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Multi-sector partnerships for sustainable business development in Indonesia: the role of higher
education

Mudde, H., D. Indrawan, and I. Fahmi*
November 2012

Over a period of three years, Bogor Agricultural University/Institut Pertanian Bogor (IPB) and
Maastricht School of Management (MsM) have been executing the multi-annual project Round Table
Indonesia, www.roundtableindonesia.net. This project aimed at contributing to the improvement of a
sustainable business and investment climate in the Indonesian agricultural sector by strengthening the
knowledge capacity, formulating concrete investment opportunities, and facilitating partnerships. As a
result, IPB and MsM have developed courses on sustainable business development and facilitated
business projects in poultry, mangosteen, palm oil, shrimps, and tourism. All projects are based on
value chain analyses and roundtable meetings with key stakeholders of government, private sector,
academia, and civil society. The article outlines lessons learned in the area of partnership
management and the role of academic institutes. It is argued that linking education and applied
research with business development will lead to a stronger and more sustainable Indonesian
agricultural sector, being of crucial importance for the Indonesian development as a whole. And in
which process higher education plays a crucial role.

Background

Stimulating pro-poor economic activities within the agricultural sector is of crucial importance. In his
speech held for Maastricht School of Management (MsM) (May 21, 2008), the Netherlands Minister
for Development Cooperation said “In many developing countries, agriculture is the engine of
economic development and food security. Increasing the productivity, profitability and sustainability
of agriculture can help considerably to reduce poverty in rural areas. If we really want to make the
most of developing countries' growth potential, greater investments in agriculture and rural
entrepreneurship are needed. One option is to stimulate and improve market chain development.” He
further continued to state that “The key to ensuring that research and knowledge are used effectively
for poverty reduction and sustainable development is to intensify dialogue and cooperation between
policy, science and practice.”

Pro-poor economic growth requires an integrated approach early on in the process; the Monterrey
Declaration (2002) recognized partnerships as an important instrument in creating an environment
favorable to the normal functioning of business and the attraction of investment, an essential element
in generating employment and creating wealth. The various actors in a chain all contribute to
economic growth differently, complementing each other along the way, whether governmental, civil
society organizations or the private sector. Also academic institutes play an important role in further
developing the theoretical frameworks for pro-poor growth, educating the leaders of the future, as well
as translating such and other insights into practical policy recommendations. Concluding, the activities
of all actors have the potential to complement each other, but there is a need to improve coordination
and further develop joint efforts.

These notions of sustainable economic development, multi-sector partnerships and an inclusive value
chain approach were at the basis of the cooperation of IPB and MsM in Indonesia that took-off in 2009
as ‘Round Table Indonesia’®. In the scope of this project, multi-sector partnership are defined as a
form of cooperation between public sector, private sector and civil society in which they agree to work

" Huub Mudde is Senior Project Consultant and Lecturer of Maastricht School of Management, Dikky Indrawan
is Lecturer of Department Management Faculty of Economics and Management of Bogor Agricultural
University/Institut Pertanian Bogor (IPB) and Idgan Fahmi is Secretary of the Academic Director of the
Management Business School Graduate Program of IPB.
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together to reach a common goal or carry out a specific task, jointly assuming the risks and
responsibility and sharing their resources and competencies (Ministry of Foreign Affairs the
Netherlands, 2010). Partnerships are supposed to create a ‘collaborative advantage’ by generating
additional knowledge and resources (Partnerships Resource Centre, 2012). Round Table Indonesia
was about bringing different (international) partners together to work towards concrete sustainable
economic development in the agricultural sector from a business perspective, based on a value chain
approach.

The project aimed to increase the opportunities and eliminate constraints for Indonesian suppliers to be
integrated in the regional and international markets. It fostered a structural collaboration between
international businesses, local companies and policy-makers. The approach chosen was holistic,
comprising of education, research, stakeholder dialogue, matchmaking and business development.

Agribusiness in Indonesia

For Indonesia, it is an obvious choice to invest in the agricultural sector when one wants to stimulate
sustainable economic development. Over 50% of its population is living in rural areas (WB, 2005) and
around 17% of Gross Domestic Product (GDP) (2003) is generated by the agricultural sector. In
reality, significance of this sector is even greater, as the economic values of agro-industry and agro-
related manufacturing sector (like packaging for fruits and vegetables) have not been included in this
figure of 17%.

The agricultural sector plays an important role in the Indonesian Industrial development vision®.
Indonesia has the ambition to be a New Industrialized Country by 2020. To achieve this target,
Indonesia’s industrial sector should be able to meet some basic criteria. By 2020, the agricultural
sector with other non-oil industries should contribute 30% of GDP. During the period 2010 till 2020
the industry should grow an average of 9.43% with the growth of small industries (1K), medium
industries (IM), and large industries (IB) respectively with a minimum of 10.00%, 17.47%, and
6.34%.

In order to realize these targets, the Ministry of Industry has developed a strategy to strengthen the
competitiveness of national industries. The main approach is through the development of 35 industrial
clusters, based on international competitiveness and their potential for Indonesia. Most of these
clusters are based on the agricultural and agro-industry sector. In response to the national industrial
cluster strategy, the Ministry of Agriculture 2010-2014 Strategic Plan is repositioning agriculture as a
driving force of national development through: (1) the achievement of sustainable self-sufficiency, (2)
increased diversification, (3) an increase in added value, competitiveness and exports, and (4)
improving the welfare of farmers.

The national figures indicate that Indonesia is on the right track: in the first semester of 2011,
agricultural exports reached 21.6 billion USD, which is an increase of 115% from the year 2009 and of
66.3% compared to 2010 (BPS, 2012). Meanwhile, the balance of exports and imports to the
agricultural sector surplus reached 11.34 billion USD. This figure is 68% higher than last year's
surplus (6.74 billion USD). In the first six months of 2009 the value of agricultural exports reached 9.3
billion USD. In the same period in 2010 this increased with 39.24% to 12.98 billion USD. This growth
is also reflected in the trade surplus: whilst the trade surplus reached 4.7 billion USD in 2009, by June
2011 the figure had exceeded 11.3 billion USD or multiplied nearly 150% from mid-2009 conditions.

Agricultural products and derivatives including the export of products have great economic potential.
However, in order to become competitive agricultural products have to meet standard rules, labeling
and technical requirements. This will require major efforts and cooperation of all parties, including
farmers, agriculture officials and business practitioners.

® Presidential Decree Number 28, 2008
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Also the Ministry of Maritime Affairs and Fisheries developed a strategy with four pillars to increase
competitiveness and value-added fishery, called the Blue Revolution Policies:

To strengthen an integrated Marine and Fisheries human resources and institutions
To sustainably manage marine and fisheries resources

To increase scientific based productivity and competitiveness

To extend the access to the domestic and international markets.

el A

As a result of this strategy, the contribution to GDP of fishery in 2007-2010 reached 27.3 percent a
year (statistics from the Ministry of Maritime Affairs and Fisheries) which is the highest compared to
the GDP growth in other agricultural sectors. In the third quarter of 2011, GDP contribution of the
fishery sector reached 19.85 percent of all agricultural groups, ranking second after the food industry.
For the record, in 2009 the export value of the fishery sector was 2.46 billion USD, in 2010 2.8 billion
USD and then increased to 3.2 billion USD in 2011 (BPS, 2012).

It is important to realize that many Indonesian farmers as suppliers in the food value chain have a
weak position. The competitiveness of the sector is constrained by low investments, inadequate
infrastructure and underdeveloped agribusiness practices (USAID Amarta Il Project, Agribusiness
Market and Support Activity, 2012).* Competitiveness and bargaining power are big issues especially
when small scale farmers have to deal with large national and international companies that source
from them. Another problem is that small scale farmers cannot compete in the international market
because of lack of both financial support and management and marketing knowledge and skills. These
challenges were to be addressed in the project for which a value chain approach has been used.

Round Table Indonesia, the approach

In Round Table Indonesia analysis and research was linked with sustainable business development,
resulting in two interrelated processes, each with two components. The first process, education and
research, focused on capacity building in the field of applied research by supporting Indonesian Master
students who examined particular agricultural economic sub-sectors (component a). Their research
(component b) focused on developing sound recommendations for enhancing business opportunities in
the sub-sectors studied through value chain analysis. The second process, the implementation, was to
generate momentum for sustainable business development in Indonesia by launching joint projects
with private sector, public sector and civil society through Roundtable meetings (component c) and
pilot projects (component d).

* AMARTA Il is focusing on improving value chains for horticulture crops (vegetables, fruits and flowers), cocoa
and coffee by providing technical assistance across the key value chain links, training farmers, strengthening
farmers associations, supporting the growth of small and medium agribusiness enterprises, including domestics
and export marketing. See

http://indonesia.usaid.gov/en/USAID/Activity/257/Agribusiness_Market And Support Activity AMARTA

> This approach was based on ‘Round Table Africa (RTA)’, initiated by MsM in 2007 in Tanzania. This four years
program was set-up to stimulate sustainable business through economic development in Eastern and Southern
Africa.

Multi-sector partnerships for sustainable business development in Indonesia: the role of higher education
November 2012 3/18


http://indonesia.usaid.gov/en/USAID/Activity/257/Agribusiness_Market_And_Support_Activity_AMARTA

Theory and education

Joint
projects
Round Results Research
table Tools/ training
meetings Pre-round
table
meetings
Empirical
research

The implementation cycle The research cycle

Figure 1. The Round Table approach

The main reason for this approach was the understanding that improving the situation of small holders
or small entrepreneurs needs understanding of the full economic and social system in which they
operate as well as involvement of a multitude of actors. The value chain analysis is a tool that helps to
get clarity on the system in which the farmers (or entrepreneurs) operate, helps to map all the actors
involved, whether direct or indirectly involved (for instance regulatory institutions), and outlines
options for improving their position, referred to as value chain upgrading (Humphrey and Schmitz,
2000).

The strong emphasis on the Roundtable meetings was because an analysis as such will not lead to any
improvement of a sustainable business and investment climate in the Indonesian agricultural sector as
was the objective of the project. The crux is on making the market actors co-owners of the findings
and ideas for value chain upgrading and for improving the sustainability and competitiveness of their
sector. Another important reason was to make the chain actors start realizing that they are related in
business and need each other.

Evaluations of multi-sector partnerships have shown® that a partnership between private and public
sector and civil society may generate better results if — among others — there is a knowledgeable,
trustworthy, independent facilitator (in this case the trained faculty of IPB), a mechanism to facilitate
the actual dialogue process (the Roundtable meetings) as well as some funds for implementing
projects. These elements have been incorporated in the approach of Round Table Indonesia:

a. Training and education

The capacities to do value chain analysis and — development needed to be well embedded within IPB
to be able to act as knowledgeable partnership facilitator. To make this happen, IPB faculty were
trained and coached by MsM faculty and courses were delivered together. A new research
specialization ‘Sustainable Business Development’ was set-up within the existing Master of
Management in Agribusiness of IPB’s Management Program, covering a period of around 9 months.
The first three months are courses on value chains, competitiveness, CSR, institutional
entrepreneurship, and multi-sector partnerships, and the last six months comprised out of desk and
field value chain research by the students.

It was foreseen that the specialization ‘Sustainable Business Development’ would not require donor
support beyond the project period. The contrary: it was meant to become a vehicle for generating
income from private and public funds for research and consultancy, and would strengthen and broaden
the profile of IPB and its academic faculty.

® Evaluation of WSSD Partnerships in Eastern Africa, Malaysia and Indonesia, 2008 and 2009
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b. Researching value chains

Each Master student analyzed a value chain in a certain region and in a certain sector. In order to allow
for synergy among students and a more cost-efficient use of the available resources, it was decided to
focus on five sub-sectors: 1) Poultry, in particular the broiler industry; 2) Palm QOil; 3) Seafood, in
particular shrimps; 4) Horticulture in particular mangosteen; and 5) Sustainable tourism. Then, IPB
faculty assessed the quality of the student research and identified those which most potential for
sustainable business development. In many cases, additional data were to be collected by IPB faculty.

c. Stimulating partnerships through Roundtable meetings

As a next step, a multi-sector dialogue process was being started by organizing two to three
Roundtable meetings per selected value chain in which gaps and opportunities were discussed. By
organizing these meetings, Round Table Indonesia aimed at sustaining ownership for business
development projects and creating synergy between new project initiatives and ongoing activities. The
meetings were organized in the region at stake, being Riau (palm oil), Surabaya (shrimps), Bogor
(poultry and tourism) and Bandung (mangosteen). In all meetings, representatives of private sector,
government, academia, and civil society participated, on average 25 people per meeting. Particular
attention has been given to national, sub-national and local organizations as trade associations,
chambers of commerce, advisory councils, and knowledge institutes.

d. Pilot Projects

During the Roundtable meetings distinctive topics where at length discussed with the aim to identify
business development projects aiming at improving the situation of small scale farmers or
entrepreneurs in a value chain. Per sub-sector (five), a seed fund of Euro 5,000 was made available for
one project. Since ownership and local support of projects are essential for their success, potential
stakeholders were participating in the development and implementation of these projects. Whenever
appropriate, strengthening or the set-up of a partnership platform was stimulated that could play a
pivotal role in enhancing and maintaining an enabling business environment.

Roles of IPB and Maastricht School of Management

Bogor Agricultural University (IPB) as the premier agricultural academic institution in Indonesia and
Maastricht School of Management with its expertise on sustainable business and partnerships have
been working together in this project. IPB has identified the need for more education and research
capacities in the area of competitive value chain analysis, — development, and partnerships, and has
asked MsM to be of help.

MsM focused in Round Table Indonesia on curriculum development, coaching of IPB staff in the
facilitation of partnership and the organization of the Roundtable meetings, and joint research. IPB’s
Management Program (MB) played a pivotal role in the project and positioned itself as economic
partnership and matchmaking facilitator. It was responsible for the supervision of students,
implementation of research, organization of Roundtable meetings and the implementation of the five
pilot projects.

In table 1 the different roles are clustered per project component.

Project components Roles IPB Roles MsM
a. Training and education Selection of students Curriculum development

Delivery of education ToT of IPB faculty

Co-delivery of education

b. Researching value chains | Supervision of students Coaching on distance

Additional data collection
c. Stimulating partnerships | Implementation Coaching, advising
through Roundtable meetings
d. Pilot Projects Co-selection, implementation Co-selection, Coaching, advising
Overall Implementation, co-delivery, | Coaching, advising, co-delivery,
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Results

After a period of three years, many results have been reached of which the graduation of 35 students
may be the most tangible. The most significant results are however from a different nature. To name
the value chain approach integrated in curriculum and research, the experience of working in
partnership between government and private sector, and the new role for Indonesian faculty as
facilitator in such partnerships. In table 2 the main results are listed grouped per project component.

Project components Results

a. Training and education * Training of IPB faculty on research methods, partnerships,
value chain analysis, CSR, competitiveness

* 35 Master students graduated at IPB with MsM certificate

* New curriculum developed, integrated as compulsory
elements of new private funded Master program at IPB

* Importance of educating Sustainable Business promoted
among Indonesian MBA providers

b. Researching value chains * 35 value chains analyzed by students, 5 further researched by
IPB faculty

* Special Edition (June 2012) of the Journal of Management
and Agribusiness on Sustainable Business Development

* Paper published for Indonesian Journal (selected from
students’ research)

* Papers included in the Proceeding of the RTI International
Conference on Sustainable Business Competitiveness in
Indonesian Agribusiness

* Poster presentations at International Conference

* Paper presented at 8" QS- Asia Pacific Professional Leaders
in Education Conference 2012

c. Stimulating partnerships through | * 8 meetings organized with a total of more than 250
Roundtable meetings participants
* 2 sector-specific partnership platforms set-up

d. Pilot Projects * 5 projects implemented, for the results see boxes 1 - 5
* Opportunities identified for linking with Netherlands business
partners

Training and education

Divided over two batches, a total of 35 Master students followed the specialization ‘Sustainable
Business Development’. Nine training of trainers’ workshops for IPB faculty have been given by
MsM faculty, and a total of six weeks co-delivery of teaching. One year after graduation of the first
batch (15 students), their labour position looked promising. Five alumni were working in various
sectors such as owning and running a consultancy company, a bank, the electricity sector, and a
poultry business. The remainder 10 alumni already had jobs before entering the program (executive
students) and most of them were still in their old jobs and positions except one who moved to a
different job that is directly in line with the Sustainable Business Development specialization.
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IPB graduate students exercising partnership models Photos: Huub Mudde

Whilst the specialization is part of the elective curriculum of a Master program, IPB decided to —
besides continuation of this specialization — integrate the courses within the compulsory curriculum of
a new E-MBA. This program, which started with a first batch of 30 students in 2012, is fully private
funded and is targeting Indonesian students that do not live in the proximity of Bogor, West-Java.

One may conclude that introduction of the topics and approach of Sustainable Business Development
was timely and resonated with social and economical developments in Indonesia. IPB has actively
promoted the topics and approach amongst the Indonesian providers of MBA education and
government: the 2010 annual conference of IPB-MB was about sustainable business competitiveness,
and in December 2011, the approach was advocated at an annual seminar of the Indonesian
Association of MBA in Jakarta. Late 2010, around 20 government officials from several ministries
participated in a workshop that explained the value added of the Roundtable approach for improving
Indonesian agricultural competitiveness.

Researching value chains

The value chain analyses as performed by the Master students mapped the five commodities (poultry,
palm oil, shrimps, mangosteen, and sustainable tourism). Investment opportunities were identified as
well as challenges to be addressed through business strategies and government policies. The foreseen
aim of these business strategies is to improve commodities competitiveness by value chain upgrading.
For instance, in production and handling processes, it became clear that strategies should address the
issue of adoption by farmers of global sustainability and traceability standards. In parallel, strategies
should be focusing on customer satisfaction of consuming green or sustainable products.

Regarding government policies, a variety of problems and gaps have been identified that occur in each
of the studied commaodities of relevance for policy formulation and implementation.

Overall, the analyses showed a growing partition between national and global economic activities, an
unequal income distribution, and provided causal explanations for agricultural competitiveness.
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Figure 2. Positioning of the project results within the model of the Round Table approach

Stimulating partnerships through Roundtable meetings

In the original project outline (written in 2008), only one Roundtable meeting was foreseen per sub-
sector. This appeared to be far too little. Bringing together government officials, corporate industry,
farmer associations and civil society in one room to explore together options for improving the
sustainability and competitiveness of a specific sector or chain was still a rather new phenomenon in
Indonesia. Hence, thorough preparation by IPB (data collection and bilateral meetings) was required as
well as two to three Roundtable meetings to build relations and create trust among the stakeholders.

Most of Indonesian agribusiness being studied involves many smallholders in the value chain.
Partnership with big actors in the chain is often unavoidable to overcome their limitations in either
access to finance or market. Big actors are also in need of the smallholders to supply their raw
materials or just to reduce their overhead costs. Despite their mutual needs in the chain, however, lack
of discipline from both parties in meeting the agreed terms and conditions of partnership often lead to
an unhealthy environment for a partnership to run sustainably. Once the trust is broken, it is not easy
to bring back all parties to work together to improve the condition of the whole chain. This is one of
the biggest challenges to improve agribusiness competitiveness.

At the end of most of the Roundtable meetings, the participants were asked to fill-out an evaluative
guestionnaire. Answers from 113 respondents were received (out of the 230 participants). The results
underline that limited cooperation among chain actors is indeed considered as a prime concern that
restrains economic development: 45% of the respondents mentioned it as the main bottleneck (see
figure 3).
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B F. Other....
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Figure 3. Main bottlenecks in the chain, according to 86 participants of 4 Roundtable
meetings

A vast majority of 73% of the same people indicated that the meetings had helped them to become
more positive towards cooperation with other chain actors. A small number of people has apparently
been disappointed and are hardly willing to cooperate (see figure 4).

Willingness to cooperate with other
stakeholders

H A. Improved

M B. Stayed more or less the
same

m C. Deteriorated

Figure 4. Change of willingness to cooperate with other stakeholders measured at the end of
the Roundtable meeting, according to 110 participants of 6 Roundtable meetings

This positive picture is further translated in a strong support of the participants in the outcomes of the
meetings with 78% (very) satisfied with the steps identified for follow-up action (see figure 5).
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Figure 5. Level of satisfaction on steps identified for follow-up of the Roundtable meetings,
according to 110 participants of 6 Roundtable meetings

The figures do not give evidence of differences between the five economic sub-sectors. Three
examples:

The mangosteen sector is still a young, scattered agribusiness sector in which many stakeholders are
not yet well organized and developments towards export are just starting. A dominant lead firm does
not exist. The support offered by Round Table Indonesia through thorough analyses and facilitation of
meetings was new and helped the chain actors to think more widely.

In the case of the palm oil sector in Pekan Baru, major economic interests were at stake with one
dominant state-owned enterprise, PTPN5. As independent facilitator, IPB managed to get all actors
around the table with the exception of PTPN5 because of sensitivities in the relation with one farmer
association. A parallel, bilateral, informal process was needed to take these sensitivities seriously. A
solution was found by widening the group of farmer representatives and by shifting institutional
representation towards participation on personal capacity in multi-stakeholder meetings.

The shrimp sector in East-Java is a vested, big industry, well organized as important economic
cluster. Competition however is tough and many relations between different actors are characterized
by mistrust. Faculty of IPB has put effort in collecting field data, identifying main issues that were
hampering value chain upgrading, and managed to come to an agreement for joint action towards a
more sustainable aquaculture between government, small scale pond holders, middlemen, as well as
the processors and exporters.

Value chain upgrading

Stimulating pro-poor economic activities within the Indonesian agricultural sector has been the
ultimate drive for Round Table Indonesia. This is reflected in all the five projects in which the
improvement of the economic situation of small holders or small and medium enterprises is pertinent.
In the poultry sector, an improved contract farming model is developed with equity principles; in the
multi-stakeholder platform as is set up on tourism in the Bogor region, small and medium enterprises
play a pivotal role; the Kampung Vannemai in East Java (shrimp) is aiming at improvement of the
situation of communities with holders of 1 or 2 ponds, the palm oil replanting strategy in Pekan Baru
is to safeguard the business of the smaller farmers, and the formulation of Good Handling Practices of
the mangosteen production is crucial for opening markets.
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Institutionalization of partnerships

Beyond the outputs as listed above, Round Table Indonesia has resulted in institutionalization of
several partnerships, two on the level of a specific sub-sector, and one partnership between academic,
government and private sector (see figure 6).
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Figure 6. Institutionalization of partnerships in Round Table Indonesia

Sub-sector partnership platforms
In two of the five analyzed sub-sectors, multi sector partnership platforms have been set-up, however
with mixed results.

Palm oil taskforce in Pekan Baru

During the first Roundtable meeting in Pekan Baru (Sumatra) about the replanting of palm oil, the
participants created a taskforce comprising out of all stakeholders with the aim to agree upon a
strategy and support the implementation. This taskforce was facilitated by IPB, and budget was made
available for meetings (including travel costs). Besides knowledge partners, represented by IPB and
the Agricultural Agency in Riau Province, the bank and farmers associations were involved. The
position of the taskforce was however weakened because the dominant state-owned enterprise,
PTPN5, was reluctant to participate. A parallel, bilateral, informal process was needed to take these
sensitivities seriously. A solution was found by widening the group of farmer representatives and by
shifting institutional representation towards participation in multi-stakeholder meetings on personal
capacity.
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BEST: Bogor Eco- and Sustainable Tourism Society

The establishment of the Bogor Eco- and Sustainable Tourism Society (BEST) was successful as of
the start. BEST is a good example of a multi-stakeholder platform: around 20 businesses, the three
relevant governmental organizations (federal, regional and local) and a dozen non-government
organizations agreed to join forces for more sustainable tourism in the Puncak region of Bogor. This
fragile mountainous region is extremely popular resulting in too high a pressure on natural resources
and infrastructure. The absence of good waste management is a big problem. The project spearheaded
by an IPB faculty member helped to bring actors together, facilitated meetings, and supported in
formalizing the organization. Eight students have researched different aspects of the tourism sector in
the region. BEST has the potential to become an important player and can be considered as a test
ground for true partnership in Indonesia.

Centre of Sustainable Business Competitiveness

Beyond the already mentioned educational sustainability, institutional sustainability of Round Table
Indonesia will be through a new Centre of Sustainable Business Competitiveness, hosted at the
Management Program of IPB (IPB-MB). The governance structure is reflecting the partnership
approach, with an Advisory Board representing the Indonesian government, agribusiness, and
academia (MsM and IPB).

It will be positioned as a centre focusing on the relation between business, public sector, and academia
with the mission to enhance the ability of the private and public sector in Indonesia to respond
proactively, innovatively and exceptionally to global market challenges. The new center is a working
group of experts, committed to bringing different (international) partners together to work towards
concrete sustainable economic development in the Indonesian agricultural sector from a business
perspective, based on a value chain and cluster approach.

The launch of the Centre of Sustainable Business Competitiveness on June 25, 2012 with MsM
Director International Projects M. Gans.

Lessons learned and policy recommendations

The work over the period 2009 — 2012 with the results as outlined above leads to a variety of lessons
learned clustered around aspects related to i) the partnership management, ii) the role of academic
institutes.

Partnership management
Partnership management implies to build mutual understanding, to foster mutual respect, and to focus
on joint problem solving and relationship management (MsM, 2012). The approach of Round Table
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Indonesia has learned that facilitating multi-sector partnerships in the academic and business context
in Indonesia need specific attention for:

1. Building trust among the stakeholders
The specific characteristics of the Indonesian culture
The selection of partners.

w

1. Building trust among the stakeholders

The absence of trust among chain actors is one of the biggest challenges to improve Indonesian
agribusiness competitiveness. This concurs with findings of research by the Partnerships Resource
Centre on Public-Private Partnerships, indicating the need to create trust as one of the “unclarity
factors” that need to be addressed when setting up a PPP (Engel, 2012). The approach Round Table
Indonesia has used for creating trust with a certain level of success (see results above) is:

1. Perform independent fact finding, incorporating the various perspectives as a basis for discussion
and dialogue.

2. Create a neutral environment for people to meet and to get to know each other. Take all opinions
seriously. This has been done in the Roundtable meetings. This is the first condition.

3. Use interactive workshop formats that allow all stakeholders to speak up.

4. Have transparent and agreed governance: decisions are recorded (minutes), reports are available,
roles and actions are clear.

5. Act! Show that you take it seriously and foster a partnership activity with a certain visibility and
impact: this is done through the 5 pilot projects.

6. Start small in your actions — not in your ambitions! — and show results first, after which the
partnership and desired sustainable business development may grow like a snowball.

2. Acknowledge the specific characteristics of the Indonesian culture

Engaging in partnership asks among others for transparency in decision making, accountability,
professionalism in overcoming differences, and a knowledge based process. In general terms however,
the Indonesian culture has certain elements that hamper partnership and joined decision taking and —
ownership; in many Indonesian settings, coming together to talk and to eat is important. People join
and have the intention to leave after a meeting of two to three hours but decisions may not be taken,
and follow-up may be dependent on actions by individuals. Another factor of importance is that
Indonesians tend to avoid conflicts, in particular in meetings in which more people are involved. As a
result, people may not speak-up or even prefer not to participate at all. This also becomes manifest in
attendance: if a more senior person invites you, in most of the cases an Indonesian ‘can’ not refuse and
will attend the meeting. This however also implies that if just before a meeting an even more senior
person calls you, you will change your schedule. Hence, till the last minute it will remain a question
who may attend the meeting, and planning well ahead of time is extremely difficult.

For this reason, Round Table Indonesia has learned that changes for a successful partnership process
will be higher if:

1. Key actors will be approached diplomatically, avoiding settings that may undermine certain status.
2. This also needs flexibility. An example is the attempts to form a multi-sector partnership for the
replanting strategy of palm oil in Pekan Baru. Beyond the formal meetings, a more direct, personal
approach was needed to get one of the key actors on board. Lobbying outside the spotlights by a
knowledgeable facilitator is crucial.

3. Invitations are done by well respected senior people who will also be present at the meetings: this
will demonstrate to the invitees that it is indeed a serious mater.

4. Persevere: organizing one meeting will not suffice; it requires a longer term process with bigger and
smaller meetings to unravel the boundaries between stakeholders and make them feel comfortable.

5. Keep focus: make clear that the meeting is part of a process, gear towards transparent, owned
decisions and write them down.
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6. Remain active as facilitator: keep the communication lines with the key actors short and show your
commitment for making it a success.
7. Be a good host, hence offer good food, preferably including a lunch.

Perseverance
Seniority ; Focus

Flexibility Active
Partnership

Figure 7. Socio-cultural factors influencing a multi-sector partnership positively

3. Partner selection

A crucial factor for success of a partnership process is the selection of the participants, of the actors
invited to explore and possibly engage in partnership. This is a delicate process. People have the
intention to work with the people they already know, to avoid people who act and think differently,
may be perceived as ‘trouble makers’. In male-dominant circles, women are often simply overlooked.
There is no easy one size fits all solution, but some lessons can be drawn:

1. First, make a comprehensive mapping of all the direct and indirect stakeholders that are of relevance
for the desired agribusiness development / value chain upgrading. In the case of Round Table
Indonesia this was a compulsory element of the work undertaken by the Master students.

2. Make a short list of the most influential people, the champions per societal group: the business
sector, government, civil society.

3. Start with these ‘champions’, involve them in promoting the partnership among others.
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Figure 8. Process of partner selection

Role of academic institutes

Independent facilitator — initiator

Faculty of IPB performed in a new role as initiator and facilitator of a partnership process.
Traditionally, the involvement of the university stops upon delivery of a report. But in this case, a
student thesis was the starting point of a structured follow-up process. The experiences of the project
demonstrate that university staff can indeed perform such a role because they are seen by the chain
stakeholders as an independent player without a stake in chain development. And because they can
contribute with an analysis on the basis of varies perspectives.

Quality of student work

In most of the cases, the quality of student research (Master level) is not meeting the quality standards
needed to start-up a partnership process. In practice, the value chain analyses by students were the
starting point for faculty to do further focused research. Budget needs to be available for this applied
research. It is however a useful learning process for students to involve them in the organization of
Roundtable meetings.

Research based process

The importance of applied, academic research is that it has the possibility to incorporate various
perspectives. If properly done and new and sufficient hard data from the “field” will be brought to the
table, chain actors will be more willing to engage. In the case of Round Table Indonesia it helped to
come to conclusions and strengthened the position of IPB as knowledgeable facilitator.

Focus and network

Academia should realize that their role remains limited: their core business is in education and
research; hence they should focus and be open for partnering with a diversity of stakeholders, like
business development support organizations and financiers.

Policy recommendations
Based on the lessons learned as described above, five policy recommendations are identified that will
strengthen the role of higher education in supporting sustainable economic development:

1. Stimulate the development of partnership platforms for strengthening agribusiness development in
Indonesia. These platforms can at best be organized on cluster or sub-sector level for stakeholders
to be able to find a common ground for cooperation. Higher education can help in collecting the
required baseline information.
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2. Seek partnership champions in Indonesian government and corporate industry and stimulate them
to promote partnerships among their peers as a strategic mechanism for strengthening sustainable
economic development. Higher education can support this through case research.

3. Develop a pool of professional partnership facilitators in Indonesia, independent from government
and corporate industry, which will acquire knowledge and skills on how to facilitate the partnering
process effectively in the Indonesian context.

4. Involve academic institutes as of the outset, being able to generate factual data on the issues at
hand, make a comprehensive stakeholder analysis. With the expertise and research finding,
academic institutes can be positioned as initiators and catalysts of innovation and sustainable
development.

5. Engage in multi-disciplinary research on the development impacts of partnerships. This could be
an important threat of the research agenda of the Sustainable Business Competitiveness Centre of
IPB Management Program which is set up as an multi-sector partnership initiative.
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