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Appendix A: Advertisement to promote the research  
The advertisement was published in the newsletter of the German Coffee Association (DKV) no. 35 on 

2nd July 2012.  

 

Studie „Nachhaltige Anpassungen von (globalen) Lieferketten in Zeiten des Klimawandels“ 

Die Forschungsstudie der Heriot-Watt University, Edinburgh untersucht den Umgang von 

Unternehmen und deren globalen Lieferketten mit dem Thema Klimawandel. Die Studie hat das Ziel, 

anhand von Praxisbeispielen, aufzuzeigen wie Unternehmen über das Thema Klimawandel lernen, 

die Auswirkungen einer veränderten Umwelt für das eigene Unternehmen bewerten und sich 

organisatorisch im Bereich Beschaffung (insbesondere Rohstoffgewinnung), Produktion und 

Distribution anpassen. Gesucht werden: 

 Unternehmen, die strategische und operative Anpassungen aufgrund veränderter 

Umweltbedingungen planen oder bereits umgesetzt haben: z.B. Neu-Gestaltung der 

Beschaffung von Rohstoffen/Zutaten durch veränderte Anbaubedingungen 

 Interviewpartner aus allen möglichen Unternehmensbereichen, z.B. Geschäftsführung, 

Einkauf/Beschaffung, Nachhaltigkeit, Risiko-Management, usw. 

 

Weitere Informationen zur Studie: 

Andre Kreie, Research assistant, Heriot Watt University, Edinburgh, c/o Kühne Logistics University, 

Hamburg, Email: kreie@bvl-campus.de, Tel. +49-151-27575056 

 

 

 

 

 

 



Appendix B: Research presentation to possible interviewees 
 

 



 

 

 



 

 

 



 

 

 



 

 



Appendix C: Exemplified transcript of the interview with 4C 

Interviewers present: Andre Kreie, Kerstin Linne 

Interviewees present: Lars Kahnert (Funding Manager) 

Place: Bonn 

Date: 07. September 2012 

Person Content… 

Andre Kreie 

 

I work at the Heriot-Watt University, which is located in Edinburgh, Scotland. We are 

quite strong in the field of 'Green Logistics,' and we recently decided that it would be 

interesting to broaden the idea of logistics to include the entire supply chain; in 

other words, the ‘supply chain’ idea instead of mere logistics. Since climate change is 

a very actual topic right now, we’ve come to the conclusion that we should actually 

combine ‘climate change’ and ‘supply chain’. We are relatively well set up in the field 

of ‘mitigation’, and we manage ‘carbon foot print measuring’, ‘cutting CO2 missions’, 

etc. Hence we’ve asked ourselves what is actually happening in the field of 

‘adaptation’? Also, climate change is coming in one way or another; how do supply 

chains react to these changes, and how do they principally adapt to them? These 

reflections form the basic idea. Then we actually asked ourselves which sector is 

interesting; of course ‘consumer goods’ and ‘fresh water’ are important. But these 

areas were relatively hard to access; we are not so sure if there is much awareness 

among the major players, it was kind of difficult to get anywhere. Then, evidently, 

there is the whole field of agriculture, everything that is related, in the largest sense. 

So I placed an ad in the “German ... Coffee Association” (Deutscher ... 

Kaffeeverband),  

Kerstin Linne DKV 

Andre Kreie Exactly ... in the DKV Newsletter. Kerstin said, I know what’s going on in the coffee 

sector, and I said, super. The idea is basically that we think the coffee sector is 

sensible toward climate change. Clearly, in the coffee sector climate change is a big 

issue; the first remnants can be felt, or at least people realize that extreme weather 

events occur. So basically it’s the right sector, and what we actually want to find out 

is: How do the different partners in the coffee supply chain work together to adapt 

to climate change. What are the underlying mechanisms, who provides which 

information, who provides financial support, and of which kind, who actually 

generates knowledge of climate change at all, who develops strategies, in other 

words, are mechanisms rather producer-related, or rather consumer-driven, is it 

rather the retailer, how do processes function there? That’s mainly the idea. So we 

have been conducting quite a number of interviews with all the different parties to 

snaee how varies partners interact with each other, how does it all work? In short, 

who does actually do what on the subject of 'supply chain adaptation to climate 

change'. That’s the broad idea. 

Kerstin Linne It’s also a matter of internal processes, how is this knowledge being dealt with inside 

a company or an organization, how is it being embedded, in order to allow perhaps 

for the long-term development of strategies. 



Andre Kreie  As a result, at the end, there is supposed to be a 'case study' in which we will also 

identify the 'best practices' for the several involved agents or the several sectors. 

Before this study is going to be published, you could always have a quick look at it. 

So, why don’t we look at the role of 4C 

Lars Kahnert Whom do you interview for this? I just saw Carlos and Vera here ...  

Kerstin Linne Exactly, so we have UTZ and Fairtrade, we also have Rainforest, the standards so to 

speak. We interviewed Ecom, also Cafedirect, the 'Ethical Tea Partnership' ... Tchibo 

is still pending – we have contacted them and waiting for a response. Then there are 

still the Scandinavian Roasting Companies.  

Lars Kahnert Of course, as far as I know, there are many companies that do at least something at 

all. But I think it would be interesting to learn what those companies think who 

actually don’t do anything, and to find out why that is so. We from 4C are of course 

kind of the vanguards in the field right now.  

Kerstin Linne So, if you have any further suggestions whom we should interview, please let us 

know. 

Lars Kahnert Sure, I’d be pleased to … 

Kerstin Linne Concerning the structure of the interview, we have five components about which we 

want to interrogate participants. These components are not necessarily pre-

formulated questions, but are being addressed in a casual conversation, and then we 

see which direction it takes. 

Andre Kreie Ok, what is 4C doing at all, what is the major goal, what is happening on the subject 

of climate change? 

Kerstin Linne Ok, just very briefly, your background, your position, to have that info included in 

the interview... 

Lars Kahnert Yes, I myself am a geographer. That is my background, and I have mostly worked in 

development aid, meaning I have realized projects on site, in those days climate 

change did not exist ... or at least it was not a topic yet. I worked for several projects, 

in several areas. So I rather made a lateral entry into coffee, meaning, before I 

started at 4C, I had nothing to do with coffee. With agriculture, yes -I specialized in it 

-but not with coffee. I’ve been with 4C since 2007 and have changed my job title 

every now and then, right now, at the moment, it’s called ‘funding manager’. Maybe 

I should back up a little and describe what 4C is. 4C is an international association 

with members from the entire coffee supply chain and from all kinds of coffee 

associations. And we have three roles: first we are a standard, a basis standard for 

coffee; the standard is deliberately a basis standard because its target is the mass 

market. The second role derives from this first one: to cooperate with other 

standards that are more demanding, e.g., with ‘UTZ-certified’, ‘Rainforest Alliance’ 

and ‘Fairtrade’, who have in the meantime become members. So we do not merely 

promote our own standard, but sustainability in general and the ‘stepping up’ 

principle, starting with 4C and including several options and projects. And our third 

role is that we are a platform, a global platform for everything that has to do with 

sustainability and coffee. And this third role derives from the fact that we are a (unv. 

#00:11:22-8#)-initiative. One role of this global platform is to push for the ‘broader 

sustainability agenda’. Well, and part of the agenda is, among others, climate, 

climate change, or in other words, to associate the ‘key challenges’ within the coffee 



sector with each other, especially those that are pre-competitive and therefore have 

to be addressed in a pre-competitive manner. These three functions are all still 

relatively new, and we have lately, or, well, this so-called ‘broader sustainability 

agenda’ still needs to be filled in a little and to be brought to life. At the next general 

assembly in two weeks, things will proceed a bit further. But then there are also 

issues such as ‘finance’, ‘pesticides’, ‘aging farmers’ and so on ... This is not to say 

that we are dedicated to all of these issues with equal force, especially since we 

don’t have such large capacities right now. 

Actually, ‘agenda setting’ is always partly member-driven, which is quite interesting 

to note in this context; in other words, even though we need to be able to anticipate 

which issues become important, in the end we need the demand of our members, 

and if the necessity arises, adequate funding.  

Andre Kreie Ok. Do 4C have their headquarters here in Bonn? 

Lars Kahnert Yes, this here is the secretariat, we are fifteen people in total, I believe, eleven of 

them are here, and then we have five regional offices right now. Probably soon it will 

be five, one, well, in Central America – this one is still here at the moment – , in 

Brazil, East Africa (Uganda), Kenya .. and Vietnam. And we have a call for 

submissions under way for Indonesia.    

Andre Kreie The next question is about impacts ... So the question is, what impact does climate 

change have on the enterprise. Meaning, how does 4C ‘notice’ any effects of climate 

change? Let’s say, not directly, the roof won’t cave in here, but there is going to be 

indirect ramifications of some kind or another. 

Lars Kahnert Well, as I said, climate in general is an issue on the ‘broader sustainability agenda’; 

there is a climate module that was developed for the (unv. #00:16:12-8#) and 

contains a ‘climate code’ whose structure is based on an existing, normal code and 

involves verification instruments and training and a small database. 

Andre Kreie Have I understood correctly, rather business to business?  

Lars Kahnert Right. 

Andre Kreie So it’s rather B2B, and then, well, the question is, and we’ve asked it already in 

relation to Fairtrade, does climate change involve any competitive advantage at all, 

yes or no? And for 4C I would say, probably not a competitive advantage, but 

perhaps a market niche, or if not a niche, maybe a broadening of tasks?  

Lars Kahnert Yes, definitely. I mean since we are a platform and have members now, there is 

confirmation that we are actually being accepted as a platform from the outside. We 

are also getting a lot of new members. We should therefore play the role to host the 

knowledge and so on. Insofar this is an important topic. But we haven’t been so 

successful in spreading the climate module yet. Even if the wind has changed a bit 

lately. Maybe a little digression into the perception of the ‘supply chain’ from the 

outside is in order. It is evident that the perception of the supply-chain varies, even if 

there is no study yet. From my point of view, as far as ‘adaptation’ is concerned, 

perceptions are quite different, especially about the necessity to do something. And 

I realize that the perception depends where people are placed, even  within one and 

the same company, whether they have to do with the origin (of the coffee) and 

actually deal with the farmers. I’ve experienced this difference myself -, well then 

you speak with someone from the headquarters who says: oh, this whole thing is 



totally overrated ... it’s a total hype. So. But even with people from ‘origin’ it’s often 

difficult, because climate change is on the whole very hard to grasp. You might speak 

to a farmer and ask, what’s the problem, and they will say: climate change. Because 

they have heard something about it, but it’s hard to determine what its effects are. If 

there are some unseasonal rains, well, they have always existed, will always exist, 

and so on. You don’t notice temperature rise directly, or its effects. It’s often hard to 

determine whether climate change is the actual cause of some phenomena, and 

then there is the question, I think, whether some specific adaptation mechanisms 

are only imagined, or real. In addition, it’s almost as hard to measure the impact of 

adaptation mechanisms, or really quite as hard as the impact of climate change 

itself. 

Andre Kreie Does the size of the company play a role, or are there regional differences? 

Lars Kahnert I can’t really say that, it depends more on the company’s corporate culture, and then 

there are a few who take up the issue. As far as adaptation is concerned, Ecomoder 

Neumann are very involved. Whereas other companies say ...yes, you hear about 

this everywhere, but then they think of their own business, and the rest, well, let 

others get involved and do things ... they see no business case. I am presently in 

touch with a company in Frankfurt, “above all, what we need right now is our direct 

business case,” and those things are hard to grasp and define, and especially when it 

comes to average size trading companies, or local export firms, they are not 

particularly sensitized, and their thinking is often based on a rather short-term 

vision. 

Andre Kreie Are there related problems in 4C? Since you charge membership fees, I guess 

members will ask what you do with the money. Are there problems regarding 

members’ concerns what you do with the money, is it difficult to take a certain 

amount out of the entire budget and set it aside for adaptation projects, or are there 

members who support these efforts on a long-term basis? 

Lars Kahnert Well, the problem is that as far as our actual budget is concerned, which consists of 

membership fees, we don’t have any project funds at our disposal. 

Andre Kreie So sponsoring is the answer? 

Lars Kahnert Yes, sponsoring, except that in the last few months, things have been a bit slow in 

the adaptation sector. I have actually veered into the direction of ... – and this is 

quite often being questioned –, the idea that it’s about the actual ... – especially 

when talking about a business case –  

Kerstin Linne The ‘added value’. 

Lars Kahnert Yes, that it’s about the added value of ‘adaptation’. Or  the general one, if we talk 

about this small code that is voluntary, to be sure, so that it’s about the added value 

of a respective standard. So at the moment, I tend to say in discussions that one 

should explore in how far one can look at the intersection between 'mitigation’ and 

‘footprint’ through the lens of ‘adaptation’. In other words, as far as ‘footprint’ is 

concerned, is there a “demand’, is it possible to generate some profit at the level of 

the plantation in the area of ’adaptation’. 

Andre Kreie So ‘mitigation’ is the hook, because that’s where the demand is, because your 

members say, yes that’s what we need, and than it’s about jumping on the train, to 

get ‘adaptation’ going as well.  



Kerstin Linne And would you say that communication—depending where it’s directed, towards 

producers or the private sector or sponsoring partners—also goes into the direction 

of ‘reduction’ or ‘adaptation’, or is this a question of target groups? 

Lars Kahnert I am participating in the discussion of these issues right now, but I haven’t thought 

about communication yet; I mean, if that works, that would be a win-win situation, 

then we could communicate both equally. 

Andre Kreie Ok, how does 4C as an organization gather information about climate change at all? 

Kerstin Linne Or as a platform?  

Andre Kreie Yes, or as a platform, Where does information come from? 

Lars Kahnert There isn’t a system in place yet. Which kind of information? 

Andre Kreie  Well, when we looked at the questions, I guessed that people would answer ‘on-line 

information’, newspapers, tv. Things about climate change are being said and 

circulate, and then people form their own opinion. But we also got as an answer that 

someone commissioned a university study and said: ok, please tell me exactly what 

climate change entails, what are the impacts, what are the ramifications. We’ve also 

had people answer that they read academic papers on the issue. So what is the level 

of expertise that is available here (at 4C) on the subject of climate change? 

Lars Kahnert I’d say,it’s quite the same here. I do read academic papers, yes. Without being the 

‘climate guru’, partly because of time restrictions, well, you have to deal with many 

issues, but as far as possible I provide myself with the specialists’ literature. 

Kerstin Linne Well, and you already have quite a bit of material in the climate database. Not just 

for 4C, but also accessible for members. Just to complement, 4C was an active 

participant in the project ‘Zangara PPP’, so you provided in-kind contributions, and 

this project was about the ramifications of climate change in Kenya, and what can be 

done about it. In a way, the project represents a collection of knowledge; we 

screened the available info, so to speak, ‘what’s been done on the subject, which 

kinds of studies, etc.’ Perhaps right now it’s more about reading academic papers, 

but then you’ve also gathered some experience in practice. 

Lars Kahnert In practice, myself, not really, but we do go to diverse conferences and so on ... 

Andre Kreie That’s also where individual exchange happens, with the experts for example. 

Lars Kahnert Yes. 

Andre Kreie Let me ask you, what is your own view on climate change? Does it actually happen? 

There is this nice idea about climate change that suggests that on one end of the 

pole people say it’s all nonsense, and on the opposite end there are those who warn 

that climate change will hit tomorrow and that it will be the end of the world. And 

then there are all kinds of shades in between, someone who says: well, climate 

change exists, but it’s not so bad, and then the next person: it doesn’t exist at all, 

and then the next one: tomorrow we’ll be all dead. So what is your own view? 

Lars Kahnert ... Religion plays into it, don’t you think? 

Andre Kreie I wouldn’t deny it. 

Lars Kahnert Personally, I haven’t experienced any effects of climate change first hand. But, I 

mean, yes, it happens, I am convinced of it, and I do believe all these studies, and 

the many scenarios that exist generally speaking. What I’m not sure about is what 

can we do to actually counteract it. There are possibilities to a certain degree, I 

guess. I can’t tell. Well, a lot can be done, but I am not certain to which degree 



adaptation is really possible. 

Kerstin Linne To ignore it is also a form of adaptation. 

Lars Kahnert Yes, of course, that’s clear, that’s adaptation as well. To cultivate palm oil too ... 

Which is what many people do ... But on the whole, and maybe I’m a little 

opportunistic, climate change is something that you need to take care of right now, 

if you call yourself ‘platform’.  

 

Andre Kreie Ok. I guess here at 4C you have a Board of some kind ... Is there a so-called “top-

down” approach, so to speak, please take care of this and do this with 20 percent of 

your resources, or is it rather that you do something on your level, and then there is 

some reporting that is directed to the Board. It is more ‘bottom-up’ or ‘top-down’? 

Lars Kahnert Yes, no, or both. It is something that is in transition right now. We are in the process 

of establishing a new governance, or a new structure. In principle, I think, in-put 

comes from both directions. And then there are some people on the Board who 

have put out their feelers elsewhere and think they need to smuggle something in 

here. But then these issues are being discussed and priorities are being set 

respectively. 

Andre Kreie But basically, there is support. 

Kerstin Linne Does the Board still show understanding when you say this is a topic that the 

platform has to dress in a way that implies that resources need to be made 

available? 

Lars Kahnert Well, that depends on the scale. If you look at our entire agenda, which includes 

somehow ‘communication’ and ‘verification’, and what have you, ‘impact’, while we 

are so few people, you see all of this is relative. I don’t say, ok, we’ll employ 

somehow five new people for climate or something, but we do what is possible 

within the given framework. 

Kerstin Linne You are the contact person for climate right now? 

Lars Kahnert Yes. 

Andre Kreie The next question would be, how do you secure knowledge that has been gathered 

within 4C? I mean, is it in some way or other accessible to everybody? I mean, most 

people have their document files on their PC. That’s where they throw everything, 

but the question is: what is everything? Are there any guidelines regarding the 

presentation of data, of files, some monthly reports or so to make the material has 

been gathered available for others? Are there any processes in place for this? 

Lars Kahnert For one thing, there is a constant development, but then I think for the size of our 

organization we maintain quite a high level. I would claim that we do. I mean, there 

is regular exchange, there are regular team reports, and a document management 

system. Of course it’s always a question how the system is being used and 

maintained, and of course there are always some gaps. The question is, and I realize 

this in my own daily routine, what are the available capacities to sift through any 

number of texts. During normal working hours you don’t really get to it. And others 

who spend even less time to deal with the topic will be informed accordingly, 

meaning poorly. 

Kerstin Linne Does this resound  structural overload? 

Lars Kahnert No, structural overload? What does that mean? I’m just saying that it’s maybe a 



certain justification. We deal with many topics, and right now we are not at a point 

yet to have a separate climate department. 

Andre Kreie Actually, which role do the stakeholders play, not within the organization, but 

external ones, such as climate researchers, or other agents who have somehow 

gained some expertise. What kind of role do they play for 4C, how important are 

these groups of people? 

Lars Kahnert We work a lot with experts, and inevitably also with external expertise, and a 

number of consultants, especially on climate. Well, thinking about climate, of course 

we have to purchase real professional expertise if necessary. 

Andre Kreie Is this how 4C sees itself, that this is actually their task? Because one could also 

argue, well though we are an organization, we are, in parentheses, not directly 

affected. Dear trader, dear farmers, why don’t you do something on the subject of 

climate change yourselves, create your own expertise. 

Lars Kahnert Yes, I think the approach is rather that we see ourselves as an intermediary. Let’s 

say, we don’t go into the sector and implement 4C, but we try to mediate, to build 

up the network, and the contacts, and then to refer to the expertise as needed. 

Kerstin Linne To add to the conversation about external expertise, especially the accumulation of 

knowledge: in the framework of the ‘Zangana PPP’ studies were commissioned to 

research centers (e.g., CIAT) in order to obtain a scientific basis, to learn more about 

the actual effects (of climate change). I am talking about the Kenya maps. And of 

course this is something that members are very interested in, so something that one 

can offer as a platform. In this case, it’s not so much the role of the platform to 

embed this kind of knowledge, but to simply make the knowledge available, and to 

make it available in such an edited form that members can have fast and easy access 

to what they need. 

Andre Kreie So this means that the B2B-concept entails that you do not merely acquire and 

gather knowledge of climate change, but that the development of adaptation 

strategies is also part of your role as a platform? Or is the main topic within the field 

of climate change actually ‘adaptation’, so to speak, since members have received 

information about climate change they should see for themselves what ‘adaptation’ 

means. Or does 4C say, we have to establish what ‘adaptation’ is supposed to mean. 

Is it part of the tasks of 4C to establish what ‘adaptation’ implies?  

Lars Kahnert I think both. One the one hand side, we need and are looking for the input of our 

members, especially as an organization based on membership. On the other hand, 

we try to see in which direction we should be moving and what we can do. At the 

moment, the way it works is that I contact our members and say, look here, let’s do 

this or that. So it’s rather the other way around, but part of the same thing. Our 

activities right now are less about climate change or related issues. What I mean is 

we have very specific workshops on specific subjects. There is a fixed number of 

working groups. There used to be a ‘climate change working group’, and after the 

general assembly we will make another inquiry if such a thing should be formed 

again. The members that would participate in such a group are really practitioners, 

from ‘origin’, trade, and industry, and also scientists, who all come together and 

develop approaches in the framework of this ‘broader sustainability agenda’. That’s 

the idea.  



Kerstin Linne On this issue, Efico asked what is happening with your ‘climate change working 

group’, they would like to participate again. 

Lars Kahnert Yes. 

Kerstin Linne Well, so you can see that this is starting to be a topic that members want to discuss, 

and in the framework of ‘Zangana PPP’ a working group has developed on our side. 

And this actually constitutes an instrument to generate knowledge on the level of 

the platform, and maybe to do some evaluating too, and to develop an according 

adaptation strategy. 

Lars Kahnert And beyond that we do now have regular regional or national forums. 

Andre Kreie How often do these meetings happen? 

Lars Kahnert Well, four times a year, and in different regions. They are being held quite regularly 

in Africa now. 

Andre Kreie ... regional? Four per region or four altogether? 

Lars Kahnert There are no definite rules. 

Andre Kreie Well, I’ll note down ‘up to four’ then. 

Lars Kahnert Yes, there could be maybe more ... 

Andre Kreie But in the regions ... 

Lars Kahnert Yes, in the regions. So, on a national or regional level where practitioners get 

together and exchange their experience on the subject of climate change. And then 

there are some efforts to connect to ‘science’ too. 

Andre Kreie So, as far as I understand, everybody tries to communicate with everybody else, or 

to set up something. But often efforts are project-based, relatively specific. That’s 

the impression that I‘ve gained now, that everybody says somehow: Yes, we do 

something, but in the end it’s all restricted to projects. When a project has been set 

up, this knowledge, this information, does it stay with the two project partners, or is 

4C in a position to say, we have had a specific project, and we will make the 

information, the results, available to all the other members to. 

Lars Kahnert Well, we definitely claim and see it as our mission to test those approaches, perhaps 

one could say to pilot test them, and then to make them accessible to the whole 

coffee world. This is definitely our claim, and we actually practice this too. There are, 

however, different initiatives, and then sometimes individual companies in the 

private sector completely do their own thing. And sometimes even out of their own 

pocket, so that the way you find out about them is more or less by chance. When it 

comes to the private sector, initiatives are competitive, and that makes things more 

difficult. For example, I’ve heard about ‘coffee and climate’ (Neumann project), and 

we are looking into it right now, see if there’s something going on. And yes, suddenly 

you get a bit of a competition, that’s right, that’s a bit difficult.  

Andre Kreie Well, it seems private initiatives and the sharing and platform-idea combined lead to 

some wild constellation. Let’s say as a company I provide some money and actually 

buy knowledge, specialized knowledge, expertise; maybe I even say, please assist me 

in realizing the project, and then the outcome is a really nice result, but then I have 

paid for it and everybody else gets access to it too. 

Lars Kahnert Yes, we constantly have this discussion. This is a huge problem in the private sector. 

There is a clear distinction between ‘competitive’ and ‘pre-competitive’, and we’ve 

always had a problem with ‘pre-competitive’. 



Andre Kreie Really? 

Lars Kahnert Yes, but things partly change when public funding is involved, because then it’s not 

so easy to hold back. 

Kerstin Linne So, as an example, with Zangana PPP there is GIZ as a public partner, and private 

ones are Tchibo and Zangana, and then 4C, well theoretically partly private, partly 

public partner, because you’re financed by private and public funds. And it was clear 

from the start that all results that were to be generated would be published. The 

difficulty is always that while the project is under way, the result is not necessarily 

being published, but as soon as the project is finished, everything has to be made 

publically accessible. Lars, on the subject of ‘adaptation/reduction, is there a 

difference between the two, is one seen as more 'competitive’, the other as more 

’pre-competitive’, or are both equally difficult to deal with? 

Lars Kahnert I can’t really tell, I have too few examples. A little while ago I was dealing with a 

member and you could see that they were doing their own thing. 

Andre Kreie Ok. Are there actually objective targets at 4C, where you want to go as far as 

‘adaptation’ is concerned? 

Lars Kahnert This is actually an issue at the moment, there is still some need for internal 

discussion. 

Kerstin Linne Meaning you are in a readjustment process right now.  

Lars Kahnert Yes, well, things are a bit going into the direction that I outlined earlier.  

Andre Kreie So the tendency is to take a step back and to rather add ‘adaptation’ to previous 

endeavors. Does that sum it up correctly? 

Lars Kahnert Yes, in short, to bring several benefits together on different levels. 

Andre Kreie Is this a question of conviction, or do you rather say, we have to think about how we 

divide our resources. What is the reason for your approach? 

Lars Kahnert It’s a matter of having quantifiable measures, they need to be measurable; if you 

say, ok, we have some adaptation measures that have their price, but benefits are 

not so clear or are not quantifiable, then of course there is a problem. It becomes 

difficult to convince the private sector to participate. I often hear, that’s all very well 

but what we need is a business case. 

Andre Kreie Ok, I’ll reiterate what we’ve retained from this conversation so far. There is the 

argument that ‘adaptation’ can bring benefits at the moment when one has realized 

that productivity has gone down, meaning: revenues per surface that is available. 

Then there is the idea that if I jump on the bandwagon of adaptation, for one thing it 

helps Fairtrade because they can certify something, and for another it also helps the 

locale farmers. Is it possible that 4C leaves the field to other organizations such as 

Fairtrade and UTZ? Is it possible that you don’t take enough risks, that maybe one 

would need to be a bit more daring, or is that impossible for 4C? I have a feeling that 

4C is somewhat hard pressed here, perhaps because one cannot really demonstrate 

the benefits of ‘adaptation’ or maybe because they are still hard to measure at the 

moment. Is this impression about right, or is it simply wrong? 

Lars Kahnert It has simply to do with the fact that there are no concrete climate activities going 

on at the moment. We are simply on a difficult stretch right now. We are submitting 

proposals, for example, but so far we haven’t been able to get on Board anywhere. 

And we extremely depend on external financing and that has not worked out yet. So 



reasons are quite profane. This doesn’t mean that we don’t want to be more active 

in the field, but the whole issue also needs to be seen in relation to the capacities 

that we have available. And right now, with the PCR-story, another light is shed on it 

altogether. 

Kerstin Linne Let’s go back to the question of ‘organizational development’ and ‘knowledge 

transformation’. The transformation from 4C into a platform: from your point of 

view, has the whole subject of climate change gained or lost from it? 

Lars Kahnert I say, principally it has gained. For example, that the platform was defined through 

the ‘broader sustainability agenda’ at all. Also, the platform needs some time to be 

comprehended by the outside world. Many still see us as a standard, it has  taken 

quite a while to register with people that we are a platform now, but acceptance is 

growing. So everything considered, even if it’s not very tangible yet, climate change 

has gained, at least theoretically. I would definitely say so. Previously, there was this 

‘support service’ that was hard to accommodate, but with the platform climate 

change has some real place and is one of the subjects. 

Andre Kreie So at the moment, 4C is not directly involved in any climate project. Is that correcte? 

Lars Kahnert Yes, even though climate change has been the subject of discussions in different 

forums. There has also been an actual climate-forum. Right now, though, we are 

more involved in the ‘footprint’ field.  

Kerstin Linne Meaning, to work out an approach for regulations on the CO2 -footprint for green 

coffee based on the ‘sustainable agricultural initiative’. What is interesting about this 

is when the coffee sector implements these regulations, the question is always how 

to record the data that are necessary to obtain this footprint. This is where the 

standard comes into play again, not ‘adaptation’ in the sense of ‘adapted to climate 

change’, but adaptation of the supply chain with regards to the transfer of data. 

Andre Kreie Well, I must say that I find this to be a very ambitious project, because I know that 

even with normal products and the CO2-footprint in general it’s already extremely 

difficult to quantify and determine anything, and I cannot imagine how this can work 

in the specific sector of coffee.  

Kerstin Linne ‘Life-stock’ and ‘soil’ already have such measures. That’s why there is an initiative for 

the coffee sector under way right now. 

Lars Kahnert There is actually quite a broad base, rather good conditions. 

Andre Kreie This means the base for such a project is broader than for ‘adaptation’. 

Kerstin Linne I’d say as a joint initiative this is definitely a broad base, one on which all involved 

parties pull together and say: this is the result that we want as an outcome, whereas 

with 'adaptation’ it’s just not clear, what kind of result do we actually want, what 

can the result possibly look like? 

Lars Kahnert Exactly. And then there are quite a few players in the private sector who are not so 

clear about where they actually want to go. 

Andre Kreie Concerning the discussion we had a little earlier: I can at least imagine that it’s 

possible to get the ‘global standards’ sorted out, and maybe also this CO2-footprint. 

But how do I establish a standard for ‘adaptation’ when locale impacts are entirely 

different. Africa is presently battling quite different phenomena than say South 

America. In turn, people in South America fight against other things right now than, 

let’s say, people somewhere in Vietnam. As far as I can see, it is quite difficult to say 



what ‘adaptation’ actually is. It needs to be defined locally. The standard plays into it 

rather as processes?! 

Kerstin Linne The question is whether one can define ‘adaptation’ as a standard at all, where does 

an adaptation become specifically ’coffee sector’,  where is XY. This cannot be 

determined. The approach for the 4C climate module seems to be rather based on 

an analysis with the producer, to actually give producers the possibility to 

understand: am I negatively affected by climate change, and if so, here is this climate 

module that provides a first guidance. Meaning, here are the components that you 

can work on in order to increase your resilience. This is definitely not site-specific, 

and definitely not a site-specific solution. But that is something a global standard 

cannot provide; the 4C basis standard is a first step to establish a basis, though, in 

order to work further on the subject of climate change if that’s what organizations 

and cooperations want. 

Lars Kahnert Well, still quite some way to go as far as “adaptation’ is concerned. 

Andre Kreie Is it possible to say that things are a bit ‘tilting’ at the moment? Is it possible that 

since the subject ‘adaptation’ has emerged, now that everybody has looked into it, 

that everybody says, ok, how is this tangible for us? Or is this false? 

Lars Kahnert I don’t know. I believe that ‘adaptation’ needs to be integrated into existing 

standards on a mid-term basis. It makes more sense for sustainability standards, in 

my opinion, to generate overlaps instead of creating yet more standards for any 

number of individual aspects. And as far as I know the standards, I suppose this is 

what they will put in place, and what will become mainstream. And I can imagine 

that this will be the case at 4C too. So to exploit the fact that the climate standard is 

‘on’, even if it’s voluntary. 4C is voluntary too, but it has a business case to offer at 

the moment. 

Kerstin Linne Then maybe it actually is a question of communication. 

Andre Kreie The time frame, approximately? When could this happen? Are we talking about a 

decade, or rather within the next two years ... 

Lars Kahnert I believe that on the whole things are developing rather quickly. So, in a few years, I 

suppose. But to be honest, I don’t know for sure. For example, we are about to form 

a ‘technical committee’, and it’s not so complicated. I can’t tell though when an 

actual decision will be made. But it will most likely be a subject in the next little 

while. Or at least it will be discussed. 

Kerstin Linne Just for a better understanding, there is a ‘code revision’ for all standards in regular 

intervals. 

Lars Kahnert I am not sure, though, if it is mandatory to do this on a regular basis.  

Kerstin Linne And I believe the issue is also that if you see yourself as a sustainability standard or 

even a sustainability platform, well then climate is simply part of it; it’s not 

something that one can choose to include, but it’s already implied in the idea of 

sustainability. 

Lars Kahnert From this point of view it’s a very important subject for us. 

Kerstin Linne And therefore, long-term it will simply have to be integrated? 

Lars Kahnert Yes, I believe so, and it will be mainstreamed. 

Andre Kreie In the last six months little has happened on the level of ‘adaptation’, – there were 

attempts for about six to nine months to get things going – were these efforts ahead 



of their time? Or was there a lack of interest? Or was it maybe bad timing? 

Lars Kahnert No, bad timing was not the reason. I mean, it was the same at 4C, and we have been 

in existence since 2007. And we were quite active on the subject of climate, things 

were going quite well, but then there was no demand and so we started to have a 

bit of a hard time, and there were frustrations and so on. But it would be to late now 

to start this. But, at least it’s good to have an appropriate basis when things will get 

going. 

Andre Kreie Yes. And it happens quite often that you do something and then you get support 

later-.  

Lars Kahnert Kind of, yes, and also, as far as the ‘broader sustainability agenda’ is concerned, or 

more generally how we anticipate topics that will be in demand next year, as does 

the private industry: to be honest I don’t see a great demand at the moment. Let’s 

say, people don’t kick in our door. There is nobody right now who pro-actively asks 

about climate, or if at all, it’s up to us to ask: do you want to set up a project. Then 

maybe people will say, yes ok. I mean if somebody asks about it at all, well that 

means that they’re already very interested. But it’s not the case that climate is much 

on demand right now. I don’t know how much demand the Rainforest Alliance has 

for their climate-module. 

Kerstin Linne As far as I know there is not much demand for their climate-module from the private 

sector. And I believe it’s due to the same problem, that when it comes to the 

business case ‘climate-module’ companies don’t know what the added value is in 

comparison to the standard as such. I believe the case with RA is also somewhat 

different because at the start, Rainforest-Alliance wanted to develop a climate-

module on the subject of ‘reduction’, but then they virtually ended up with an 

’adaptation-module’. So the problem is the mismatch between the initial 

communication and what they actually came up with. 

Lars Kahnert Well, still quite a way to go for us. 

Kerstin Linne Yes. 

Andre Kreie Well, at least this gives me an overview where things are at right now ... I’ll have to 

place things now, that will bring some clarity. 

Lars Kahnert Yes, collaboration is really the problem, I mean this ‘pre-competitive’ dynamic does 

not only exist in the private sector, but also between non-profit organizations. Let’s 

say, things have gone into that direction, but it’s always a somewhat two-etched 

sword. And I mean, principally we are quite disinterested. 

Kerstin Linne As a platform.  

Lars Kahnert Yes, but we’ll have to see how things will develop further now. 

Andre Kreie Is there any form of collaboration with Fairtrade directly on the subject of 

adaptation? Are there any overlaps?  

Lars Kahnert No, non as of yet. I don’t know. I mean I know Carlos but ... 

Andre Kreie But there is no real competition, right? 

Lars Kahnert No. Well, not necessarily. I mean it’s a darned subject. It’s very difficult. 

Kerstin Linne ... the first thing that Carlos said, whom we interviewed as well, before we had asked 

any question, he said on the subject of climate change: It’s complicated’. 

Lars Kahnert ... let’s see how things will develop. But I mean, I must say so far I’ve never got any 

response from them. 



Kerstin Linne As far as the climate-module is concerned, I think Fairtrade does not really 

understand the 4C climate-module so far, but they will check it out, it’s something 

that has not been done yet. Afterwards, it will be possible to look where the other 

one stands on the subject of climate change. 

Lars Kahnert But they have this fair-’adaptation’ project, that is a meta-standard, though. 

Kerstin Linne Well, it will rather turn into a project standard. Something like, ‘good practices for 

adaptation’ or for the subsequent implementation of projects. But it doesn’t exist 

yet, it’s all still in the planning phase in the consortium here at NRI (National 

Research Institute – Jeremy Haggar) and other institutes whose names I can’t think 

of right now ... 

Kerstin Linne Yes, I was at the GIZ in June; that’s where we presented the study. Actually quite 

interesting, but I’m asking myself if such a standard is still needed because, 

theoretically, if I invest in my project and then I get an additional project certified 

and pay for the use of the standard and for the certification, I really need this to 

bring me a higher profit to somehow be able to justify the extra costs. Because when 

I plan my own project, I can set things up for myself and plan my data in a way that I 

know the quality will be satisfactory for me. I’m curious what will come of it, but 

let’s wait and see. 

Lars Kahnert And you wrote the UTleter paper? 

Kerstin Linne As well. 

Lars Kahnert Yes? 

Kerstin Linne Did you think it was good, not so good? 

Lars Kahnert Yes, it was an analysis with relevant points on the subject of climate. 

Kerstin Linne Yes, exactly. Well, (UTZ) had not communicated anything on the subject of climate 

yet, therefore the wish, we need to communicate something now. Or even just to 

take up, deal with, or integrate the topic ... 

 

 

 

 

 

 

 

 

 

 



Appendix D: Interview analysis of SMS 
Findings from the interview 

Changing environment 

The farmers in Kenya are directly impacted by climate change in a number of different ways. Firstly, 

climate change affects the growing cycle of the coffee trees. A changing seasoning means that when 

trees used to flower during the year, they are not flowering any more today. Farmers then need to 

fertilise the plantation for a longer period of time which might result in over-nutrition of the soil and 

negatively impact on the growing of the coffee bean. Secondly, months those were supposed to be 

dry, have become more and more rainy. Yet, coffee trees must undergo a certain time of dry period 

to be forced to flower (‘stress’). Without that dry season, the number of flowering trees decreases 

significantly and reduces the quantity and quality outcome. Thirdly, also changes in the subsequent 

rainfall season result in problems for the coffee farmers. Particularly in the lower growing zones 

between 1,050 and 1,500 metres, minimum rainfall prevents the freshly flowered berries from 

growing beans inside. And even if the beans will ripen, approximately half of the crop would have 

‘little beans’, i.e. beans that are unable to be sold and that can only be used as manure again. The 

‘little bean’ problem not only causes a decline in green coffee sales, but also increases costs as the 

bean quality can only be determined after being transported to the dry-mills where berry and bean 

are separated from each other. The rainfall issue gets even more complicated as farmers experienced 

an increase in the total amount of rainfall which however is unevenly distributed over the season and 

comes in very short and extreme weather events that cause soil wash and soil erosion. Furthermore, 

some regions in which coffee as well as tea is grown together, Kenyan farmers recently experienced 

that extreme rainfalls also come along with hailstorms which injure trees and eventually cause long-

term damage of the plantations. Fourthly, Kenyan farmers have experienced frost over the last three 

years which occurs when very high temperatures at day are followed by very low temperatures at 

night. These unusually extreme high and low temperatures make the berry seeds die and led to a loss 

of about 60 per cent of the annual crop in some regions. Taking into account all four introduced 

difficulties, interviewee (H) assumes a decline in 40 per cent of the 2012 crop in comparison to the 

previous year.  

OLC step 1: Knowledge absorption  

The interviewee’s educational background is in agricultural engineering which supports his passion to 

help farmers in solving the immediate problems they have. Being aware of the positive correlation 

between good economical practices and a better livelihood, interviewee G is actively involved in 

training newly recruited employees at SMS who could then work in worldwide regions to help coffee 

co-operations to adapt to climate change (antecedent personal vision/values). Interviewee (H) has 



also a close working relationship with the tea industry as every commodity is affected by the impacts 

of climate change. He pointed out that a project that “has been with Rainforest Alliance […] was an 

opportunity for me to explore other commodities as well” (antecedent motivation). Besides the 

learning capabilities about the impacts of climate change through direct on field observations, SMS 

also absorbs knowledge from local scientific specialists such as the ‘Coffee Research Foundation’ 

(CRF), and other partnering organisations such the standards (e.g. Fairtrade, Rainforest Alliance, UTZ, 

etc…). This approach is aligned with SMS’ mission to become a diversified service platform that 

enables farmers and co-operations to increase profitability and improve quality and sustainability of 

the supply chain over time (antecedent culture/commitment). 

 

In summary, SMS’ knowledge absorption capabilities are very strong (“++”) despite the fact that no 

direct evidence is found for the antecedents development & training, and leadership. Due to its local 

offices directly in the coffee growing regions and close working relationships with the farmers, SMS 

staff predominantly absorbs knowledge through on-site observations and experiences of a changing 

environment. Moreover, personal ambitions and a regular flow of information from partnering 

organisations enable SMS to absorb localised specific as well as more general knowledge of climate 

change.   

 
OLC step 2: Knowledge transformation 

Knowledge transformation occurs only in cooperation with the Ecom group. The interviewee, like all 

other SMS facilities around the world, reports back its gathered field information to the Ecom 

headquarters. As part of Ecom’s global structure, SMS’ developed climate module is applied to all 

regions, e.g. in Indonesia and Malaysia. At the corporate level of SMS the model is consistently 

improved and then distributed to the all worldwide regions in which Ecom is doing business 

(antecedent culture/commitment). Yet, the interviewee also argued that “what I do not know is that, 

above our efforts, how much is shared. I only know it is something to be shared”. This statement 

underpins the interviewer’s impression that SMS supplies superior departments with local 

knowledge and receives strategies and tools to be implemented in turn. Interviewee (H) provides no 

information about direct and structured knowledge sharing between the different global SMS 

subsidiaries. Accordingly, no evidence is found for the antecedents team commitment, goal setting, 

development & training, and leadership. In summary, SMS knowledge transformation capabilities are 

weak. On the one hand, much information is circulated between SMS and Ecom to create a global 

picture on climate change and the specific local impacts. On the other hand, SMS is unable to 

independently transform individually gathered information into a corporate knowledge base about 

climate change. Knowledge transformation therefore only happens via Ecom.   



OLC step 3: Knowledge utilization 

SMS uses its knowledge of climate change in two different ways. At the farm level, SMS has 

established multi-stakeholder projects with NGOs, clients (e.g. providers for fertilizers and pesticides, 

etc…) and even competitors. A solid team of 180 business agronomists from SMS work with farmers 

and their co-operatives as a for-profit service provider (antecedent competence). Farmers are offered 

training in good agricultural practices, farm and mill-management advisory, and marketing support. 

These practices are part of SMS’ developed climate module that is applied to all regions, e.g. in 

Kenya, Indonesia and Malaysia (antecedent culture/commitment). With regard to interviewee (H)’s 

passion to improve the livelihood of smallholder families, it is reasonable to conclude that his 

positive personal attitude towards SN adaptation facilitates the efficient and effective usage of SMS’ 

knowledge base (antecedent personal vision). At the governmental level, SMS also uses its 

knowledge on climate change to lobby with administrations and in particular with the Ministry of 

Agriculture. As a result, a Parliamentary Committee on Climate change was set up and a number of 

activities were initiated by public administration such as support and regulations in re-forestation, 

protection of wetlands, and food security (antecedent competence). 

 

In summary, SMS is weak in knowledge utilization despite the fact that evidence for the three 

antecedents (personal vision, culture/commitment, and competence) is found. Yet, the development 

of appropriate adaptation techniques is only able in co-operation with Ecom and other partnering 

institutions. Even though SMS staff has on-site competences to use the created knowledge and 

advise farmers of how to implement the concepts, the organisation remains unable to lead and 

facilitate the adaptation process (antecedent leadership). Moreover, the supporting role along the SC 

only enables knowledge utilization in co-operation with other organisations and primary SN agents.  

 
OLC step 4: Adaptation 

According to Interviewee (H), SMS helps farmers indirectly to implement adaptation strategies. The 

organisation sensitised the farmers on climate change, i.e. educated them on the causes and impacts 

on climate change. Also, the organisation particularly aims to improve the quality of the soil a) by 

using organic manure to be de-composted, and b) by applying ‘soil conservation techniques’ such as 

terracing the plantations and planting indigenous trees. Additionally, SMS also helped farmers to 

reduce the amount of energy consumed when pumping water during the production process 

(pulping) by acting as moderator with the Ministry of Water to enable licensing the farmers for water 

to be directly supplied from rivers and canals. Besides these practical implementation activities, SMS 

also noticed some strategic changes. Recently, some co-operations have begun to diversify their 

productions by starting to do horticulture on the same plantations they produce coffee. Farmers 

then cope with a decline in coffee yields by growing alterative products for local as well as 



international markets with a better output factor. Accordingly, farmers achieved adaptation to 

climate change through diversification.    

In summary, SMS is involved in multiple adaptation activities that improve the farmers’ economic 

situation and make the plantation more resilient to the impacts of climate change. However, SMS 

does not own a farm and therefore does not implement any strategies itself. The organisation acts 

more as a moderator to the farmers and encourages them of how to actually realise adaptation 

projects. The focus of SMS is clearly on farmer training, education, and advisory services. The final 

OLC step is therefore assessed to be weak even though the SMS climate module provides a practical 

tool that facilitates and ensures the implementation of adaptation activities. This final task however, 

is left in the responsibility of the farmers. 

Analysis summary 

As shown in table D-1, SMS is very strong in absorbing knowledge of climate change, but remains 

weak in the subsequent two OLC steps. Particularly by experiencing the impacts of climate change 

directly on the farms, SMS is able to obtain first-hand information about the consequences of a 

changing environment for coffee production. When it comes to knowledge transformation and 

utilization, SMS clearly has some capabilities, but strongly relies on the co-operation with its parent 

company Ecom. Therefore, SMS as an independent organisation is assessed to be weak in OLC steps 

two and three. The final learning step is assessed to be strong, even though SMS is not directly 

responsible for the implementation of the adaptation measures at the farm level. However, the long-

term and close relationships with the smallholders bring SMS into a position to actively influence and 

facilitate adaptation much more effectively than standard organisations, for example. SMS 

agronomists and other staff are highly qualified and experienced in working with farmers and have a 

strong impact on the rate of improvement in good agricultural practices. 

 

Table D-1: OLC performance of SMS 

Four OLC 
steps 

1. Knowledge 
absorption 

2. Knowledge 
transformation 

3. Knowledge 
Utilization 

4.  Adaptation 

Evaluation 
 

++ - - + 

Enabling 
antecedents 

(4 out of possible 6) 
- Personal 

vision/values 
- Learning 
- Motivation 
- Culture/ 

Commitment 
 

(1 out of possible 5) 
- Culture/ 

Commitment 
 

(3 out of possible 5) 
- Personal vision 
- Culture/ 

commitment 
- Competence 

Strong technical 
support and 
advisory role to 
implement 
adaptation projects 
at the farm level. 
Close working 
relationship and 
influence on the 
smallholders.  



Appendix E: Interview analysis of Tchibo 
Findings from the interview 

Changing environment 

In the position of a coffee roaster, Tchibo’s procurement activities in the producing countries are 

affected by climate change. The company already noticed a decline in quantity and quality of green 

coffee. The decrease in production outcomes however refers mainly to high quality coffee, i.e. 

Arabica and therefore makes Tchibo significantly suffering from climate change as the company 

follows a 100 per cent Arabica purchasing strategy in comparison to the competition that also 

sources more resilient Robusta coffee. In some countries, Tchibo noticed regional shifts as well as 

shrinking areas in which Arabica can be grown as climate conditions get worse. In consequence, 

uncertainty in the predictions on the available quantities of Arabica coffee makes it difficult for 

Tchibo to develop a future procurement concept. This uncertainty increases as a number of 

commodities such as cotton, tea, and biomass for petrol production also compete for the remaining 

growing areas.  

 
OLC step 1: Knowledge absorption  

Both interviewees expressed their personal responsibility towards the creation of a sustainability 

business model at Tchibo. Particularly since the Oxfam campaign in 1990 that focused on the poverty 

in developing countries, people have begun to look more at the origins of their products. Climate 

change is therefore a topic of personal interest as it not only affects Tchibo’s business, but much 

more strongly Tchibo’s business partners, i.e. farmers (antecedent personal vision/values). In order to 

improve the business as well as farmer conditions, a key component is to learn about where the 

coffee actually comes from. As Tchibo buys its coffee from traders, they initially had to connect with 

the farmers to obtain transparency along the entire SC. Only by connecting with smallholders, Tchibo 

is able to understand their problems and can eventually set up projects and make investments to 

help farmers adapting to climate change. For that reason, interviewee (J) as well as her colleagues 

from the purchasing department are frequently on site in the producing countries to absorb first-

hand knowledge of the impacts of a changing environment. Tchibo also gets a lot of insights about 

the local farmers from the conversations with the standard organisations that certify Tchibo coffee as 

well as from the participation in the ‘Coffee & Climate’ project. The company received valuable 

insights on the effects of climate change on the cultivation of coffee and got a better understanding 

to which needs adaptation strategies and tools must be developed. Besides the ‘Coffee & Climate’ 

project, a few years ago Tchibo also collected information from a ‘Product Caron Footprint’ project 

that was on the mitigation end, but provided also initial background data and hotspots for future 

adaptation planning (antecedent learning). To obtain more information on the impacts of a changing 



environment in the countries, for over a year, Tchibo has partially owned a farm in Brazil that has 

been used for training purposes. Interviewee (J) argues: “we find this important, simply to improve 

our competence in ‘origin’ here in our company”. The farm is supposed to serve as a training site for 

farmers and also to advance Tchibo’s own experience on climate change. By following this approach, 

Tchibo reduces its dependency on the know-how of others and gets access to new developments 

much quicker than some competitors (antecedent development & training). 

 

Investigating the antecedent motivation, the roasters are nowadays noticing that “the standards do 

not really resolve our problems” (interviewee J). Moreover, the interviewees need to take into 

consideration the consumers’ demand towards sustainability. Whereas end-consumers only slightly 

begin to be sensitive to climate change and sustainability when buying coffee, Tchibo’s B2B division 

recognises a rising impact of sustainability matters on buying habits. For that reason, both employees 

are highly motivated to absorb up to date knowledge of climate change in order to develop 

appropriate business strategies that match their customers’ requirements to maintain and increase 

the current market share. Moreover, an excellent knowledge base about climate change helps the 

company to develop processes and products that comply with many legislative regulations in the 

sales as well as sourcing countries.  

 

At the organisational level, Tchibo encourages its employees to absorb knowledge of climate change 

to address the company’s commitment for a more sustainable business. It therefore invested in on-

site training facilities, set up a staff unit that reports directly to the CEO, and assigned managers to 

monitor the implementation of Tchibo’s sustainability strategies directly in the countries (antecedent 

culture/commitment). Accordingly, both interviewees are in the position of a senior manager and 

lead Tchibo’s climate change activities. It is also clear, that Tchibo wants to take a supply chain 

perspective and aims to develop a systematic approach that considers all tiers along the supply 

chain. Like other roasters, Tchibo purchases from different traders who were initially thought of to 

be the responsible agents to secure continuous supply in a changing environment. However, strong 

competition amongst the traders hindered them to fulfil their role so far. And “of course the trade 

realized that the industry was at some point – to put it bluntly – fed up and said, we will take the lead, 

and now the traders shuffle their feet” (interviewee J). In consequence, Tchibo has developed strong 

leadership qualities to take over responsibility in climate change adaptation internally as well as 

throughout the supply network (antecedent leadership). 

In summary, Tchibo is very strong in knowledge absorption about climate change as evidence for all 

six antecedents is found. Encouraged by the Board, Tchibo aims to take a leading role in sustainable 

sourcing and climate change adaptation to secure continuous supply and comply with its goal to 



improve the livelihood of the farmers. Appropriate training facilities, clear leadership qualities and 

top management support enable knowledge absorption from practitioners as well as scientists.  

OLC step 2: Knowledge transformation 

Investigating the antecedent team commitment, the interview revealed that 12 people work directly 

in the ‘Corporate Responsibility Unit’. Besides, there are also several colleagues in the individual 

departments, i.e. at least one manager in every business unit is responsible to manage sustainability 

and climate-change-related activities. Their activities are specified in each job description. 

Accordingly, Tchibo follows an integrative management system that combines the expertise from the 

staff unit with those from the operations management. Whereas the corporate responsibility unit 

acts as an internal consultancy and reports directly to the CEO, the more progressive staff addresses 

sustainable processes in daily business in each department. All information between the different 

levels is exchanged and strategies are discusses at Jour Fix meetings between interviewee (I) and the 

‘Purchasing & Supply Department’, for example. Moreover, external meetings with other SN 

stakeholders bring together expertise from daily operations and administration. This approach also 

disseminates knowledge across the company and avoids the aggregation of knowledge at a few 

positions only. Referring to the partially owned farm in Brazil, this training site also facilitates the 

knowledge transformation process within the company and with external sector specialists. 

Moreover, Tchibo regularly holds workshops and team meetings about the latest scientific 

development in the area of climate change and projects Tchibo is involved in (antecedent 

development & training).   

 

As ‘Category Leader’ Interviewee (I) is responsible for ’Product and Strategy’ development’. In that 

position, he reports directly to the CEO concerning all sustainability, green, and climate related 

activities. Therefore, Tchibo has very strong leadership qualities in integrating climate change into 

the overall business strategy and in refining the company’s assortment and procurement. The 

company also understands that leadership is required to structure the OLC process or as interviewee 

(J) puts it: “as long as coffee was easily available, the attitude was ‘let us see how long this will last.’ 

And now we face the consequence that we have to say, look at all of this, where do I start at all.” 

(antecedent leadership). Tchibo’s commitment to be strong in knowledge transformation is based on 

the idea that the company has to act fast in order to respond to emerging topics. Tchibo is not that 

huge enterprise, but big enough to act beyond a very local setting. For example, it cannot pick up five 

or ten million euros like bigger competitors, but Tchibo aims to champion to be one of the sponsor- 

and pilot-enterprises that uses its resources to develop an adaptation strategy more quickly than 

others. For that reason, Tchibo’s organisational learning culture is very open to facilitate the 



knowledge creation process and takes a leading role in climate change adaptation in the coffee 

sector (antecedent culture/commitment) 

 

In summary, Tchibo is very strong in knowledge transformation as evidence for four antecedents is 

found. Tchibo has a very appropriate organisational structure with centralised leaders who directly 

report to the CEO and decentralised specialists in the different business units. Strong organisational 

commitment to quickly learn about climate change facilitates the internal information exchange and 

enables Tchibo to quickly grasp new ideas and developments for SN adaptation in the coffee 

business.    

 
OLC step 3: Knowledge utilization 

Interviewee (J) is convinced that purchasing habits will change in the sector. Whereas coffee was 

regularly purchased through worst auctions in former years, nowadays, principles such as ‘variable 

procurement’ or ‘shared value’ purchasing that also take into consideration the needs of the buyers 

are much more common in the coffee market. Interviewee (J) argued that there is a clear tendency 

towards changing purchasing habits with a more collaborative approach between farmers and 

roasters. This sector-wide change is very convenient for both interviewees as well as Tchibo, as it 

matches their understanding of a sustainable business model (antecedent personal vision). 

 

In terms of organisational culture and commitment, Tchibo decided to purchase the coffee from the 

market and not from farmers directly or own farms in the countries of origin. The latter procurement 

strategies were assessed to be too risky as Tchibo would have obliged responsibilities which are 

unable to be fulfilled by a company of the size of Tchibo. Even though competitors partially follow 

the vertical integration SC approach with their large product range and own agronomists, the only 

product Tchibo procures is coffee and in less quantities. For these reasons, Tchibo uses the market 

structure to purchase its raw material and avoids to leverage its position on the farmer community. 

The overall approach is collaborative with other SN stakeholders. Yet, Tchibo is well aware of the fact 

that it is getting more and more difficult to find a balance between flexibility which is provided by 

traders and coffee prices for economic sustainability. Achieving both is only possible on a long-term 

basis as specifically for Arabica, continuous supply might be a problem in the future. The task to 

secure the procurement can therefore not be put on traders’ shoulders alone, but requires the 

involvement of the final buyers like Tchibo. For that reason, Tchibo is not prepared to leave the 

responsibility for adaptation with the traders despite the fact that they might see it as competitive 

whereas Tchibo clearly does not. Therefore the company has a strong interest in pre-competitive 

development of tools and structures at the roaster level for more efficient adaptation activities that 

make the coffee sector as a whole more resilient to climate change. Tchibo has an annual budget to 



co-finance adaptation projects with external stakeholders such as with the standards, for example, 

and internal projects with the purchasing department that focus on collaborative actions with the 

farmers. Moreover, Tchibo is prepared to accept reduced profits in the certified area caused by 

higher prices to be paid to farmers for sustainability growing and that are not passed on 1:1 to its 

customers (antecedent culture/commitment). 

 

The interviewees made clear, that they feel competent to make the right decisions on the projects 

and programmes Tchibo is involved. The company has been working in the field of sustainability and 

climate change for six-and-a-half years. Both interviewees are part of the central division that is 

directly attached to the CEO and champion Tchibo’s sustainability strategies. Despite this long 

experience and confidence to make the right calls, interviewee (J) argued that when it comes to 

adaptation, “all kinds of strategies are being tried out, but nobody knows exactly what actually 

works” (antecedent competence). Nevertheless, about one-and-a-half years ago Tchibo adopted a 

new corporate strategy for the years from 2011 to 2015 with the name ‘Future and Origin’ and the 

target going towards 100 per cent sustainable business operations. Therefore, the Board clearly gives 

a mandate for the entire company to continuously develop all processes and assortments into the 

direction of more environmental and social responsibility. As a result, the company aims for a 100% 

supply of sustainably grown coffee whereby ‘sustainable’ does not exclusively mean certified 

qualities, but also so-called validated qualities such as the 4C Association. Interviewee (I) summarises 

that this strategic goal “is not only whole-heartedly supported by the Executive Board, but also – since 

we are a family business – by the owner family”. Accordingly, the mandate is very clear to integrate 

as soon as possible 100 per cent of the raw coffee supply into the sustainability concept. So far, 

Tchibo ended up with about 22 per cent by the end of 2012 and leaves a challenging 80 per cent still 

to be included (antecedent leadership). 

 

In summary, Tchibo has strong knowledge utilization capabilities. The organisational commitment 

towards sustainable sourcing is manifested in Tchibo’s corporate strategy and both interviewees 

have the competence to turn gained knowledge of climate change into possible adaptation 

approaches, even though the organisation breaks new ground. In particular, Tchibo contributes with 

its knowledge to projects such as ‘Coffee & Climate’ and aims to take a leading role when developing 

a sector wide adaptation strategy. 

 
OLC step 4: Adaptation 

Tchibo does not implement any adaptation strategies itself, but works together with service 

providers directly in the countries that carry out this task. Predominately, Tchibo contributes with 

financial resources and closely monitors the implementation process. Accordingly, Tchibo does not 



have its own land, but purchases from the market. Yet, a vertical integration of farmers into the 

operations of Tchibo or direct procurement from farmers is not pursuit, such as in the case of the 

competitor Nestlé, for example. Adaptation through integration of other SN agents to secure 

continuous supply is not carried out by Tchibo. The company is rather engaged in sector-wide 

initiative such as the IDH programme and particular projects such as ‘Coffee & Climate’ to develop a 

global toolbox for adaptation. As part of this toolbox, farmers could be trained on good agricultural 

practices. However, interviewee (J) made clear that one currently cannot expect too much from the 

farmers as they often do not really understand the link between the training they receive, good 

agricultural practices and climate change. Genetically modified plantlets that are more resilient to 

climate change are currently not an adaptation option for Tchibo. On the one hand, Tchibo does not 

have an own research centre and on the other hand, all standards currently exclude this type of plant 

from its certification rules. Despite being not as much vertically integrated as Nestlé, for example, 

Tchibo is assessed to be strong in adaptation. First, it is much more involved in adaptation than other 

SN agents such as the standards for example. Second, relative to turn over, Tchibo contributes the 

highest amount of financial investments to adaptation amongst all investigated organisations.  

     

In summary, Tchibo predominantly takes an advisory role and leaves the actual implementation of 

the adaptation activities to the farmers. Interviewee (I) summarises Tchibo’s overall approach as 

follows: “adaptation is not necessarily what brings more profit, but good agricultural practices”.  

 

Analysis summary 

As summarised in table E-1, Tchibo is very strong in knowledge absorption, transformation, and 

utilization. Strong organisational commitment and clear leadership qualities combined with strong 

personal interest and competences of the assigned senior management enable the company to 

create a very good knowledge base on climate change and the impacts for the coffee business. 

Despite the fact, that Tchibo is a large player in the market it lacks financial resources and manpower 

to make its supply network adaptive to climate change without external support. For that reason, 

knowledge is used to form a collaborative and sector-wide approach to help farmers improving their 

agricultural practices and actually have an impact on the multi-million smallholder coffee supply 

base. Although Tchibo is not primarily involved in the implementation phase at the farm level, it 

supports farmers financially. It can be argued that relative to the company’s turnover, Tchibo makes 

the highest investment in adaptation projects, plantlet buying, and technical services at the farm 

level amongst the investigated organisations. For that reason, the organisation has a much greater 

impact on adaptation than standard organisations, for example, and is therefore assessed to be 

strong in the final OLC step 



Table E-1: OLC performance of Tchibo 

Four OLC 
steps  

1. Knowledge 
absorption 

2. Knowledge 
transformation 

3. Knowledge 
Utilization 

4.  Adaptation 

Evaluation 
 

++ ++ ++ + 

Enabling 
antecedents 

(6 out of possible 6) 
- Personal 

vision/values 
- Learning 
- Motivation 
- Development & 

Training 
- Culture/ 

Commitment 
- Leadership 

(4 out of possible 5) 
- Team 

commitment 
- Leadership 
- Development & 

Training 
- Culture/ 

Commitment 
 

(4 out of possible 5) 
- Personal vision 
- Culture/ 

commitment 
- Competence 
- Leadership 

Activities are 
beyond an 
advisory role. 
Invests  the 
highest amount 
of money into 
adaptation 
measures relative 
to turnover. 
 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



Appendix F: Interview analysis of Nestlé 
Findings from the interview 

Changing environment 

Nestlé is directly impacted by climate change as the company buys pretty much every kind of soft 

commodity such as cocoa, sugar, cereals, and coffee. However, some commodities which are grown 

in a very wide-spread manner such as cotton are predicted to have a certain degree of resilience to 

climate change. Even though the weather effect will be different, some parts of the world will do well 

and others will not, but the market will then provide the flexibility to ensure continuous supply. 

When it comes to cocoa and coffee there are very limited geographic areas that are suitable for 

production and the opportunity for market resilience is very little. For that reason, a decline in green 

coffee production impacts Nestlé’s directly, as the company currently procures ca. 10 per cent of its 

coffee directly from the farmers with the proportion to be rising over the next few years to at least 

20 per cent. In conclusion, Nestlé is very close to the problem farmers are facing and directly affected 

by climate change on its procurement activities. 

OLC step 1: Knowledge absorption  

Investigating interviewee (K)’s personal attitude towards climate change and the impacts on the 

coffee business, he argued that “I don’t believe that there is that same field of resilience or flexibility 

in the coffee business” in comparison to other commodities. Based on his academic background in 

forestry and his 10 years work experience with WWF on strategy development for climate change 

adaptation, the interviewee shows clear values for a sustainable business development and has a 

strong interest in providing solutions to mitigate SCCR (antecedent personal vision/values). One of 

the motivations to absorb more knowledge of climate change is complacency. Interviewee (K) argued 

that it is not helpful to have predictions what is going to happen by 2080. In particular two things 

motivate the interviewee to work on providing adaptation solutions to climate change. First, people 

do require solutions now as they are already impacted by climate change. And second, too complex 

models and simulations make people depressed and prevent them from developing approaches to 

make the SN resilient to a changing environment (antecedent motivation). 

 

His long work experience with the WWF enabled the interviewee to build up a network of sources to 

access the latest data on climate change. That may include scientific publications, specific online 

websites, press articles, as well as the IPCC reports. Accordingly, the interviewee has first-hand 

experience from his previous work directly in the countries, and also made good contacts with 

supporting SN agents to learn about the latest scientific projections and technical solutions towards 

climate change adaptation (antecedent learning). Yet, there is no specific training on climate change 



per se, but all employees have the opportunity to be trained on environmental sustainability of 

which climate change is one key aspect. Even though they might be trained at different levels 

depending in their job responsibilities and specific skills, every staff is able to get at a least a basic 

understanding about climate change and the importance for Nestlé (antecedent training & 

development).  

Nestlé has a very strong commitment to become a sustainable business and encourages its 

responsible employees to attend the offered training courses and create a contemporary knowledge 

base about climate change and the impacts on the coffee supply network. Even though climate 

change as such may not be top priority within the organisation, all different key topics such as water 

supply and consumption, for example, have a climate element to be considered (antecedent 

culture/commitment). As a public company, Nestlé has created organisational leadership structures 

to address sustainable matters. Accordingly, the interviewee in the position of a senior manager is 

appointed to co-ordinate the knowledge absorption process and to lead the organisational learning 

process about climate change (antecedent leadership). 

In summary, Nestlé is very strong in knowledge absorption. The large size of the company enables 

the absorption of different levels of knowledge, i.e. local expertise directly in the countries as well as 

scientific expertise from research institutes. By assigning the highly experienced interviewee (K) as 

responsible manager for sustainability and climate change matters, the knowledge absorption 

process and commitment is steered top down throughout the globally operating organisation.       

OLC step 2: Knowledge transformation 

Nestlé has different levels for alignment and exchange of information at the corporate level. 

Internally, information is disseminated through the Nestlé intranet that is accessible by all employees 

even though the interviewee admitted that people may not be prepared to spend some of their time 

looking up the latest news on climate change as it is only one key topic amongst others within the 

organisation. As such, the information on climate change is not better or worse in its availability to 

staff than any of the other myriad issues that they have to be informed (antecedent team 

commitment) 

 

The interviewee made clear that there are no formal team-meetings to discuss climate change 

matters, which is due to the organisational structure and the importance of climate change relative 

to other topics. Despite the fact, that the Nestlé is highly committed to address adaptation to climate 

change, the interviewee argues that “climate change is just one of thirty or forty different issues […] 

and not even one of those issues that is in the top box of issues being of most importance to both 

Nestlé and stakeholders”. Some topics like water, rural development, and agriculture are discussed in 



regular meetings at the higher levels and climate change is one of those topics that gets kind of 

integrated, but it does not warrant a specific effort by itself. Accordingly, Nestlé top management 

deals with climate change issues, but uses different entry points such as water, for example. At a 

lower level, a set up sustainability department embeds sustainability matters across the businesses 

and the interviewee’s role is to connect, catalyse and challenge the organisation on climate-related 

issues. Accordingly, there is a clear leadership structure at different organisational levels to 

determine the overall adaptation strategies and ensure their implementation as part of Nestlé’s 

operational activities in the countries (antecedent leadership). 

As introduced in the previous OLC step, employees can attend training sessions on environmental 

sustainability to exchange information. However, the focus for the antecedent training & 

development is on external workshops at which individually held tacit knowledge from different 

experts is combined for a mutual understanding about climate change. For example, interviewee (K) 

attended the ‘Coffee & Climate Change Summit’ in September 2011 in Lausanne and also presented 

Nestlé’s coffee SN adaptation activities at the ‘Consultative Group of International Agricultural 

Research’ (CGIAR) science event in October 2011 in Beijing.   

As a stock-listed company, Nestlé has a strong commitment towards sustainable management and 

carries out a multi-disciplinary and company-wide risk management processes. An in-depth 

discussion on climate change risk and opportunity is included in the 2012 ‘Carbon Disclosure Project’ 

(CDP) submission. Accordingly, climate change is a relevant topic for the Board and amongst others 

also specifically referred to in the annual report: “As part of our Creating Shared Value strategy, we 

have also extended our relationships with farmers across emerging markets: One example is helping 

farmers adapt to climate change. Since 2001, we have halved our greenhouse gas emissions per 

tonne of product; if we can also reduce the environmental impact of our supply chain, this can help 

secure an enhanced supply of higher quality raw materials. […] We extended our commitment to 

Colombian coffee farmers for five years and have joined a programme to help coffee farmers in Haiti. 

In Vietnam, we are helping 20 000 farmers improve productivity through better farming practices and 

by distributing high-yield, disease resistant plantlets. In India, we opened our first coffee 

‘demonstration’ farm to help improve quality, productivity and sustainability” (Nestlé 2012). Besides 

the statement in the annual report, Nestlé provides also a ‘Nestlé in Society’ report that deals with 

details of the company’s approaches in nutrition, compliance and environmental sustainability. As 

part of the latter key topic, a section is dedicated to climate change and climate change adaptation in 

particular. Nestlé clearly points out that it helps its stakeholders to adapt to climate change and to 

continue growing crops in the face of changing patterns of agricultural production (antecedent 

culture/commitment). 



As part of the ‘Nestlé in Society’ report, Nestlé specifically sets the goal to ‘provide climate change 

leadership’ through the ‘The Nestlé Policy on Environmental Sustainability’, ‘Commitment on Climate 

Change’, and ‘Commitment on Forest Stewardship’. So far, the direct GHG emissions declined 24 per 

cent between 2002 and 2012 and at the end of 2012, 9.3 per cent of direct energy was from 

renewable sources. By 2015, Nestlé aims to reduce GHG emissions per tonne of product by 35 per 

cent vs. 2050. Also, 100 per cent in of green coffee should be sourced in line with the 4C baseline 

standard by 2015 and by 2020, 220 million coffee plantlets should be distributed. Accordingly, Nestlé 

set up clear goals that however are strong on the mitigation side and have some elements from the 

adaptation end only (antecedent goal setting). 

 

In summary, Nestlé has very strong capabilities in knowledge transformation as evidence for all five 

antecedents was found. Information are made accessible to all employees via intranet and strong 

organisational commitment and leadership qualities enable the large corporation to aggregate 

individually held knowledge to a general knowledge base about climate change and its impacts on 

the coffee SN.  

OLC step 3: Knowledge utilization 

At the individual level, evidence for the antecedent personal vision can be found as the interviewee 

recognized that “we need to collaborate and engage at the operational level if we are to succeed in 

sustainability”. Being a part of the operations division and working with agriculture and procurement 

and corporate communications, the interviewee aims to strengthen Nestlé’s efforts by developing a 

collaborative approach internally as well as with external partners.   

 

At the organisational level, Nestlé has good competences to use its knowledge for climate change 

adaptation. Interviewee (K) states “I think, we feel reasonably well informed, certainly on cocoa and 

coffee when anything happens, then I think everyone in the organization knows they can rely upon 

myself to provide input to this. […] We are reasonably well connected to make sure that we can 

provide considered input to whatever platform and project we are engaged in” (antecedent 

competence). Nestlé is a partner of the ‘Adaptation Private Sector Initiative’ of the UNFCCC and is 

also involved in the ‘UN Environment Programme Green Economy Initiative’ to showcase how 

businesses and communities can adapt to the inevitable effects of climate change. Furthermore, 

Nestlé together with Danone and Unilever was one of the co-founders of the ‘Sustainable Agriculture 

Initiative’ (SAI) to establish responsible agriculture through a collaborative approach. With a modern 

food supply chain that is vast and complicated, SAI platform founders knew it would require the 

combined efforts of all the major organisations to have a truly positive effect. As such, SAI aims to 

share knowledge and to actively communicate best practices amongst all partners along the food 



supply chain. Through the SAI at Nestlé (SAIN), the company also shares best practices and lessons 

learned through the agriculture department. SAI set up a project in Aldea Ojercaibal, a village of 

around 300 families situated about 112 kilometres west of Guatemala City and improved the coffee 

growing process and overall livelihood of the farmers. The exemplified project underlines Nestlé’s 

commitment to invest on the ground in order to help farmers directly and not “making a piece of 

paper” only (interviewee K). In this respect, Nestlé decided not take a disaster scenario view of things 

and mapping-out and predict where the optimum places for growing coffee will be in the future to 

start shifting farmers there. Rather, the approach is to make sure that farmers can stay where they 

are. Nestlé decided to put its primary focus of its work with farmers on the improvement of 

productivity and eventually on the improvement of the farmer resilience to climate change. In 

summary, Nestlé has a very strong commitment and organisational culture towards supply chain 

adaptation, particularly at the farm level, as this issue is understood to require a collaborative 

approach of all parties in a pre-competitive manner. 

 

Besides the active participation in projects as a result of the organisational commitment, Nestlé has 

also strong leadership qualities as the interviewee is appointed to co-ordinate the climate change-

related activities and reports directly to top management. As a result, the ‘Creating Shared Value’ 

strategy was developed as fundamental part of Nestlé’s business strategy that includes the ‘Nescafé 

Plan’ in the coffee sector. This strategic plan was approved by Nestlé’s Board and aims to find 

solutions to the economic, social and environmental challenges such as diversifying developing 

economies, aging of coffee farmers and competition for land & water use. One basic element is to 

provide good agricultural practices within a time horizon of 18 to 36 months to actually make 

solutions tangible for farmers (antecedents commitment and leadership).  

In summary, Nestlé is very strong in using its knowledge of climate change to actively provide 

solutions to the impacted farmers and to ensure a continuous procurement of green coffee. The 

company is committed and has the competence to take part in many adaptation projects and has a 

strong relationship with 4C and Rainforest Alliance to mutually develop and implement adaptation 

activities.  

 

OLC step 4: Adaptation 

Nestlé is strongly involved in the implementation of adaptation strategies, particularly at the farm 

level. The company believes that the best thing they can do is to enable farmers to put stress on the 

trees in the short term to improve coffee farming. With shade, for example, temperature can be 

manipulated to adequate 40/45° Celsius and by appropriate water management, soil moisture can be 

maintained to have more drought resistant crops. As part of the ‘Nescafé Plan’, the company 



therefore financed five agronomists and trained 48,000 farmers on good agricultural practices, and 

distributed 22.5 million plantlets since 2010. Indeed, those are still minute numbers compared to the 

total number of small holder farmers in the countries. Detailed examples of Nestlé’s on the ground 

contribution to adaptation projects can be found in Ethiopia, Thailand, and Colombia (Nescafé 2013): 

 

In Ethiopia, the pulping process was improved through efficient water management. Nestlé’s country 

team decided to import modern pulping machinery from South America and replaced the old 

traditional machines that consumed up to 50 or 60 litres of water for every kilo of dry parchment 

coffee. Today, the new ones do the same job with only two or three litres. With the help of a 

dedicated full-time agronomist, better agricultural practices were implemented such as turning the 

pulp from the washing machines into useful compost. In Thailand, Nestlé tested 25 top-quality 

varieties of Robusta coffee plants at the ‘Chumphon Horticulture Research Centre’ in order to select 

the best one for each specific environment and eventually maximise the farmers’ crops.  As a result 

of this research, more than 600 farmers bought planting materials that should give them twice the 

yield of their present ones, representing a considerable increase in income. Moreover, to improve 

cultivation techniques, “Nestlé offered two Thai scientists full training at the Nestlé Research Centre 

in Tours, France to learn responsible agriculture techniques they could apply at their own research 

centre in Thailand. This training helped them distribute the best coffee plantlets to growers as well as 

to improve irrigation management and pruning techniques. They also encouraged Thai farmers to 

adopt more responsible practices such as reducing chemical use, making compost of coffee husks 

instead of burning them, and planting vertiver grass to protect against soil erosion” (Nestlé 2012). 

Within the country, Nestlé also set up 3 learning centres, 37 demo plots and training classes on 250 

farms to demonstrate responsible agricultural practices to farmers. And to reach out to those 

growers who are too far away to benefit from these opportunities, Nestlé coffee agronomists pay 

regular visits to them on their plantations. Also useful information is distributed through leaflets as 

well as through four radio stations. In Colombia, Nescafé provided 4 million trees to farmers in 

Colombia in 2011 and 2012 respectively, in order to maintain and improve the crop outcome. The 

replaced trees have an excellent pedigree, i.e. they can produce even more coffee beans and have a 

greater resistance to diseases.  

 

When it comes to paying for adaptation, the interviewee clarified that Nestlé is not paying for 

adaptation, but rather for good management practices to deliver resilience to climate change. All in 

all, Nestlé will invest GBP 350 million in coffee projects over the next ten years (2011-20) including 

GBP 245 million for the ‘Nescafé Plan’.  

 



In summary, Nestlé is strongly involved in adaptation to climate change at the farm level although 

these activities are referred to as good agricultural practices. Besides providing advisory services, 

Nestlé contributes also by supplying climate resistant trees to replace older ones and has dedicated a 

multi-million GBP budget to help farmers increasing their productivity and livelihood.   

 
Analysis summary 

Nestlé has excellent organisational learning capabilities as summarised in table F-1. The organisation 

is very strong in the first three OLC steps as evidence for almost every antecedent is found. Being a 

listed company necessitates a focus on sustainability and climate-related activities and due to the 

fact that Nestlé is a large player in the coffee business with extensive financial resources, it is 

reasonable to conclude that Nestlé takes a leading role in making the supply network more resilient 

to climate change. The company procures a significant amount of green coffee directly in the 

producing countries and therefore has a strong interest to assist in good agricultural practices to 

sustain continuous supply and to conform to the corporate sustainability programme. Despite 

Nestlé’s financial contribution and direct deliveries of plantlets to the farmers, the final OLC step is 

rated strong and not very strong as the company’s contribution is limited to selected adaptation 

activities. However, the Nestlé support in the countries is much stronger in comparison to other 

investigated SN agents. That might be due to the company size and available resources as well as due 

to the direct dependency on the raw product. 

Table F-1: OLC performance of Nestlé 

Four OLC 
steps  

1. Knowledge 
absorption 

2. Knowledge 
transformation 

3. Knowledge 
Utilization 

4.  Adaptation 

Evaluation 
 

++ ++ ++ + 

Enabling 
antecedents 

(6 out of possible 6) 
- Personal 

vision/values 
- Learning 
- Motivation 
- Development & 

Training 
- Culture/ 

Commitment 
- Leadership 

(5 out of possible 5) 
- Team commitment 
- Goal setting 
- Leadership 
- Development & 

Training 
- Culture/ 

Commitment 
 

(4 out of possible 5) 
- Personal vision 
- Culture/ 

commitment 
- Competence 
- Leadership 

Activities are 
beyond an 
advisory role. 
Supply of 200 
mio plantlets 
and investment 
of CHF 500 mio 
in total by 2020 
 

 

 

 

 



Appendix G: Interview analysis of Paulig 
Findings from the interview 

 
Changing environment 

Paulig is not directly impacted by climate change as its production facilities are located the Northern 

European countries which are currently not very much exposed to climate risks. However, like any 

roaster, the company uses natural raw material that is produced in countries that already suffer from 

the impacts of climate change. For example, Columbia is a key supplying country for green coffee and 

plays also an important role for Paulig. Recently, the roaster had little disruptions in its coffee supply 

as extreme weather reduced the produced outcome in this country. Yet, Paulig has not been 

significantly impacted by climate change so far.   

 

OLC step 1: Knowledge absorption  

The interviewee clarified that climate change is an important topic to the coffee business and very 

likely represents a risk in the long term. This risk may turn into a serious hazard, particularly if 

demand in certain countries such as Russia and China will rise, whereas supply will decline as a result 

of climate change (antecedent personal vision/values). For that reason, the interviewee is highly 

motivated to absorb knowledge of climate change and states that “I am really happy in being in 

charge of that kind of job. I really feel that I have opportunities to affect other people” (antecedent 

motivation). However, the interviewee also admitted that the key challenge for the organisation is to 

better understand the causes and effects of climate change. At the moment, the company’s 

knowledge of this theme is relatively poor. For that reason, the interviewee learns from any related 

publication, conference, and round table, such as in the case of the regular International Coffee 

Partner (ICP)1 meetings (antecedent learning). However, the performance overall of Paulig in the first 

OLC step is weak as the created knowledge of climate change is very little and even though the 

interviewee is actively involved in knowledge absorption, no evidence was found for the antecedents 

development & training, culture/commitment, and leadership. 

 

OLC step 2: Knowledge transformation 

In order to transform the individually gained information into a company knowledge base, Paulig 

appointed the production manager for the internal environmental programme and set up a ‘Green 

Office Team’ including six senior managers and led by the interviewee. Yet, most of the topics to be 

                                                           
1
 International Coffee Partners (ICP) is an initiative founded in 2001 by five leading European coffee companies 

(Gustav Paulig Ltd. of Finland, Löfbergs Lila of Sweden, Luigi Lavazza S.p.A. of Italy, Neumann Gruppe GmbH of 
Germany and Tchibo GmbH of Germany). Its vision is to make smallholder coffee farmers competitive on the 
basis of sustainable practices in order to improve their livelihood. 



discussed throughout the company address the reduction of CO2 and the efficient use of energy 

(antecedent team commitment). At the organisational level, a so called electronic share point system 

has been established to upload all climate-related material. Yet again, interviewee (L) admitted that 

she “has not had the opportunity to put too much material there yet” (antecedent 

culture/commitment). From a leadership point of view, senior management is involved in climate-

related discussions and supports the related projects and activities; the leadership qualities are 

limited to supervision and general directions (antecedent leadership). For that reason, also no 

evidence was found that supports specific goal settings and development & training courses.  

 

In summary, Paulig is also weak in knowledge transformation as it lacks clear guidance from senior 

management to build up a company’s knowledge base. Rather the focus is on transforming 

knowledge of mitigation activities such as better energy efficiency and carbon cutting. Accordingly, 

Paulig is relatively poorly informed about the impacts of climate change on farmers and the 

undergoing adaptation activities despite the fact that the organisation takes part in the ‘Coffee & 

Climate’ project.  

OLC step 3: Knowledge utilization 

Paulig started ca. 10 years ago to address the problem of environmental friendliness of the company. 

Therefore, it strongly focused on mitigation actions in the context of climate change and was 

consequently certified with the ISO 14001 standard for a proper environmental management system. 

At the adaptation end, Paulig plans to join the 4C Association to get a better grip on the sector wide 

climate-related activities. For similar reasons, it had also joined the IPC initiative to be better involved 

in sustainable farming practices and invested some money into the ‘Coffee & Climate’ project 

(antecedent culture/commitment). However, the interviewee also admitted that there is lack of 

competence and leadership to use the little created knowledge and turn it into any kind of adaptation 

measures that could be displayed to the own organisation or to partners within the supply network. 

She pointed out that “we have not much done. We have been concentrating mostly on our own 

factory and our own products”.  In summary, also the third step is assessed to be weakly carried out 

by Paulig as only little evidence for the antecedent culture/commitment was found. Yet, there is 

actual no action and outcome in the knowledge utilization phase other than joining initiatives such as 

IPC and the ‘Coffee & Climate’ project.  

 

OLC step 4: Adaptation 

Paulig is not involved in any implementation activities at all. As it is not directly impact by climate 

change, there is no plan for the own facilities. However, also for the farm level, the interviewee made 



clear that “we are not able to do it ourselves”. As Paulig also does not purchase directly from the 

farmers, there is no developed relationship with the small holders to achieve adaptation mutually. 

For these reasons, the final adaptation step is rated very weak (“--“). 

 
Analysis summary 

The organisation is not even strong in a single OLC step and is not involved in adaptation activities at 

all. Even though it had appointed a manager that deals with climate related topics, much of Paulig’s 

activities refer to carbon cutting and energy efficiency. There is clear lack of understanding of the 

impact of climate change on the coffee sector, and there were no knowledge and resources 

developed to tackle the climate problem. Rather, Paulig’ strategy relies on inter-organisational 

projects (such as Coffee & Climate, for example) to preferably absorb knowledge and to create its 

own company knowledge base. In summary, Paulig is not directly impacted by climate change and 

does not directly purchase from the farmers. In combination with its relatively small size, the 

organisation has not been focusing strongly on adaptation to climate change and is therefore weak in 

all four OLC steps as summarised in table G-1. 

 

Table G-1: OLC performance of Paulig 

Four OLC 
steps  

1. Knowledge 
absorption 

2. Knowledge 
transformation 

3. Knowledge 
Utilization 

4. Adaptation 

Evaluation 
 

- - - -- 

Enabling 
antecedents 

(3 out of possible 6) 
- Personal 

vision/values 
- Learning 
- Motivation 

 

(2 out of possible 5) 
- Team 

commitment 
- Culture/ 

Commitment 
 

(1 out of possible 5) 
- Culture/ 

competence 
 

No activity in 
the implement-
tation of 
adaptation 
strategies 
 

 

 

 

 

 

 

 



Appendix H: Interview analysis of Ecom Trading 
Findings from the interview 

Changing environment 

Ecom as a global trader with operations directly in the countries of origin is a core SN agent and 

therefore significantly impacted by climate change. Changes in the amount and quality of green 

coffee increases the already strong rivalry in the trading market and makes it more difficult to fulfil 

the key task of guaranteeing consistent supply to the roasters. Besides the effect on the trading 

activities, extreme weather events may also damage the facilities (e.g. mills of the operations 

division, etc…) 

 

OLC step 1: Knowledge absorption  

The interviewee is not a climate sceptic and recognises the changing environment. However, he also 

acknowledges that he cannot image coffee disappearing: “the thing is so big, coffee being gone is 

something we cannot get our heads around” (interviewee M). Accordingly, the interviewee 

understands the problem of climate change, but also admits that he cannot believe in getting it so 

big to make the coffee business stop. He is more concerned about the nature of humans as they are 

likely to react too late to the challenge of climate change, i.e. New York is projected to be under 

water in a couple of decades, but very little efforts are being made to adapt the city to rising sea-

levels. Similarly, the impacts of climate change on the coffee business seem to be not big enough at 

the moment to facilitate adaptation of the supply network as required. In summary, interviewee (M) 

recognises the problem of climate change, but argued that it has not been attracted the level of 

attention needed across the coffee sector (antecedent personal vision/values).   

 

When it comes to the antecedent learning, interviewee (M) absorbs knowledge directly from the 

countries of origin. Indeed, all information is not first hand from the farmers, but information that 

was passed on from the de-centralised Ecom units in the coffee growing regions. Besides some 

practitioners’ perspectives, also knowledge from research institutes is absorbed, e.g. that the largest 

growing region Daklak in Vietnam is projected to disappear in a couple of decades. However, the 

interviewee admitted that he is poorly informed about the impacts of climate change on the coffee 

sector. “I think climate change is a very poorly understood, poorly managed, poorly documented 

thing” (interviewee M).  

At the corporate level, there is little commitment and leadership concerning knowledge absorption 

about climate change. Although interviewee (M) is assigned to the position of a sustainability 

advisor, learning capabilities about climate change are not identified as priority and particularly 



important. Ecom rather absorbs knowledge occasionally and not in a very structured format as there 

is also no evidence found for the antecedent development & training. In summary, the first OLC step 

is weakly carried out by Ecom. The interviewee made clear that he understands climate change as a 

risk for the coffee business, but in turn admitted that he has not absorbed much detailed knowledge 

of the impacts.    

OLC step 2: Knowledge transformation 

Knowledge transformation at Ecom is difficult. The interviewee concluded that there is not a very 

sophisticated discussion about climate change as all information is much localised and the majority 

of the supply network is neither willing nor able to attribute climate change to something bigger such 

as El Nino or La Nina. “I think that if any of us opened New Scientist this week and see that everything 

is worse than we thought it was, I think we all have a deep sense of unease, but then we get down to 

talking about coffee in a region, it’s just a different localized discussion and everybody is very 

uncomfortable in attributing weather issues to climate change” (interviewee M).  In summary, there 

is not enough discussion about how difficult the climate change issues will be to local, regional, and 

day-to-day activities which obviously underlines the weak knowledge absorption qualities in the first 

OLC phase (antecedent team commitment). 

 

At the corporate level, particularly financial risk management plays an important role at Ecom. As 

coffee is traded globally at commodity exchanges, prices never fully represent supply and demand, 

but are also influenced by technical chart analysis and trader habits. For that reason, financial risk 

management is a key component that not only helps the Ecom group, but also farmers as part of the 

services offered to them by Ecom. That means that Ecom is committed to create a good knowledge 

base about financial risks that might result from climate change and possible price volatility. 

However, when it comes to climate change in general, interviewee (M) clarifies that there is not a 

very structured and intense communication within the Ecom group at the moment (antecedent 

culture/commitment).  

 

Leadership qualities for knowledge transformation are assessed to be average. On the one hand, 

Ecom appointed a sustainability manager at the corporate level to manage bigger projects top down 

across the different regions. On the other hand, Ecom has not implemented appropriate learning 

structures and processes within the organisation yet. Moreover, different parts of the business, such 

as the de-centralised subsidiaries offering on the ground services, absorb valuable tacit knowledge 

from the different regions, but lack adequate bottom up procedures for knowledge transformation 

to a corporate knowledge base.      

 



In summary, Ecom is weak in knowledge transformation as it has only little leadership qualities and 

commitment to create an organisational knowledge base about climate change and the impacts for 

the coffee business. Despite its global operations, there is very little communication about the 

significance of climate change for the business.   

 

OLC step 3: Knowledge utilization 

Considering the antecedent motivation, there is not much found from the personal perspective, but 

when it comes to the business perspective, two key issues were revealed. First, climate change 

facilitates the funding process to build up stronger relationships with small holders to help them 

increasing their yield in general. By doing so, Ecom receives the loyalty of the farmers and can 

therefore secure its supply to be traded globally. Second, Ecom is very much involved in the countries 

of origin with its own mills, for example, and is therefore first in line after the farmers. For that 

reason, climate change is clearly understood as a key theme that needs to be addressed by Ecom as 

it may effects the organisation’s milling and export preparing processes. In this sense, Ecom has a 

stronger interest in climate change adaptation than its competing traders without an operational 

function who aim to compensate deficits in some regions with increased supply from others 

(antecedent motivation). Accordingly, Ecom is committed to participate in different projects such as 

‘Coffee & Climate’ and ‘Sangana PPP’ in which it put 15,000 USD. As reported in the latest 

sustainability overview from 2011, Ecom was involved in six sustainability projects across the globe 

that aimed to increase the share of certified coffee of the total sales and to improve good agricultural 

practices at the farm level (Ecom 2011). However, Ecom acknowledged that these projects have a 

very small scale compared to what the coffee sector needs. Moreover, Ecom sees difficulties in 

working closely with direct competitors and views climate change adaptation mainly as competitive 

and not at a pre-competitive stage anymore. Particularly, if Ecom makes investments at a particular 

farmer cooperative, it fears that market rivals steal their knowledge and absorb the benefits without 

being part of the investment.  

 

Concerning a budget for adaptation activities, most money comes from the commercial budget 

(profit/loss account) of the operations divisions. There are very few projects that are funded from 

the corporate holding. These kind of projects normally require a larger amount of money and deal 

with breeding, i.e. “unfortunately [with] financing fertilizers” (interviewee M). However, all efforts 

have been at a small scale as there has not been a need for the corporate holding to massively 

finance sustainability as most occasional activities are financed out of the operating budgets. In 

summary, Ecom is committed to use its (little) gained knowledge for adaptation projects, but also 

clarifies that as long as it puts itself in a position in which climate change related projects only milk 



the organisation without no return, financial support will remain limited (antecedent 

culture/commitment). 

 

In order to respond to the needs of advisory field operations to the farmers, the Ecom Board decided 

to group these activities under the banner of ‘Sustainable Management Services’ (SMS), who provide 

ground services to farmers to improve production and yields, and the marketability of their products. 

As Ecom noticed enormous donor fatigue when it comes to adaptation projects, the company aims 

to build up relationships with farmers that lead to improvements in their production that make them 

more resilient and productive. “Unfortunately the market does not pay for that, you just cannot pay 

for that purely out of the margins of the business, so you need partners and support to do that” 

(interviewee M). Ecom therefore recognises the need for collaborative projects that improve good 

agricultural practices and that build the capacities for farmer training and training the trainers as the 

adaptation mechanisms are simply more expensive than poor small holders can bear. In this case, 

Ecom is willing to lead collaborative projects, but also sees the downside of the project based 

learning structure. Currently, there are too many small projects that do not outreach the huge 

number of farmers and that require too much administration and reporting that take the eye off the 

ball for the core business. Beside the projects on good agricultural practices, Interviewee (M) argued 

that the premiums from the standards are too small to finance adaptation activities. As such, Ecom is 

willing to take leadership in developing financing tools and structures that are much bigger and 

actually have an impact on the sector. Yet, he also claimed that adaptation financing is a very risky 

business and currently lacks sector-wide commitment for participation of multiple SN agents. At the 

moment, often fertilizers are supported financially as they offer a relatively short return on 

investment in the form of improved yields. Indeed, fertilizers generate more carbon emissions and in 

the long term damage the soil, i.e. it is actually the opposite of what should be done (antecedent 

leadership). 

 

In summary, Ecom is clearly motivated and committed to sustainability and the development of 

adaptation strategies to make the sector more resilient to climate change. For that reason, 

leadership not only within the organisation, but also in collaborative projects is desired. Yet, Ecom’s 

background as a trader with strong market rivalry contributes to the perception that climate change-

related themes are mainly understood as competitive rather than pre-competitive. Whereas this 

view may hinder the organisation to be stronger involved in sector-wide adaptation initiative, it 

clearly puts the focus on the financial side of adaptation. Interviewee (M) concluded that farmer 

training for good agricultural practices in co-operation with other SN agents is important, but the real 



challenge is to collect money to scale up the initial projects and outreach the entire farmer 

community.  

 
OLC step 4: Adaptation 

Ecom is only indirectly involved in the implementation of adaptation activities as it provides farmers 

with training in good agricultural practices via its subsidiary SMS. These practices primarily 

encompass guidance on pruning, shade trees, and mulching which is very important for moisture 

retention. The organisation is convinced that adaptation to climate change is about good husbandry 

which has mostly to do with planting new trees which however cost money and must be financed. 

Accordingly, Ecom is also involved in developing financial solutions that enable adaptation practices 

on the ground.  

 

Analysis summary 

Ecom is weak in understanding climate change. Despite the core trading function in the supply 

network, the organisation has not developed strong knowledge absorption and transformation 

capabilities. There are no formal training sessions to increase the knowledge base and there are 

relatively weak organisational structures and processes in place to scale up individually held 

knowledge to the corporate level. Considering the third OLC step, Ecom is strong in knowledge 

utilisation and identified the financial burden for the farmers as one of the biggest challenges for 

supply network adaptation. Ecom is committed to contribute to the sector-wide initiative for supply 

chain adaptation, but is rather reluctant as it views adaptation mainly as a competitive factor. For 

this reason, Ecom adopts an almost follower position and aims to see a specific return prior to large 

investments in adaptation projects. The final OLC step is also rather weak as Ecom only sends out 

agronomists via its subsidiary SMS to help farmers implement good agricultural practices. In 

conclusion, Ecom recognises the trade-off between adaptation activities that are preferably Ecom 

steered for competitive reasons, and the extremely small impact on the entire supply network such 

Ecom driven initiatives will have. Taking into account both sides, Ecom is willing to collaborate with 

other SN agents for a mutual adaptation benefit, but wants to have clear action rules established 

prior to any projects and also avoids pioneering and financing projects for the benefits of market 

rivals (see table H-1) 

 

 

 

 

 



Table H-1: OLC performance of Ecom Trading 

Four OLC steps  1. Knowledge 
absorption 

2. Knowledge 
transformation 

3. Knowledge 
Utilization 

4.  Adaptation 

Evaluation 
 

- - + - 

Enabling 
antecedents 

(3 out of possible 6) 
- Personal 

vision/values 
- Learning 
- Leadership 

(2 out of possible 5) 
- Leadership 
- Culture/ 

Commitment 
 

(3 out of possible 5) 
- Motivation 
- Culture/ 

commitment 
- Leadership 

Only consultancy 
to implement 
adaptation 
projects at the 
farmers’ 
level/external to 
the own company. 
 

 

 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 



Appendix I: Interview analysis of Armajaro 
Findings from the interview 

Changing environment 

Like any other trader, Armajaro is not directly impacted by climate change, but as second in line after 

the farmers, the company is indirectly impacted if the smallholders produce less quality and quantity 

of coffee as a result of changing climate conditions. For that reason, the interviewee is pretty well 

informed about the changes going on at the farm level. He argued that it is pretty noticeable that 

weather patterns are changing, that the number of excess rain and flooding is increasing like the 

average temperature. The coffee production cycle changes in that the coffee tree reacts differently 

under different temperatures and different levels of moisture. As a result, the standard pattern of 

when the flowering the spiking occur and then when the beans are produced is changing slightly. The 

interviewee therefore argued that coffee is probably becoming more of an all-year round crop, 

rather than a specific season with a specific flowering after the dry season and then two months of 

bean development, and then short harvesting. So the production cycle is essentially expanding and 

becoming longer. Referring to the Arabica species in East Africa, the area where coffee can be grown 

is changing and competes with many other crops for the same land in the same regions. So, unless 

the coffee moves further up the hill, it competes with the tea. So the tea has to move further up. 

Accordingly, everything is going a little bit higher and the overall plantable area is essentially 

reducing. Also, the consequences for moving coffee production means to move buying station, 

operations, trucks have to drive longer and overall cost will increase.  

 

OLC step 1: Knowledge absorption  

The interviewee absorbs knowledge of climate change primarily from the partners’ observations in 

the field that are reported back to the headquarters. Moreover, he also reads scientific articles on 

websites and in press. Particularly, he is interested in the created scenario maps for the different 

regions. In general, knowledge absorption is difficult as Armajaro does not own any farms and the 

interviewee does not get in touch with scientists, but only reads their reports occasionally 

(antecedent learning). Despite the fact that no evidence for further antecedents was revealed, the 

interviewee is fairly informed about the general problem of climate change and the impacts on the 

coffee business as summarised before. Yet, the first OLC step is assessed to be weak, as there is no 

regular training, no real organisational commitment for knowledge absorption and no leadership 

throughout the company.  

 

 



OLC step 2: Knowledge transformation 

Within the company, the interviewee is the person to receive any climate-related and sustainability 

reports. Aggregating and summarising the different reports, the interviewee then interacts with the 

Director’s Board and also disseminated any top down approaches to the field in turn. At senior 

management level, one Board Director is also in charge of development and sustainability. There is 

still much work in progress concerning appropriate organisational and leadership structures as they 

are still quite diverge and lack a bit of clarity and guidance (antecedent leadership). Yet, the 

interviewee argued that the responsible director implemented a development and sustainability 

department as overseeing body that monitors and channels funds to the individual origin countries 

which would then have their own sustainability departments. Armajaro is committed to the interest 

of the market and therefore necessarily has to focus more on sustainability and climate change. 

However, the interviewee also admitted that the sustainability programme is not given the attention 

and focus that it needs at the moment (antecedent culture/commitment). Besides these two 

antecedents, the interviewee did not provide any evidence for the remaining ones team 

commitment, development & training, and goal setting.  

 

In summary, the second OLC step is also assessed to be weak as the trader is committed to be 

engaged in climate change-related themes and therefore created a respective department under the 

leadership of a senior manager. However, the interviewee also admitted that Armajaro is still not 

intensely transforming knowledge for a mutual knowledge base about climate change. There are no 

particular goals set, and there is no encouragement for knowledge dissemination through trainings 

and conferences. Accordingly, the organisation is willing to address the problem of climate change, 

but has certainly not the structures and processes in place to form an organisational knowledge base.   

 

OLC step 3: Knowledge utilization 

Despite the relatively weak knowledge absorption and transformation about climate change, 

Armajaro is much more committed to knowledge utilization. For competitive reasons, the company is 

reluctant to join collaborative initiatives throughout the coffee sector, but carries out own projects at 

the smallholder level. In particular, the organisation has own extension staff on the ground and 

offers financial support and crediting to the farmers. Accordingly, Armajaro has a detailed 

sustainability programme that is supported by donors to enable the investments on administration, 

logistics, monitoring, data collection, and evaluation. However, the interviewee also admitted that all 

these activities are at small scale and only little relative to the company’s turnover. He also clarified 

that the organisation does not plant any trees, but rather manages large plantations. The 

organisation has a clear 5 year business plan to increase sustainable coffee and farmer productivity. 



This plan comes along with the objective to extend the number of long term contracts with certified 

farmers.  

Despite the presented commitment to be involved in sustainability projects, there is no specific 

climate-related activity revealed. Also the competitive barrier is quite high with the result that the 

organisation is not keen to cooperative with others as long as no clear action rules are agreed 

(antecedent culture/commitment). Concerning the antecedent leadership, every sustainability project 

is under the supervision of the responsible Board Director. Also, Armajaro pointed out that it views 

itself together with other traders to lead the climate-related activities throughout the sector. 

Interviewee (N) clarified that currently the focus is on certification of coffee even though it will not 

solve the future problems as a result of climate change.   

In summary, the interview revealed that Armajaro is committed to lead adaptation activities and has 

already used its knowledge to implement own projects. However, the organisations clearly lacks 

competence to develop own adaptation measures and pushes them throughout the network. It is 

reasonable to argue that the organisation uses it knowledge with a clear focus on sustainability, but 

has developed relatively few solutions to the problem of supply chain climate risk.  

OLC step 4: Adaptation 

At the farm level, Armajaro proposes crop diversification to its related farmers and managed 

plantations. Particularly sorghum and bananas were identified to be more climate resistant. Yet, this 

solution might help the farmers and address the overall sustainability programme of the company to 

help smallholder increasing their overall income, but will certainly not adapt the coffee business. 

Besides these little advisory activities to the farmers, the interviewee argued that adaptation of the 

pricing structures in the sector is needed to finance the adaptation measures. Yet, the interviewee 

admitted that there is not enough activity at the moment concerning the adaptation of the pricing 

mechanisms. As this issue is vital to the coffee supply network and in the periphery of the 

organisation, the lack of adaptation efforts in the pricing system leads to the conclusion that the final 

OLC step is also weakly carried out.   

 

Analysis summary  

The learning performance of Armajaro is weak throughout all four OLC steps as shown in table I-1. 

Despite its strong market position in the coffee trade, the organisation lacks clear structures and 

leadership for knowledge absorption and transformation. Despite appointing a senior manager 

responsible for sustainability issues, the company has hardly any competence regarding climate 

change adaptation issues. Instead, it focuses on mitigation activities and aims to improve smallholder 

livelihoods even though this might be to the disadvantage of the coffee business particularly as one 



solution proposed is crop diversification. As part of the utilization step, the interviewee mentioned a 

number of activities at farm level, such as financial support and assistance in improving agricultural 

practices. Yet, the company has not been developing any adaptation measures as it lacks 

competence and clear guidance from top management. The interview revealed that the company is 

averse to collaborating closely with others due to competitive reasons and is therefore only at the 

initial stage of responding to the problem of climate change. They have also weak capabilities in the 

final adaptation step. On the one hand, the company assists farmers in their own projects to improve 

their agricultural practices. On the other hand, adaptation of the existing pricing structures, which 

are within the scope of the organisation, and would enable the financing of adaptation measures at 

farm level, are not being pursued. 

 

Table I-1: OLC performance of Armajaro 

Four OLC 
steps  

1. Knowledge 
absorption 

2. Knowledge 
transformation 

3. Knowledge 
Utilization 

4.  Adaptation 

Evaluation 
 

- - - - 

Enabling 
antecedents 

(1 out of possible 6) 
- Learning 

 

(2 out of possible 5) 
- Leadership 
- Culture/ 

commitment 
 

(2 out of possible 5) 
- Culture/ 

commitment 
- Leadership 

Only little 
efforts to adapt 
the pricing 
system. 
Currently 
unable to 
finance 
adaptation 
activites 
 

 

 

 

 

 

 

 

 

 

 



Appendix J: Interview analysis of Gollücke und Rothfos 
Findings from the interview 

 

Changing environment 

Gollücke & Rothofs is not directly impacted by climate change even though slight changes in 

flowering and harvesting cycle have been observed due to changes in events such as "el niño" and "la 

niña". The interviewee argued that “up to now these delays were within reasonable limits. Yet, the 

weather events are now affecting the quality and the volume”. And the experienced decline in coffee 

output indirectly impacts the company as its role to consistently supply the ordered quality and 

quantity will get more difficult in the future. In summary, the trader has not been significantly 

affected by climate change so far, despite the fact that the company already noticed some difficulties 

in procuring the right amount and quality of coffee as a result of changing climate conditions, and 

particularly as a result of increasing extreme weather that destroyed some essential parts of the 

harvest in some regions.    

 
OLC step 1: Knowledge absorption  

The interview revealed that Gollücke & Rothfos is weak in knowledge absorption about climate 

change. Interviewee (O) pointed out that there is not direct contact to scientific organisations to get 

the latest research results on climate change. Rather, the interviewee learns from articles in press 

and coffee specific publications as well as from the occasional attendance of round tables such as 

organised by 4C, for example. Internally, knowledge of climate-related issues is also observed from 

meetings with the corporate responsibility manager of Volcafe (antecedent learning). However, no 

further evidence for the remaining antecedents personal vision/values, motivation, development & 

training, culture/commitment, and leadership was found. The interviewee made the impression to 

read about climate change in press and have a little, general understanding of the topic. Yet, he 

clearly showed not particular interest and need to gather more information about this topical theme. 

Climate change is surely not a priority topic for the top manager. 

 
OLC step 2: Knowledge transformation 

There are also little activities within the organisation to create a mutual knowledge base about 

climate change and the impacts for the coffee business. Interviewee (O) argued that there is no 

formal reporting about related activities thereto, but also made clear that any knowledge is 

forwarded to the responsible person at Volcafe’s headquarters in Switzerland. Yet, this person (Mark 

Furnes) is ‘Corporate Social Responsibility Manager’ and climate change is only one topic to be 

overseen by the department team throughout the global organisation. Generally, the company has a 

de-centralised organisational structure with staff directly in the countries to deal with any climate-



related issue. Accordingly, there is also information that is processed bottom-up from the different 

regions to the headquarters (antecedent culture/commitment). In turn, top down leadership qualities 

concerning climate change have not been identified (antecedent leadership). In summary, knowledge 

transformation is also weak throughout the organisation as very little interaction takes place to 

combine tacit knowledge for a mutual knowledge base. Also the interview revealed no evidence for 

the antecedents team commitment, goal setting, and development & training. 

 
OLC step 3: Knowledge utilization 

Gollücke & Rothfos is rather involved in corporate social responsibility activities which are not 

necessarily climate specific. For example, the company uses its knowledge to set up projects on 

schooling and sanitary installations to increase the livelihood of the farmers. However, also those 

kind of projects are carried out under the responsibility of the different countries and are not 

necessary related to pre-determined goals. Accordingly, there is no identified commitment to use 

any created knowledge of climate change specifically for adaptation or even mitigation activities 

throughout the company (antecedent culture/commitment). Despite this lack of commitment, 

interviewee (O) argued to have some competences in knowledge utilization in the context of climate 

change as “we are not just looking out the window here in Bremen or Hamburg, but we are active all 

over the world. And because we have people in the company who deal with that regularly as a task”. 

Yet, concrete examples could not be provided and the company seems to rather address corporate 

social responsibility projects. This impression is underlined by the corporate’s website that refers to 

CSR activities, but does not mention in any way climate-related actions. Referring to the antecedent 

leadership, much planning is carried out directly in the countries although all CSR activities are under 

the supervision of the Swiss headquarters. In summary, Gollücke & Rothfos is weak in knowledge 

utilization as most activities are in the area of corporate social responsibility and do not necessarily 

refer to climate change. There is personal interest from top management to develop adaptation 

strategies or to commit the organisation to be involved in inter-organisational projects to make the 

own company stronger in this area.   

 
OLC step 4: Adaptation 

Gollücke & Rothfos has not been engaged in the implementation of adaptation activities. The 

interviewee argued that the company is able to maintain the supply in 9 out of 10 cases and created 

capabilities to become agile for disruptive events. However, no evidence was revealed for any 

structural, long term and general adaptation planning. Therefore the final OLC step is assessed to be 

very weak.  

 
 



Analysis summary 

The trading company Gollücke & Rothfos is weak overall in learning about climate change (see table 

J-1). Despites its strong link to the corporate level of Volcafe, the interview revealed little knowledge 

of the precise impacts of climate change and shows only a general understanding of how farmers 

suffer from climate change. Even though the company appointed a central manager for corporate 

social responsibility, climate change is not specifically addressed. There is no evidence of any internal 

platform to share knowledge of climate change. The utilization of any created knowledge refers to 

CSR projects and planning. In the first three OLC steps, the organisation is weak and consequently the 

final adaptation step is assessed to be very weak. There was no example identified in which Gollücke 

& Rothfos was involved in the implementation of any developed adaptation measures.  

 

Table J-1: OLC performance of Gollücke & Rothfos 

Four OLC 
steps  

1. Knowledge 
absorption 

2. Knowledge 
transformation 

3. Knowledge 
Utilization 

4.  Adaptation 

Evaluation 
 

- - - -- 

Enabling 
antecedents 

(1 out of possible 6) 
- Learning 

 

(1 out of possible 5) 
- Culture/ 

Commitment 
 

(1 out of possible 5) 
- Culture/ 

competence 
 

No activity 
related to the 
implementation 
of adaptation 
strategies at all 
 

 

 

 

 

 

 

 

 

 

 



Appendix K: Interview analysis of Fairtrade 
Besides FLO with its 80 staff, four further sub-units are part of the Fairtrade body: FLO-CERT which is 

an independent certification company that inspects producers and traders to ensure they comply 

with Fairtrade standards. Fairtrade labelling initiatives are companies licensed to use the FAIRTRADE 

Mark on products and market Fairtrade in their countries, respectively. There are currently 19 

Fairtrade labelling initiatives covering 24 countries in Europe, North America, Japan, Australia and 

New Zealand. Fairtrade producer networks are associations that Fairtrade certified producer groups 

may join. There are currently three producer networks, representing producers in Africa, Asia and 

Latin America and the Caribbean. Through these networks, Fairtrade producers can influence 

decisions that affect their future. Fairtrade marketing organisations are national organisations that 

market and promote Fairtrade in their country, similar to labelling initiatives. Fairtrade International 

directly licenses companies in these countries to use the FAIRTRADE Certification Mark. There are 

currently three Fairtrade marketing organisations, in South Korea, Hong Kong and the Czech Republic 

(Fairtrade 2013).  

Findings from the interview 

Changing environment 

Fairtrade is not directly impacted by climate change, but has recently begun to be indirectly affected. 

The organisation realised that a reduction in yield outcomes also reduces the opportunities for 

labelling products and selling Fairtrade licences. Accordingly, climate change not only impacts on 

farmers, but also indirectly on the Fairtrade business model by diminishing the number of sales in 

Fairtrade labels. Whereas the profit-orientated unit of Fairtrade is affected negatively, the NGO part 

also identified new opportunities to support farmers getting a better live by assisting them to 

overcome the problems caused by climate change. 

OLC step 1: Knowledge absorption  

Interviewee (P) studied development and human rights and does not have a climate background. Yet, 

he argued that “the fact that I was not a climate change specialist was probably a good thing and the 

reason why is because I am more of a programme strategy person putting things together. If they had 

brought somebody that was a specialist on climate change, the focus would be probably narrower 

and more specific”. In conclusion, interviewee (P) is very capable of fulfilling his role as strategist 

without being too closely related to climate change. His personal visions and values are based on the 

general idea to help people in developing countries and help the interviewee to fulfil his assigned 

role at Fairtrade. 



When it comes to learning, Fairtrade had three major workshops with producer organisations in 2010 

to absorb first-hand knowledge of climate change from the directly affected SN agents in its key 

regions (Lima for Latin America, Kenya, Thailand). The interviewee surveyed the farmers to reveal 

information on the types of impacts and the types of support needed to become more resilient to a 

changing environment. In particular, farmers reported that productivity has been decreasing due to 

changes in weather seasonality and that extreme weather events (e.g. hurricanes, etc…) have more 

frequently been destroying significant proportions of the annual crops. In order to verify the results, 

interviewee (P) also collected information directly from the farmers to match their views with those 

of the representatives from the producer organisations. Besides the ‘field perspectives’ also scientific 

knowledge is absorbed. As Fairtrade is not a climate specialist, the organisation outsourced some of 

the knowledge absorption process to the Natural Resource Institute (NRI), Greenwich, UK that did a 

study on the local impacts on farmers as a result of climate change. Similar to other NGOs, Fairtrade 

aims to create a large knowledge base by absorbing information from practitioners as well as 

scientists.  

Investigating Fairtrade’s organisational culture and commitment, interviewee (P) argued that 

“Fairtrade started working on climate change a bit later than other schemes”. That is because 

Fairtrade does not try to turn around producers to demanding market needs such as carbon 

footprinting, for example. As farmers are already confused by the current carbon emission practices, 

climate change adaptation should not increase the application complexity, but should have a direct 

and positive impact for the farmers. Accordingly, Fairtrade required some time to assess the 

activities of market rivals and the importance of climate change adaptation activities for the farmers 

and eventually decided to progress its research and activities on climate change. This approach 

matches Fairtrade’s commitment to be an organisation that is about people first. Accordingly, the 

environment is seen as a means to respond to the livelihood needs that the people have in the 

South. There is clear leadership by Fairtrade management on knowledge absorption about climate 

change. Interviewee (P) clarified that “the reason why climate change came on the agenda initially 

from the very beginning is because the producer members in the Board and in the assembly have 

indicated that climate change is something that we should be looking at”. As result, interviewee H 

was hired to co-ordinated the organisation’s activities in this area and to develop a strategy for 

climate change adaptation. 

In summary, Fairtrade has strong capabilities in knowledge absorption as the interviewee creates 

knowledge of the impacts of climate change from producers, its representatives and climate 

scientists. Even though there is clear support from top management and organisational commitment 

to support farmers and improve their living conditions, Fairtrade only started its climate change 



activities in 2010 and is therefore still at the beginning. Despite this early stage, there are no regular 

training courses (antecedent development & training).  

 
OLC step 2: Knowledge transformation 

Interviewee (P) argued that knowledge transformation within the organisation is difficult as five 

different types of sub-units need to work together under the Fairtrade logo. Currently, only the 

interviewee deals full-time with climate change matters within the Fairtrade organisation. Yet, other 

employees spare some of their time to climate related topic. For example, some colleagues from the 

standard unit assign 40 to 50 per cent of their time to mutually work on climate change adaptation 

that can then be integrated into the existing processes of the standard (antecedent team 

commitment). All information in the form of presentations and reports is stored on a dedicated 

server that can be accessed by all employees. There are also regular team meetings at which 

Fairtrade’s climate change activities are presented and discussed. For example, interviewee informed 

all staff about his presentation at an UNFCCC COP2 meeting in Durban in 2011 to raise awareness of 

the Fairtrade approach to climate change within the organisation and amongst the licensees and 

market organisations (antecedent culture/commitment). 

The interview revealed that within Fairtrade climate change issues are initiated bottom up as well as 

top down. Inside the organisation, it is a competition of priorities to which resources should be 

allocated. For example, different groups which work on climate change, on child labour, on workers’ 

rights, and on equal gender policies compete for financial support to bring forward their topic. In 

order to make a reasonable decision, managers in the position of a director set a focus on particular 

themes and receive reports and ideas from project managers like the interviewee. All approaches are 

presented to the senior management that makes the final decision on the overall strategies and the 

topics of relevance. Interviewee (P) summarises the process as follows: firstly a concept is presented 

to the directors, then there is a feasibility check that involves multiple departments and external 

input, and finally senior management has to give a green light. Overall, climate change is a big topic 

for the Board as producer representatives are part of the decision making body. In their position, 

they are able to initiate research on adaptation to climate change in response to the reported 

problems from their home countries. Moreover, also the market organisations that sell the labels are 

nowadays actively demanding for information about climate change and adaptation activities as their 

business is struggling under decreasing yields and eventually more difficult sales of licenses. By 

appointing interviewee (P) as responsible manager to collect information about climate change and 

to co-ordinate the discussion process, Fairtrade has a clear leadership structure in place that 

                                                           
2
COP is the Conference of the Parties, which is the ‘supreme body’ of the Convention and the highest decision-

making authority. It is an association of all the countries that are Parties to the Convention 



facilitates the knowledge creation process. The interviewee pointed out, that climate change has 

initially been in the heads of multiple people within the organisation, but was only structured after 

his hiring to become a major topic of relevance (antecedent leadership). 

In summary, Fairtrade is also strong in knowledge transformation despite the fact that no evidence is 

found for the antecedents development & training and goal setting. Yet, Fairtrade has a very good 

leadership structure including an assigned manager to develop the company’s climate change 

strategy and top management support. Commitment at the team and organisational level to help 

farmers becoming adaptable to a changing environment facilitates the knowledge creation process 

through regular exchange of information and raising awareness of the impacts and needs in the 

developing countries.      

OLC step 3: Knowledge utilization 

In theory, Fairtrade has created appropriate structures to use its knowledge. The market 

organisations sell the Fairtrade products directly in the different countries and thereby support the 

farmers. FLO is responsible for setting the climate change strategies and for providing producer 

support so that they can be certified against the standard and to get access to the global market. 

Also, key accounts like Nestlé and Cadburys are managed directly by FLO. Finally, FLO CERT is 

Fairtrade’s subsidiary which actually carries out the certification and auditing process with the 

farmers and products. However, even though all different sub-units are part of the same systems, 

interviewee (P) argued that there is little interaction between the different actors as FLO CERT works 

more as a profit-organisation whereas FLO has a NGO culture (antecedent culture/commitment). 

 

As the producer organisations have 50 per cent of the Board seats, it is very qualified to make any 

strategic decisions on climate change. The members are strongly aware of the impacts and are 

competent to focus on the relevant themes to develop a solution to the climate problem. As a result, 

Fairtrade used its knowledge to develop a strategy for climate change that was consulted with the 

producer networks, with the market organizations, with FLO CERT and with Fairtrade International. 

This overall strategy consists of four main components: research and development; support 

programmes for producers; assessing Fairtrade’s impact on climate change; and awareness raising 

and advocacy. At FLO, one of the key activities is in the awareness and advocacy work. The 

organisation channels the information to its licensees in order to indicate problems in the supply 

chain and raise funding for adaptation projects. Lessons learned and best practice examples for good 

adaptation of coffee plantations from one region can be transferred to other regions. Also, these 

best practice examples enable Fairtrade to include an adaptation component into its standard that 

however does not to put any additional burdens and new procedures on the farmers. The adaptation 



component is called “fair adaptation” and is currently developed with the objective to raise the 

awareness that adaptation is not happening as much as it should be and that the amounts of funds 

which are assigned towards adaptation are not necessarily spent in the best way. This viewpoint was 

developed as a result of Fairtrade’s own research with the producers and the consultations and 

information exchange with other NGOs (antecedents competence and leadership).  

 

In summary, Fairtrade has strong competences in knowledge utilization as evidence for the three 

antecedents organisational culture/commitment, competence and leadership is found. Its developed 

strategy comprises four selected components and as part of the component ‘awareness and 

advocacy’, the fair adaptation climate module was created to investigate farmers’ needs and provide 

approaches for solutions in response to a changing environment. Yet, Fairtrade’s knowledge base is 

used to improve conditions that are external to the organisation, i.e. knowledge utilization happens 

in co-operation with other SN partners and predominantly for the purpose of the farmers. For that 

reason and the only lately involvement in supply chain adaptation, the third OLC step is assessed to 

be strong.  

 

OLC step 4: Adaptation 

The implementation of adaptation strategies is not part of Fairtrade’s services. Interviewee H states 

“in terms of projects we acknowledge where our capacities are and where our limitations are. So, in 

terms of the way projects are being developed, there is always a technical partner who is part of the 

proposal. Accordingly, Fairtrade is playing a facilitating role”. A technical partner can be a specialist 

such as GIZ with global offices, for example, or a local expert directly in the countries. This advisory 

role that is grouped around the four strategy components leads to the conclusion that Fairtrade is 

weak in adaptation to climate change 

Analysis summary 

The assessment of Fairtrade’s learning abilities revealed that the organisation is strong in knowledge 

absorption, transformation, and utilization, but like other supporting SN agents remains weak in the 

final OLC phase ‘adaptation’ (see table K-1). Despite the fact that Fairtrade has only recently begun to 

integrate supply chain adaptation to climate change into its business, the organisation made good 

progress by appointing a responsible manager who absorbs knowledge, co-ordinates the internal 

flow of information, and contributes to the development of Fairtrade’s strategy on adaptation. At the 

senior level, the organisation has excellent competences as producer organisations haves seats on 

the Board that makes the final decision on climate related projects. The organisation has developed 

an adaptation strategy that comprises four selected components. As part of the component 

‘awareness and advocacy’, the fair adaptation climate module was created to investigate farmers’ 



needs and to provide approaches that improve agricultural practices in response to a changing 

environment. Fairtrade’s resources are, nevertheless, limited and the interviewee clearly argued that 

knowledge creation processes within the organisation could be improved through a better 

integration of different departments and less rivalry amongst different key themes for financial 

resources. There is little interaction between the sub-units, and workshops for training purposes on 

climate change have been held only occasionally. Like other supporting SN agents, the final OLC step 

‘adaptation’ is not carried out by the organisation; Fairtrade only assists external partners to adapt to 

climate change.  

 

Table K-1: OLC performance of Fairtrade 

Four OLC 
steps  

1. Knowledge 
absorption 

2. Knowledge 
transformation 

3. Knowledge 
Utilization 

4.  Adaptation 

Evaluation 
 

+ + + - 

Enabling 
antecedents 

(4 out of possible 6) 
- Personal 

vision/values 
- Learning 
- Culture/ 

Commitment 
- Leadership 

(3 out of possible 5) 
- Team commitment 
- Leadership 
- Culture/ 

Commitment 
 

(3 out of possible 5) 
- Competence 
- Culture/ 

Commitment 
- Leadership 

Only consultancy to 
implement 
adaptation projects 
at the farmers’ 
level/external to the 
own company 
 

 

 

 

 

 

 

 

 

 

 

 

 



Appendix L: Interview analysis of Rainforest Alliance 
Findings from the interview 

Changing environment 

RA is not directly impacted by climate change as it only takes a stakeholder role in the supply 

network and does not produce green coffee, trades or roasts the final product. However, climate 

change already affects RA activities in conserving sustainable livelihoods. Consequently, RA requires 

new approaches to adapt its partners to the rising impacts of climate change which lead to a revision 

in RA’s current practices in the area of certification, technical assistance, and market development in 

the agricultural sector.   

OLC step 1: Knowledge absorption  

From a personal point of view (antecedent personal vision/values), interviewee (Q) is convinced that 

the real changes in agriculture will happen in the next 25 to 50 years as temperature rises. He argued 

that the current areas that are available for coffee growing will be contradicted as a suitable altitude 

is needed for cultivation which is projected to rise and consequently reduces the available farming 

space. As currently only a small proportion of the global farmers are approached and certified by the 

different standard organisations altogether, interviewee (Q) is also highly motivated to understand 

climate change much better and to facilitate RA’s market activities by helping an increasing number 

of farmers to adapt to the impacts of climate change (antecedent motivation).    

RA absorbs knowledge of climate change in many different ways. At the farmer end, observations 

about the impacts of climate change are reported back directly to RA’s local offices, but also to the 

headquarters. Accordingly, RA learns about changes of precipitation and temperature, changes in 

water availability and quality, and changes in the seasonality of rain that significantly affects the 

flowering and results in harvest losses. Besides the created knowledge from field observations, RA 

aims to keep well-informed in climate sciences by collaborating with research institutes such as CIAT 

or CABI that update the interviewee on the latest climate change findings in workshops and training 

sessions (antecedent development & training). Furthermore, RA subscribed to a number of scientific 

journals on climate change and agriculture in order to receive the latest empirical data and different 

viewpoints on the future projections. Finally, the interviewee regularly attends a number of 

conferences such as UNFCCC meetings, for example, to personally keep in contact with scientists and 

its partnering organisations (antecedent learning).    

Considering the antecedent organisational culture/commitment, RA has established a central 

‘evaluation research division’ to prioritise the organisations activities and set the general strategies 

on various research questions on climate change related themes. As part of this process, priority is 



given to adaptation projects which are globally co-ordinated and supervised by interviewee (Q). 

Accordingly, evidence for the antecedent leadership is identified, as RA introduced the position of a 

‘Director of Climate Program’ and interviewee (Q) pointed out that “the president of our organization 

is extremely committed to climate change”. Both facts not only indicate support from RA top 

management, but also ensure the operational implementation of the RA’s business strategies on 

climate change.   

In summary, RA has very strong capabilities (“++”) in knowledge absorption about climate change as 

evidence for all six antecedents is found. RA’s globally dispersed networks allows the observation of a 

changing environment directly in the field and its trained and motivated managers (interviewee F) 

not only absorb knowledge also from scientific sources, but also lead the organisation’s activities on 

the subject of climate change. Indeed interviewee (Q) argued that RA requires input and support 

advice from research organisations and ‘Think Tanks’ in order to create the best possible knowledge 

base. 

 

OLC step 2: Knowledge transformation 

Interviewee (Q) clearly stateed that on climate change “there is so much that needs to be done and it 

really requires a team effort. So within our organisation, my team serves as the hub for information, 

collection, distribution and sharing within the organisation, to the folks that work with us globally on 

agriculture and forestry“. The team of the climate programme has 10 dedicated staff and is 

supported by 25 people from other RA divisions who also work on climate-related projects. However, 

the interviewee also clarified that RA’s decentralised structure puts a high level of responsibility to 

the country-level teams who are the local champions on climate change impacts and closely work 

with partner organisations to help farmers to adapt to climate change (antecedent team 

commitment).  

In terms of leadership, knowledge transformation is based on top down as well as bottom up 

elements. On the one hand, headquarter managers co-ordinate global activities on climate change 

adaptation and ensure that RA’s commitment to help farmers for a better livelihood is pursued. On 

the other hand, information flows from the different regions back to the headquarters to be 

aggregated for the development of appropriate adaptation strategies. By combining both ends, the 

organisation obtains a complete picture of the local impacts of climate change and the scientifically 

based future projections for every region.  

In order to strengthen RA’s organisational culture and commitment, it has implemented a knowledge 

management system (SharePoint and Share Servers) that is used as tool for information storage and 

exchange platform and that can be accessed anywhere globally. RA has also regular meetings 



between the climate team, RA headquarters and all staff from other divisions that collaboratively 

work together on large donor funded projects. Such management meetings take place every two 

weeks. RA also organises regular webinars and other types of in-house training, such as workshops 

on climate change to update all staff on the latest findings and developed adaptation activities. By 

using webinars, easy communication and training is ensured also for RA employees who work de-

centralised with farmers directly in the field (antecedent development & training). Besides adaptation 

activities, training is also used in the context of climate change mitigation and carbon measuring. As 

the interviewee’s team has developed policies and guidelines, but is not actually involved in the 

carbon auditing process, qualified specialists frequently update the entire team on the latest 

development and run specialised courses on carbon auditing.     

In summary, RA’s capabilities in knowledge transformation about climate change are also assessed to 

be very strong (“++”). Except for ‘goal setting’, evidence for all other four antecendents was found. 

The general satisfaction of interviewee (Q) with the knowledge transformation process is supported 

by the finding that a lot of information is shared internally with all centralised and de-centralised 

offices. Moreover, RA’s organisational commitment to help farmers adapting to climate change 

results in clear global leadership structures and regular training sessions to create the most recent 

knowledge base that enables the development of location-specific adaptation strategies.   

OLC step 3: Knowledge utilization 

In order to fulfil RA’s organisational commitment on climate change, the organisation will need to 

redouble its efforts by figuring out ways to help people to adapt to climate change. RA’s approach in 

knowledge utilization is to set up a structure to identify best practices on adaptation and to 

aggregate them to a global concept. Based on this general framework, field specialists can then 

advise the appropriate implementation techniques dependent on the local circumstances such as 

available information on crops, scientific data bases, and governmental involvement. In particular, RA 

uses its knowledge of climate change to create an add on module that addresses adaptation as well 

as mitigation and that offers additional value to RA’s certification system. By stepping up existing 

certification schemes with the climate module, the additionally created value translates into benefits 

at the farmer and consumer level. Accordingly, knowledge utilization means to develop RA’s business 

model further and differentiate it from rival standards. As such, the development of adaptation 

strategies and implementation processes has a competitive element as it allows RA to increase its 

market share. Yet, adaptation has also a pre-competitive component as RA collaborates with other 

SN agent to mutually develop sector wide applicable adaptation solutions (organisational 

culture/commitment).  



For that purpose, RA has developed an overall strategic plan within which annual plans are set up to 

achieve determined outcomes. One of the key outcomes is climate change adaptation. RA began to 

operationalize the strategies by starting different projects in a certain countries and by collaborating 

with farmers and introducing them to the climate model to achieve adaptation. RA’s general budget 

is therefore spent on the key outcome ‘adaptation’ and the different projects running, for example, 

in Ghana, Ivory Coast, Colombia, Ecuador, Peru, Uganda, and Rwanda. Interviewee (Q) argued: 

“Actually, we have kind of got funding from a number of different projects to do a bit in each of those 

countries related to the climate module and so we are actually trying to string it together so we can 

develop an entire training platform”. In conclusion, leadership qualities are clearly identified at RA as 

the presented master-plan on climate change adaptation is initiated by top management and 

operationalized under the supervision of the ‘Director of Climate Program’. 

RA uses its knowledge base in the ‘Sustainable Agriculture Network’ (SAN) and developed the SAN 

Climate Module (Criteria for the Mitigation of and Adaptation to Climate Change) through an 18-

month process and launched it in the beginning of 2011. The aim is to use the module as vehicle for 

farmers to assess their climate risks and prepare them to adapt to climate change by implementing 

appropriate strategies that are delivered as part of the climate module (antecedent competence). 

Also, farmers should be motivated to begin their own learning cycle and develop more localised 

solutions for adaptation. Interviewee (Q) clarifies that “knowledge should be open to everyone and 

the special system is our own, but the knowledge is nothing special to any one organization in terms 

of how we address adaptation” (antecedent personal vision). 

In summary, RA is strong in knowledge utilization and has the capabilities to develop adaptation 

strategies to be implemented at the farm level. Like other supporting SC agents, RA follows a 

collaborative approach by combining differently gained knowledge to develop a common and sector 

wide adaptation strategy. Despite the fact that evidence for four antecedents is found, RA relies on 

external input and feedback when developing adaptation activities and is therefore not assessed to 

have very strong, but strong knowledge utilization capabilities.     

OLC step 4: Adaptation 

The interviewee made clear that RA contributes only the ‘capacity building side of implementation’ 

to the climate module and adaptation strategies. It means that RA provides the theoretical 

background, a particular roadmap for implementation, and an information platform to train the 

trainers. Accordingly, RA employees do not provide workshops for the farmers, but work on a 

theoretical framework within which technicians are educated on the adaptation strategies and who 

then do farmer fields schools and accompany the actual implementation of the climate module. This 

approach is reasonably chosen, as the implementation of certain adaptation practices depends on 



the particular local environment. Even though the efforts in advising the implementation process at 

the farm level is stronger in comparison to other standards (e.g. 4C), RA capabilities in the final OLC 

phase are assessed to be weak. RA does not carry out any implementation activities of adaptation 

strategies on its own. Interviewee (Q) summarises: “we absolutely leave the actual implementation 

to partners, but we work to ensure that the people who help the farmers have the tools, the 

information and the capacities they need in order to do the implementation”. Such management 

systems would enable farmers to prepare for the future and cope with small as well as severe 

environmental changes. Adaptation measures might therefore be mulching to reduce evaporation, 

avoidance of erosion, improvements of soil fertility, terracing of the farms to control the infiltration 

of water, trapping and storing of rain water, implementation of hedges on the farm contour to 

mitigate wind and water damages (extreme weather), and increasing shade in the system to 

moderate the micro-climate. 

Analysis summary 

Rainforest Alliance is very strong in the ‘understanding‘ part of the OLC and has developed very 

strong abilities in knowledge absorption and transformation (see table L-1). The organisational 

commitment to help farmers become more adaptable to climate change has resulted in adapted 

structures. These include a dedicated team with a senior manager in the headquarters, and 

decentralised specialists on environmental changes who work directly with farmers and provide 

feedback to the organisation on climate change impacts. A web-based platform, regular training, and 

clear leadership facilitate the creation of RA’s detailed knowledge base dealing with the impacts of 

climate change on the global production of agricultural goods. RA is also able to develop and 

communicate adaptation strategies for the supply network and particularly for the farmers. 

However, the organisation only takes a supporting role in the supply network without being directly 

involved in the production and trading processes. Therefore, RA uses its own knowledge to propose 

adaptation strategies, but firstly needs to align its efforts with other actors to have an impact on the 

core agents. Secondly, it also requires external knowledge from other stakeholders with more 

localised knowledge to revise and improve the initially developed strategies. The final adaptation 

step is evaluated weak as RA only adopts an advisory role. Despite the fact that RA staff are in the 

field, the organisation does not actually implement any strategies and only supports the training of 

local communities to scale up adaptation throughout the farmer supply base. 

 

 

 

 

 



Table L-1: OLC performance of Rainforest Alliance 

Four OLC 
steps  

1. Knowledge 
absorption 

2. Knowledge 
transformation 

3. Knowledge 
Utilization 

4.  Adaptation 

Evaluation 
 

++ ++ + - 

Enabling 
antecedent 

(6 out of possible 6) 
- Personal 

vision/values 
- Learning 
- Motivation 
- Development & 

Training 
- Culture/ 

Commitment 
- Leadership 

(4 out of possible 5) 
- Team 

commitment 
- Leadership 
- Development & 

Training 
- Culture/ 

Commitment 
 

(4 out of possible 5) 
- Personal vision 
- Competence 
- Culture/ 

Commitment 
- Leadership 

Only advisory 
role to imple-
ment adaptation 
projects at the 
farmers’ level/ 
external to the 
own company. 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



Appendix M: Interview analysis of UTZ certified 
Findings from the interview 

Changing environment 

Like other supporting supply chain actors in the coffee business, UTZ is not directly impacted by 

climate change. Yet, interviewee (S) clarified that ”if our farmers we work with are impacted by 

climate change, then so do we”. The indirect consequences are a decrease in UTZ certificates and a 

decline in the annual revenue. For that reason, UTZ is indirectly impacted by climate change as the 

business model requires the integration of a climate change component to the current code of 

conduct and standard procedures.     

OLC step 1: Knowledge absorption  

UTZ’s knowledge absorption capabilities about climate change and the impacts on the coffee 

business are very strong. Interviewee (S) has a strong passion for coffee and therefore became 

manager to co-ordinate any kind of projects in this business. For example, in the case of a water 

waste management projects, she became aware that farmers have been dealing with the water 

problem for a number of years and her personal interest got stronger in providing solutions to these 

kinds of problems caused by climate change (antecedent personal vision/values). 

Investigating the antecedent learning, interviewee (S) absorbed knowledge from her work with 

farmers when she collected information about the impacts of climate change on agriculture and the 

farmers’ needs and interest in adaptation work. Besides the field experience, the interviewee also 

specifically searches the web for information about the impacts of climate change on the coffee 

business. She admitted that she was not well informed when she started working on these projects 

two years ago, but claimed to have absorbed a lot of knowledge in the meantime and got to know 

more people and partnering institutions that also deal with the same subject. Interviewee (R) argued 

that UTZ aims to become part of the different sector platforms that have been developed over the 

last few years to absorb and disseminate as much knowledge as possible (e.g. IDH). Yet, the trade-off 

between the active participation in a number of programmes and the limited resources available 

remains difficult to overcome by UTZ. In summary, UTZ staff is highly motivated to learn about 

climate change. Yet, interviewee (S) made a strong statement that she predominantly finds very 

scientific information about climate change. Her motivation however is to find practical solutions 

that actually help her to progress the projects UTZ is running and planning. So far she has not found 

much (antecedent motivation). For that reason, interviewee (R) clarified that both interviewees have 

been attending more and more workshops on climate change with scientists as well as farmers to 

regularly update the individual knowledge of the latest findings on the impacts and sector-wide 

activities (antecedent development & training). 



As part of UTZ’s organisational culture and commitment towards climate change, it has been 

integrated into the company’s code of conduct since 2007 in order to develop an approach that 

adapts the business and its partners to the rising impacts. However, UTZ is very much private sector 

driven and therefore always double-checks first with stakeholders whether proposed activities are of 

interest for the private sector. Besides opportunities for increased sales, UTZ also aims to reveal the 

commitment of traders and roasters to contribute to the projects with resources and financial 

support. Considering the antecedent leadership, interviewee (S) was appointed to lead UTZ’s climate-

related activities due to her academic background as development economist. Within the 

organisation she co-ordinates the climate projects in the coffee business, such as a project on energy 

production from coffee waste for example, and also takes the role of ‘Field Development 

Coordinator’ for Latin America. 

In summary, evidence for all six antecedents on knowledge absorption was found. Despite the fact, 

that UTZ started to intensely work on climate change related themes only two years ago, both 

interviewees significantly improved their knowledge absorption capabilities. UTZ staff is motivated to 

learn about climate change and develop solutions that actually help the farmers and do not only 

satisfy Western perceptions towards sustainability. For that reason, knowledge is absorbed from field 

projects as well as from conferences and training sessions with academics and other coffee SN 

experts. 

OLC step 2: Knowledge transformation 

UTZ undertakes regular training session on the certification programme with its field staff, technical 

co-operation partners and farmers directly in the countries. As climate change became a topic of 

relevance, UTZ uses these opportunities to create a mutual knowledge base on the consequences for 

farmers and to ensure that the ‘Western views and priorities’ match those from the ‘Southern 

partners and farmers’ (antecedent development & training). Indeed, interviewee (R) admitted that 

UTZ does not take many formal notes from workshops to be shared with colleagues. Accordingly, 

information is exchanged on a personal level through one-on-one talks and not in a formal process. 

He argued that “we have been keeping so many data internally that I think this is great data, we need 

to communicate about it. So after two years of doing the project we are actually getting there that 

we are collecting all our talks and lessons learned and knowledge to factsheets”. That is mainly 

because UTZ has significantly grown over the last two years from 15 to ca. 90 staff. Besides the 

challenge to put in place an appropriate knowledge management system, opportunities rose to 

transform more knowledge inside the organisation and to create business cases (projects) to actually 

have an impact at the farm level. Accordingly, the team is committed to transform individually gained 

knowledge into an organisational knowledge base (antecedent team commitment) even though the 



current execution is rather weak as also no specific goals for the knowledge creation process have 

been set up. 

At the organisational level, one of UTZ’s strategies is to transfer gained knowledge from one project 

to others in different coffee growing regions. Also, UTZ is committed to sharpen its code of conduct 

and integrate climate change. For that reason both interviewees have a close working relationship 

with their colleagues from the standard and certification department to be able to revise the climate 

change clauses. Besides these major objectives, interviewee (R) made clear that “within the last two 

years it has been a major struggle, how to document, not necessarily the project development but the 

project data coming out of it, i.e. the know-how”. There are currently no appropriate structures in 

place to store absorbed knowledge and to make it available to all other employees within the 

organisation. Interviewee (S) added that in the past, there was no specific person dedicated to 

climate change matters. For that reason, external expertise is brought into the organisation to 

initially channel all available data through one central point and update the organisation on their 

current knowledge base. This approach is taken despite the fact that interviewee (S) describes herself 

as being responsible to lead the organisation’s climate change activities. Accordingly, the interview 

revealed UTZ’s commitment to structure the knowledge transformation process, but also identified 

poor leadership qualities as all activities in this OLC step are still at an initial phase.  

 

In summary, UTZ knowledge transformation capabilities are weak. Despite some efforts to bring in 

external expertise that structures the individually held knowledge within the organisation, there is no 

formal process to exchange information and upscale local know how to an organisational knowledge 

base.  

 
OLC step 3: Knowledge utilization 

Climate change is a topic of relevance for UTZ and supported by top management. In order to 

increase revenue, UTZ needs to address climate change and must “carefully listen to the private 

sector and the farmers, as to how we can provide the tools that would be able to react to climate 

change issues” (interviewee S). In terms of adaptation activities, UTZ is a bit behind other standard 

schemes such as Rainforest Alliance with its climate module, for example, that has been made public 

already. As such, UTZ has clear leadership from top management to not only publish documents and 

communicate adaptation strategies to its partnering organisations, but to also make a significant 

contribution at the farm level by developing a climate module to be added to the existing standard 

scheme (antecedent leadership). 

However, UTZ does not have the full competence to develop or advise to the development of 

adaptation strategies. In particular, interviewee (R) argued that “we did not have a climate change 



expert within our organization, and therefore sub-contracted experts, e.g. Kerstin, to help us”. He also 

claimed that “we obviously know a bit of climate change, but if you truly want to put it firmly on your 

agenda on a strategic way, you need to bring in expertise to make sure that you got all the 

ingredients necessary to develop long-term strategy”. So far, climate change is part of the code of 

conduct, but is poorly communicated to external stakeholders and the current impact of UTZ’s 

contribution to tackle the climate change problem is weak (antecedent competence).  

 

In summary, UTZ is weak in knowledge utilization as only evidence for the antecedent leadership was 

found. Although UTZ aims to make business cases for the farmers and help them adapting to climate 

change, it currently lacks the capabilities to develop adequate strategies and provide advisory 

services for the implementation. There is currently no significant contribution from UTZ to the supply 

chain adaptation topic in the coffee business as the organisation is still at the beginning. 

 
OLC step 4: Adaptation 

UTZ does not carry out any implementation of adaptation activities itself, but rather aims to assist its 

partnering organisations and farmers to increase the resilience to climate change. Currently, UTZ is 

not involved in any climate-related projects, but has participated in two projects before. One was on 

mitigation with a small adaptive element in the form of resource optimisation trough improved 

water management and the other projects dealt with energy production from coffee waste. 

Interviewee (R) said that UTZ as a standard setter takes certain responsibility to provide solutions for 

putting in place structures and procedures that enable re-forestation and adaptation to climate 

change at the farm level. Yet, responsibility for the success of the implementation has to be shared 

between all SN agents. He also made clear that the implementation of adaptation activities 

eventually depends on the willingness of the farmer as standards are only in the position to guide 

and train them. Based on these statements it is reasonable to conclude that UTZ takes an advisory 

role in the final OLC phase without being capable of making the SN more adaptable to climate 

change.  

 

 

Analysis summary 

UTZ is very strong in knowledge absorption. Both interviewees made clear that the organisation 

started a little later than the competition and therefore they are highly motivated to learn and lead 

in the first OLC step. However, the company remains weak in the subsequent OLC steps as 

summarised in table M-1. UTZ has been unable to transform the individually gained knowledge into a 

corporate strategy for adaptation and is consequently weak in using its little knowledge base to have 

an impact on the coffee sector. UTZ currently focuses on structuring its climate change-related 



activities by contracting external expertise. The aim is to achieve a position whereby UTZ initiates 

ideas and possibilities for adaptation, and co-operates closely with the private sector that has to take 

the lead in the adaptation process.    

 

Table M-1: OLC performance of UTZ 

Four OLC 
steps 

1. Knowledge 
absorption 

2. Knowledge 
transformation 

3. Knowledge 
Utilization 

4.  Adaptation 

Evaluation 
 

++ - - - 

Enabling 
antecedents 

(6 out of possible 6) 
- Personal 

vision/values 
- Learning 
- Motivation 
- Development & 

Training 
- Culture/ 

Commitment 
- Leadership 

(2 out of possible 5) 
- Development & 

Training 
- Culture/ 

Commitment 
 

(1 out of possible 5) 
- Leadership 

Only consul-
tancy to 
implement 
adaptation 
projects at the 
farmers’ 
level/external 
to the own 
company 
 

 

 

 

 

 

 

 

 

 

 

 

 

 



Appendix N: Interview analysis of HRS Neumann 
Findings from the interview 

 
Changing environment 

As coffee trader, the Neumann group as a whole is not directly impacted by climate change. 

However, like any other SN agent, changes in the production of green coffee as a result of climate 

change impact the organisation’s business. The rising challenge to match supply and demand 

reinforced Neumann’s decision to establish the foundation to better support research on climate 

change and facilitate adaptation projects at the supply base. 

 

OLC step 1: Knowledge absorption  

At the personal level, interviewee (T) is clearly convinced that climate change is occurring and that it 

will have serious impacts on the coffee business. Around 2007, the interviewee therefore decided to 

intensify the foundations activities in climate-related projects (antecedent personal vision/values). 

For that reason, the interviewee aims to seek for more information about climate change and 

therefore learns in two ways. First, he absorbs knowledge from the proximity of the company to the 

farmers which allows him to follow any observed changes in climate in the producing countries. 

Examples for such observations are: draught periods that turned out to last longer than producers 

were used to, and hailstorms that led to situation that had so far been inconceivable such as in Brazil. 

Second, the interviewee has worked relatively closely with scientists such as Peter Baker from the 

CABI institute who contributed a detailed scenario of the impacts of climate change on the coffee 

business3. Furthermore, the foundation integrates different sources of climate data into an own 

database to create a more precise climate trend for the next couple of years. The interviewee argued 

that “the climate models that reach too far in the future do not really help” (antecedent learning). 

Besides these two antecedents, it can reasonably be concluded that the foundation is strongly 

committed to absorb knowledge of climate change and that interviewee (T) as managing director is 

the lead-coordinator in any climate-related investment and project of the foundation (antecedents 

leadership and culture/commitment). However, the interview did not reveal any specific training & 

development about the impacts that a changing environment on the coffee business causes. Despite 

this missing antecedent, the first OLC step is assessed to be very strong for the Neumann foundation. 

The interviewee absorbs knowledge of climate change very well and has a good knowledge of any 

activities throughout the coffee network related to the problem of climate change.    

 

OLC step 2: Knowledge transformation 

                                                           
3
 Peter Baker wrote the book ‘Coffee Futures - a source book of some critical issues confronting the coffee 

industry’, published in 2001 by CABI. 



Tacit knowledge from worldwide staff and information about all projects of the organisation are 

made explicit and shared via the foundations website. Everybody has access to the information and 

Neumann also recently begun to set up own offices directly on farms to support the farmers, but also 

to transform knowledge between the Neumann employees on the ground, smallholders, and sub-

contracted agronomists. This cooperation is planned to operate over the next ten years (antecedent 

culture/commitment). In terms of goal setting, the interviewee argued that “we do not see the effects 

of our work at this stage yet. This performance assessment is not yet on the working level in the 

project”. Therefore, Neumann decided to develop a kind of assessment framework prior to starting 

any climate-related projects. These measures do not only help to assess the projects, but also help to 

transform knowledge within the organisation using a structured measurement system (antecedent 

goal setting).  

 

Development & training is highly important for the Neumann foundation. Multiple staff has 

participated in workshops with scientists (e.g. with Peter Baker from CABI as part of an ICP4 meeting, 

etc…) to get a more detailed understanding of the importance of climate change and to then 

appropriately determine the foundations future strategy. Moreover, mutual training sessions as part 

of a cooperation with Rainforest Alliance were agreed in a project in Guatemala. This approach aims 

to train staff at the ‘practical level’ and standard organisation have been identified as best training 

partners due to their long time experiences on the farms. Also, the training agreement enables the 

foundation to actually support the implementation of the adaptation measures in a practical 

approach.  

The interview did not reveal any evidence for the antecedent leadership, despite the fact that the 

interviewee is in the position of managing director of the organisation. In summary, the Neumann 

foundation is strong in knowledge transformation as the organisation has a very positive attitude 

towards knowledge creation, sharing, and training.   

OLC step 3: Knowledge utilization 

Interviewee (T) clarified that the time frame for climate-related activities is about ten years. He 

argued that any plans that reach too far into the future will not have a chance to be discussed and 

rather weaken the interest in climate change adaptation: “What are you doing about 'supply chain 

adaptation', if there is a model prepared for 2050? The answer is: I won't be alive in 2050” 

(antecedent personal vision).  

                                                           
4
 International Coffee Partners (ICP) is an initiative founded in 2001 by five leading European coffee companies 

(Gustav Paulig Ltd. of Finland, Löfbergs Lila of Sweden, Luigi Lavazza S.p.A. of Italy, Neumann Gruppe GmbH of 
Germany and Tchibo GmbH of Germany). Its vision is to make smallholder coffee farmers competitive on the 
basis of sustainable practices in order to improve their livelihood. 
 



At the organisational level, the foundation primarily uses its knowledge to develop adaptation 

measures and help farmers to increase their productivity and livelihood. As not every farmer can be 

reached, the organisation strongly promotes the self-aid principle which provides small holders with 

a toolkit of measures to be applied under the supervision of the foundation’s technical staff. This 

process also includes the development of exporting companies to ensure market access for the 

farmers. Accordingly, the created knowledge is to strengthen the foundation’s key objective of 

‘farmer empowerment’ (antecedent culture/commitment)  

 

In terms of leadership, the foundation decided to mainly spend the money into regions where a high 

volume of coffee is produced, i.e. Vietnam, Brazil, etc… The interviewee clarified that the money 

does not necessarily go into places where the poverty amongst farmers is the highest, i.e. Haiti or 

Congo. Moreover, the interviewee leads the general direction of the foundation’s activities and also 

gives presentations about the strategies at conference and internal round tables. Fulfilling the 

foundation’s role in supporting farmers, around 2008, the organisation also decided to push and lead 

collaborative climate-related projects. This approach was also found useful to attract further financial 

investment to fund the development of appropriate adaptation measures. The leadership part 

emerged from the recognition that small projects from different organisations will have little impact 

throughout the sector. For that reason, a combination of climate-related activities was also 

promoted by the foundation (antecedent leadership).  

 

In summary, the Neumann foundation is strong in knowledge utilization as the organisation has the 

necessary culture towards the development of climate-related solutions and also good leadership 

qualities and competences by senior staff. However, even though the foundation is strongly involved 

in the development of adaptation measures that help farmers to improve their livelihood, most of 

the activities are for the purpose of parties that are external to the organisation. For that reason, the 

foundation is assessed to be strong in the ‘knowledge utilization’ step 

OLC step 4: Adaptation 

Like any other supporting agent, the Neumann foundation is not directly impacted by climate change 

and does not implement the adaptation measures at the farm level. Yet, interviewee (T) pointed out 

that “we focus on the producers who ultimately aim at strengthening the resistance of their 

production systems”. Accordingly, the foundation is actively supporting farmers in the 

implementation process as part of various adaptation projects worldwide. For example, it makes 

investments in techniques to conserve soil and to increase shade. As more shade can reduce the 

yield, the foundation also introduces transparency for the producers in the decision-making process, 

by preparing support mechanisms and 'tools' which enable them to understand the economics of the 



production system and how a change of practices affects their cash flow. Besides the direct financial 

investments, the foundation also makes contacts with the banking sector that should then lend 

money to the farmers for further investments. In summary, the Neumann foundation predominantly 

takes a consultant role in the final learning step and is therefore assessed to be weak. It does not 

adapt the own organisations, but assists in the implementation process of adaptation measures at 

the farm level.    

 

Analysis summary 

The analysis of the Neumann foundation revealed very strong capabilities in the knowledge 

absorption step. The organisations is in very close contact with research institutes and farmers 

around the world to better understand the impacts of climate change and to inform about any 

climate-related project in the sectors. In the subsequent steps ‘knowledge transformation’ and 

‘knowledge utilization, the Neumann foundation has developed strong capabilities. In particular, the 

interviewee is the lead-coordinator in both steps and ensures an organisational commitment to 

share knowledge internally and externally with project partners. The foundation aims to frequently 

train its staff in workshops, often together with other supporting SN agents such as the standard 

organisations. The created knowledge base is then used to develop adaptation measures that help 

farmers to improve their agricultural practices and eventually their livelihoods. However, like in any 

other cases of supporting agents, the implementation of adaptation measures remains in the 

responsibility of the farmers. Even though the foundation takes the role of a consultancy to assist 

and supervise in the adaptation process, the organisation is weak in the final OLC step as any activity 

is for the purpose of partners in the supply network (see table N-1).  

 

Table N-1: OLC performance of Neumann foundation 

Four OLC 
steps  

1. Knowledge 
absorption 

2. Knowledge 
transformation 

3. Knowledge 
Utilization 

4.  Adaptation 

Evaluation 
 

++ + + - 

Enabling 
antecedents 

(4 out of possible 6) 
- Personal 

vision/values 
- Learning 
- Culture/ 

Commitment 
- Leadership 

(3 out of possible 5) 
- Goal setting 
- Development & 

Training 
- Culture/ 

Commitment 
 

(3 out of possible 5) 
- Personal vision 
- Culture/ 

Commitment 
- Leadership 

Only consul-
tancy to 
implement 
adaptation 
projects at 
the farmers’ 
level/external 
to the own 
company. 
 

 

 



Appendix O: Interview analysis of NRI 
Findings from the interview 

 

Changing environment 

As a researcher at an international recognised research institute based in London, climate change 

does not impact the organisation directly. However, it affects the research of natural products in the 

tropics and sub-tropics and therefore may also offers new opportunities and challenges for research. 

 

OLC step 1: Knowledge absorption  

The interviewee clarified that he primarily absorbs knowledge of climate change and the impacts on 

natural products in two ways. Firstly, he travels the countries and talks directly to the small holder 

farmers as part of larger research projects. By doing so, he can collect all information about the latest 

experiences of farmers with changing environmental conditions. Secondly, the interviewee keeps up 

to date with the scientific literature about his research field and reads the relevant projects reports 

for the different regions. With a particular focus on climate change, the interviewee also has 

absorbed knowledge over the last two decades from previous employment in Central America where 

he run a regional coffee research environment programme. Besides research on the mitigation end, 

i.e. how a production system can reduce its carbon footprint, the interviewee mainly investigated the 

vulnerability potential of farmers to climate change and how they can adapt to the exposure 

(antecedent learning). Besides this direct evidence for one antecedent, it can reasonably be 

concluded that all other antecedents are also applied. As a scientist with 20 years of experience in his 

research field, there is certainly strong personal interest and motivation towards knowledge 

absorption about climate change and its impacts on the coffee business (antecedents personal 

vision/values and motivation). Also, the NRI as a research institute is committed towards knowledge 

absorption and creation as part of its general purpose and the interviewee being in the position of 

‘Head of Department’ clearly facilitates the organisation to create more knowledge of climate change 

and the consequences for natural resources (antecedents culture/commitment and leadership). 

Finally, it is in the nature of a research to develop knowledge in its field (antecedent development & 

training). Accordingly, it can reasonably be argued that NRI is very strong in knowledge absorption 

about climate change and the impacts on the coffee business. It is the general purpose of a research 

institute to create the latest knowledge in its research field and contribute their knowledge to other 

agents. 

 

 

 



OLC step 2: Knowledge transformation 

Knowledge transformation within NRI and amongst scientists in the research group of the 

interviewee is certainly a normal process. Besides regular meetings, knowledge transformation 

happens also via the institute’s website, project reports, and formal publications in journals. Yet, the 

interviewee made clear that he is the research specialist for the coffee business. There is relatively 

little knowledge transformation within the organisation on this specific adaptation topic in coffee. 

Accordingly, there is little evidence revealed for the antecedents related to knowledge 

transformation. Besides the general culture to transform knowledge and the leadership qualities of 

the interviewee, not much knowledge is transformed and communicated specifically to coffee-

related themes (antecedents culture/commitment and leadership). For that reason, the second OLC 

step is assessed to be weak as most employees carry out their research relatively independently or in 

small research groups. 

  
OLC step 3: Knowledge utilization 

The interviewee pointed out the passion for his research and clarified that he will proceed with new 

projects. In particular, he recently got funding for a new PhD post to investigate whether the 

proposed adaptation measures actually adapted the farmers and increased their resilience to climate 

change (antecedent motivation). The experienced researcher uses its gained knowledge to assist in 

the development of adaptation measures and promotes his research at conferences (e.g. SCAA 

meeting in London in 2011; and the International Coffee Research Symposium in Costa Rica, 2012, 

etc…). The aim is to increase awareness and get some funding for further research. However, the 

interviewee clarified that his research for the coffee business is only kind of ad hoc and project 

based. There is no general long term research plan, but only time limited subcontracting for certain 

collaborative projects in which scientific expertise is required. He argued that NRI is strongly 

committed to present the research findings at conferences and the invitations from the coffee 

organisations have drawn the focus to the coffee industry (antecedent culture/commitment). 

 

Interviewee (U) has built up large competence in the field of natural products and climate change as 

he was previously engaged in developing and testing methods for working with farmers and 

organisations on adaptation and climate change. He further clearly proposed to focus on adaptation 

rather than mitigation. The latter just has a fractional contribution to the overall mitigation of climate 

change. In turn, adaptation is likely to have a significance contribution to the improvement of the 

farmers’ livelihood. The researcher also contributes his knowledge to larger inter-organisational 

initiatives such as the IPCC report, but also clarified that NRI does not have the technical capacity to 

downscale the large resolution models of IPCC. The focus is rather on the assistance with SN agents 

to interpret the future projections and make the research results accessible to the wider non-



scientific community. In particular, the interviewee is competent to explain the underlying 

uncertainty in the models and to discuss the possible impacts with the farmers as every crop requires 

an own localised and low resolution model. He states “[in the current models] there is a very 

significant potential negative impact on the sector that we need to be aware of and start doing 

something about, but it’s not saying this is definitively what is going to happen” (antecedent 

competence).  

 

In summary, NRI is strong in knowledge utilization as it is committed to develop adaptation measures 

and has strong competences to understand the climate projections and interpret the impacts for the 

coffee business. However, any usage of the created knowledge is predominately for the purpose of 

third parties as the organisation is not directly impacted by climate change. Also, there is no overall 

plan for knowledge utilization in the coffee business as NRI is mainly subcontracted for certain 

projects which results in very fragmented scientific contribution without an overall orchestration. 

 
OLC step 4: Adaptation 

The interviewee and NRI do not implement any adaptation measures, but do assist farmers and 

other agents in the coffee supply network to create a micro-climate suitable for coffee production 

under chanced climate conditions. Besides the consultancy on the improvement in good agricultural 

practices, the interviewee also assists in the research of the effects on genetically modified plantlets. 

Such modified species might be more drought or pest resistant which still need to be proved in field 

research. Even though interview (U) has good knowledge to develop adaptation strategies, the 

implementation is left to other SN agents. This implementation process however is evaluated to be 

difficult by the interviewee as it lacks a collaborative approach throughout the coffee sector and 

financial investments to fund the necessary research and projects. He concluded that investments 

must be made to develop more suitable adaptation measures and also to develop the technologies 

to implement them.  

 

Analysis summary 

The interviewee is very strong in knowledge absorption and has a strong commitment to use his 

expertise to contribute to the development of adaptation measures. As a researcher with more than 

20 years of experience in natural resources in the tropics and subtopics, he has acquired extensive 

knowledge of climate-related and agricultural themes and has also carried out a number of projects 

specific to the coffee business. However, like CIAT, much research is personalised and there has been 

little knowledge transformation within the Institute about adaptation of the coffee supply network to 

climate change. Therefore the second OLC step is assessed to be weak. Much stronger is the 

utilisation of the created knowledge as the interviewee is keen to develop adaptation strategies to 



improve agricultural practices at the farmer level. He presents his findings in scientific journals, blogs, 

and project reports and also discusses his research with other supply network agents in round tables 

and at conferences. The emphasis is on translating the scientific knowledge into a more practitioner 

friendly language and on mapping the future climate projections for coffee growing regions. Yet, 

every attempt to use the created knowledge is for the purpose of other organisations as NRI is not 

directly impacted by climate change. Therefore, the third step is evaluated strongly. Finally, the 

implementation of adaptation measures is not part of NRI’s work. The research rather assists in the 

development and consults farmers on good agricultural practices upon request. As the final OLC step 

is only carried out if NRI is subcontracted and never exceeds the level of consultancy, adaptation is 

assessed to be weak. Table O-1 summarises the findings.    

 

Table O-1: OLC performance of NRI 

Four OLC 
steps  

1. Knowledge 
absorption 

2. Knowledge 
transformation 

3. Knowledge 
Utilization 

4.  Adaptation 

Evaluation 
 

++ - + - 

Enabling 
antecedents 

(6 out of possible 6) 
- Personal 

vision/values 
- Learning 
- Motivation 
- Development & 

Training 
- Culture/ 

commitment 
- Leadership 

(2 out of possible 5) 
- Leadership 
- Culture/ 

commitment 
 

(3 out of possible 5) 
- Motivation 
- Culture/ 

Commitment 
- Competence 

Only consul-
tancy to 
implement 
adaptation 
projects at the 
farmers 
level/external 
to the own 
organisation 
 

 

 

 

 

 


