration of NW Cooperative and The 

President 

 

Introduction 

1. What is your name? 

2. What is your role/ position (job)? 

3. Could you describe your job in details? 

 

Background Information 

1. Could you tell us about the history of the cooperative?  

a. How did it start? 

b. When was it founded? 

c. Main purpose  

d. Main programs/projects being carried out 

e. Funding for activities 

f. Geographic coverage 

2. How many cocoa farmers are members of the organization? 

3. Could you describe the main characteristics of small cocoa producers that are members of 

the cooperative? 

a. Land ownership 

b. Size 

c. Gender 

d. Education level 

e. Etc. 

4. What is NWs total sales of cocoa?  

 

Relationship with the Cocoa Smallholders 

5. Could you describe the relationship of NWC and the cocoa smallholders (members of the 

cooperative)? What does the cooperative assists the cocoa smallholders with? 

a. Provide facilities for fermentation, storage etc. 

b. Fermentation – Does the cooperative ferment the cocoa or do the cocoa smallholders 

do it themselves using the cooperatives facilities? Could you describe how it works? 

c. Technical support/knowledge – how does it work?  

d. How is the knowledge/technical support transferred from Ritter Sport or other 

organizations (NGOs) to the small producers?  
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i. Does it happen through NWC – Is the knowledge transferred to the 

cooperative, which then has to transfer it to the small holders?  

ii. Can you describe this relation?  

iii. What has been your experience of this? Has it had good results? 

 

Relationship with Ritter Sport 

6. Could you describe the relationship between the Cooperative and Ritter Sport 

a. How did the cooperative start working with Ritter Sport?  

b. What do you get out of it? 

a. Does the organization receive any financial support to do the agricultural practices? 

Who provides such support? (eg. NGO, Donor, trader/exporter) 

2- Does the organization receive any technical support / training? About what? (controlling 

cocoa quality, farm management, knowledge about markets and prices, etc). From who 

Ritter or NGO? Which NGO or other organization? 

3- Major advantages of contract farming, major disadvantages of contract farming for the 

cooperative as an organization?  

 

 

!
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8. Pictures from Field Work 
 

Pre-Harvest Activities 

in the Cocoa Production 
 

A Cocoa Tree 

 

 

Cement Box for Vermicomposting 

 

 

Cocoa Flowers on the Trunk of the Cocoa Tree 

Manure 

 

Vermicomposting 

 



Harvest Activities in the Cocoa Production  

 

 

  

 

Cutting the 
Cocoa Pods of 
the Trunk with 

a Pruning 
Hook 

 

Harvested 
Ripe 
Cocoa 
Pods 

Cocoa Smallholder 
at the Harvest 

Cutting the Cocoa 
Pods 

 



 

Affecting the Cocoa Quality 

Monilia infected Cocoa Pods 

 

Over‐ripe Cocoa Pod 

 

 

 

 

 

 

Cocoa Pulp Sorted from the Rest of the Cocoa 
Pulp Handed in to the Cooperative 

 

 

Twin Beans causing mould in the Fermentation 
and Drying 



Post-Harvest Activities 

 

Revision of Cocoa Pulp 

Cut Test of Fermented Cocoa 

 

Revision of the Dried Cocoa Beans 

 

 

Tray Filled with Cocoa Pulp 

Drying of the Coco Beans 

 

Quality Control of the Dried Cocoa 



 


