
FUNCTIONAL 
ANALYSIS

for



Objectives
Overall description of the 

VC system

main actors 
and 

stakeholders 
involved

how it works 

main strategic 
development 

challenges

Common 
understanding/ 
picture of the VC 

operations through 
harmonising the 
various experts’ 

perspectives  

Main elements = basis to 
answer the framing 

questions

Key components



FUNDAMENTALS

The construction of the common 
interdisciplinary framework for the 
VC encompasses a wide range of 
information, quantitative data and 
qualitative assessments. It proceeds 
by:

- Exposing the main features of the 
chain 

- Reviewing the main technical 
processes and practices 

- Examining the VC organisation and 
governance, overall and at every 
level
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Exposing the main features of the 
VC

• the series of product(s) along the chain from 
farms to end-markets (domestic and port of 
exports) 

• the succession of steps from the initial 
(agricultural) production to the final in-country 
consumption market or point of export 

• the actors involved at each stage

• the geographical location of the activities and 
operations

• the main material, financial and information 
flows among actors and between stages of the 
VC

The 
building 
blocks 

portraying 
the VC 

include :
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The building blocks of the VC description
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Exposing the main features of the chain



The building blocks of the VC description
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Exposing the main features of the chain



The building blocks of the VC description
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Exposing the main features of the chain
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New !

COLEACP will develop for each VCA4D team a market analysis to bring 
complementary elements to the VCA4D functional analysis and give an 

in-depth and overall perspective on the markets. 
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Reviewing the main technical
process

Technologies used at every step of the VC, categories of 
activity, technical coefficients and productivity ratios, 
benchmarks, and main physical constraints. 

Does not carry out a thorough technical investigation

Particular attention to: (i) seasonality of activities, (ii) 
diversity of quality of products, (iii) use of sub-products and 
losses

Descriptive elements derive mainly from secondary sources, 
complemented if needed by specific economic and 
environmental data collection undertaken by the team 

All experts refer to the same technical data and elements 
for a coherent analysis.
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Technical processes and practices

FUNDAMENTALS OF THE FA FOUNDATION OF THE ANALYSIS VC STRATEGIC  EXAMINATION



Examining the VC organisation and 
governance, overall and at all levels

Organisational, institutional and/or 
“structure and conduct” analysis based 

on secondary sources and complementary 
economic and social investigations 

Particular attention to: (i) the relative weight 
of the VC product in the overall activities of 
each actor, (ii) coordination arrangements 

between agents, (iii) market trends, (iv) 
policies and projects shaping the context

When export product, rapid market 
analysis: demand trends, business structure 
(highlighting dominant actors), and possibly 
on price differentials (with competitors and 

comparing with final consumer goods)

FUNDAMENTALS OF THE FA FOUNDATION OF THE ANALYSIS VC STRATEGIC  EXAMINATION



FUNDAMENTALS OF THE FA FOUNDATION OF THE ANALYSIS VC STRATEGIC  EXAMINATION



FUNDAMENTALS OF THE FA FOUNDATION OF THE ANALYSIS VC STRATEGIC  EXAMINATION



Assessment

Use of a wide 

range of 

quantitative 

data: volumes, 

number of people/ 

enterprises, prices 

at different stages, 

etc. 

Coming from official 

statistics, 

secondary data, 

surveys and 

interviews 

Inform in a tangible 

way on the reality of 

the elements put 

forward and on their 

representativeness 

Using the tools 

proposed in the 

following tables. Data 

quality must be 

carefully assessed 
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LAYING THE FOUNDATION 
OF THE WHOLE ANALYSIS

What is the defined scope for the 
analysis? 

Are there specific activities, actors 
or production systems to focus on?

What is the common typology of 
actors to be used by all experts?

What are the relevant sub-chains 
that will sharpen the analyses?

The FA unveils possible options for 
carrying out the ECO, SOC and ENV 
analyses. The team set the priority 

elements to review, the subsequent 
data collection and the overall 

strategy by answering the questions:
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What is the defined scope for the 
study? 

Actors involved 
and identified 

channels

Timeframe (year, 
period, season…) 

Geographic 
scope (areas, 

regions…)
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Are there specific activities, actors 
or production systems to focus on?

Particular context (technical, 
environmental, social, policy-

related…) 

Issues raised by key actors 
(local decision-makers, 

private sector, EU 
Delegations…) may point at 

special study needs
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What is the common typology of 
actors to be used by all experts?

The common typology 
allows for describing 

and assessing the 
diversity of situations, 

benefits and 
drawbacks in the VC, 
and the foreseeable 

evolutions

Must be determined 
and agreed upon 

through an 
interdisciplinary 

process by the whole 
team

Key variables used for 
shaping the typology 
are contextual: the 

quality of produce, the 
size of the business, 
the equipment and 

capital, the 
technological 
processes, the 

geographic zones, etc.

The performance and 
impact for each type 

of actors are 
evidenced by the ECO, 
SOC and ENV analyses
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What are the relevant sub-chains 
that will sharpen the analyses?

The whole VC system is split 
into “sub-chains” that shade 

light on different (sub-)sets of 
the VC activities and 

organisation

Sub-chains may 
encompass the whole 
series of functions and 

actors (from farm to end-
market) in a separate way 
or share actors with other 

sub-chains 

Sub-chains are examined 
separately. Comparison of 
their economic, social and 

environmental 
performance and impacts 

provide evidence to 
decision-makers for 

conducting operations and 
policies
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New !
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New !



Warning
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A STRATEGIC EXAMINATION 
OF THE VALUE CHAIN

The analysis of the technical 
characteristics and 

organisational features of the VC 
and of the general environment 
in which it operates provides the 

essential elements needed to 
outline the VC strategic position. 

Determining the main Strengths, 
Weaknesses, Opportunities, and 
Threats (SWOT) regarding the VC 

helps to grasp a full strategic 
picture and to explain past 
performance and potential 

development of the VC. 

The SWOT matrix is a synthetic 
tool that helps to combine the 
main findings of the FA and the 
drivers stemming from the ECO, 

SOC and ENV investigations done 
for answering the FQ
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New !
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New !





Matrice of functional relations

Flow diagram and mapping

Function Actors Products

Production Productors 1 Fresh

Production Productors 2 Fresh

Production Productors 3 Fresh

Processing Processors Processed

Trade Wholesalers Fresh

Trade Retailers Fresh and processed

5000 Producers 1 
800 t

10 Wholesalers
800 t

50 Producers 3
300 t

2000 Producers 2
500 t

20 Processors
150 t pr.

5 millions Consumers

200 Retailers

Price 1                  Price 2                        Price 3

Price 4                Price                                    Price

Price



Matrix of flows 
and exchanges

Resource and utilisation 
table

Prod. 1 Prod. 2 Prod. 3 Proces. Whole. Retail.

Prod.1

Prod.2

Prod.3

Process. 300t
Contract

Whole. 300t
Advance

500t
Contract

Retailers 150t pr.
Outsourcing

800t
Spot

Consum. 500 t
Spot

1300t fr.
150t pr.

Resource (suppliers)             Utilisation (buyers)

800 t Producers 1
500 t Producers 2
300 t Producers 3
800 t Wholesalers
150 t pr. Processors
800 t + 150 t pr. Retailers

800 t Wholesalers
300 t Processors

800 t + 150 t pr. Retailers

1300 t + 150 t pr. Consumers



Helps in designing the overall structure of the value 
chain (and sub-value chains), making sure the functions 
and operations of every actor or agent are well defined and 
all the flows are considered. 

Particularly useful for ensuring the coherence and 

consistency of the data (physical flows, costs and prices 

used…). 

Needs to be complemented by relevant analysis of the 
governing coordination mechanisms. 

Using the AFA software 

for functional and economic analysis
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