
GUIDELINES FOR 

ESTABLISHING AN 

INNOVATION 

PLATFORM: 

A CASE OF THE VIP4FS 

PROJECT

Joan Kimaiyo, Joseph Tanui, Evelyne Kiptot and 

Clement A. Okia

World Agroforestry Centre, Nairobi



2 GUIDELINES FOR ESTABLISHING AN INNOVATION PLATFORM: A CASE OF THE VP4FS PROJECT

An innovation platform (IP) is a forum established to foster 

interaction among a group of relevant stakeholders around 

shared interest. The innovation platform uses participatory 

approaches in diagnosing problems, exploring joint opportunities 

and investigating solutions. Multi-stakeholder processes such as 

IPs have been recognized as being necessary to the 

development of public policies seeking to promote systemic 

innovations in response to complex and multidimensional 

challenges, such as household food security, rural development, 

and environmental change.

institutional, technological, market and policy factors that 

determine IP performance and how their establishment can be 

cost-effectively scaled-up across a range of contexts.

Unpacking the innovation platform 

development process

Farmers pose for a photo after discussions on the formation of 
an innovation platform in Kapchorwa district, Uganda. Photo 
©JKimaiyo

Proposed steps to develop innovation 

platforms

There are six important steps to establishment of IPs as 

outlined below: 

The VIP4FS project aims to establish innovation platforms 

around six value chains of interest: local chicken, Solwezi beans 

and soya beans in Zambia; and coffee, honey and dairy in 

Uganda. These IPs aim to identify and address local agricultural 

development problems through interaction of various 

stakeholders. The innovation platform in this case will be “a 

network of organizations, enterprises and individuals focused on 

bringing new products, processes and forms of organization into 

economic use, together with the institutions and policies that 

affect their behavior and performance’. 

The stakeholders, identified and engaged in Uganda and 

Zambia, will perform different but complementary roles in 

development, dissemination and adoption of knowledge for 

social-economic benefits. This also includes provision of new 

ideas, methodologies, procedures, concepts or technologies,  as 

well as identification of problems and opportunities, seeking and 

applying solutions, learning and reflecting, in a bid to ensure the 

innovation process continues. 

The overall mission of the above process is to identify what 

makes value-chain innovation platforms successful in terms of

IPs will be established at different levels of management and 

governance depending on its intended objectives. There are two 

main levels for establishment of IPs: strategic and operational 

levels. Strategic IPs are set-up at higher levels of governance 

and management hierarchies either at national or sub-national 

levels. Strategic IPs also target chief executive officers of 

stakeholder organizations and their major role is to determine 

agricultural development agendas for the districts or region and 

may also determine the location of activities depending on their 

area of operation in that region.

Operational IPs on the other hand are set up at grassroots/local 

levels. Although they source membership from similar 

organizations, they target frontline staff from those organizations 

who facilitate operations based on their expertise to address 

specific questions on the platform, which leads to higher impact. 

IPs at the grassroots level can be focused on one commodity 

and market chain, in order  to meet demand on specific terms of 

quality and quantity. Regardless of the type of IP being 

established, the following steps and activities are followed to 

establish a functional platform (below).
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Steps to establish functional 

IPs in Uganda and Zambia

Specific ideas for each STEP of establishing an IP

STEP1: initiation of the 

innovation platform

Initiation of the platform is a process of:

i. Determining the agenda (issues, challenges and opportunities to be tapped or solved)

ii. Selecting sites/groups to work with

iii. Identifying various stakeholders to be involved in the platform through stakeholder mapping, 

scoping study and visioning

iv. Developing action plans and implementation strategy

v. Identifying strategies to ensure sustainability of the innovation platform through well-established 

participatory monitoring and evaluation (PM&E) framework that ensures program milestones are 

tracked, documented and achieved within the specified period

STEP 2: establishment of the 

platforms

In this stage, the IP undertakes: 

i) Visioning: where all actors ascertain where they would like to be or what they would like to achieve 

in a few years

ii) Creation of incentives for diverse actors: what each actor will contribute and gain by being a 

member of the IP. The interests of each stakeholder should be taken into consideration to create 

incentives for participation and clear roles and responsibilities for each identified and agreed upon

iii) Creation of a common understanding of the systems, constraints, issues or opportunities that lead 

to action planning and implementation

iv) Development of governance and management guidelines: rules and regulations guiding 

operations.

v) Regular meetings to evaluate progress and address challenges that may occur during the 

implementation of the IP functions

STEP 3: action planning Action planning occurs through a series of meetings and workshops and it entails: 

i) Developing a business plan which entails a summary of the main points raised from the joint 

analysis and strategies on what will be done, by who and by when 

ii) Monitoring and assessing each step while reviewing or changing the strategy depending on what is 

happening on the ground

STEP 4: 

implementation/operation

IP members meet at regular intervals to discuss and implement opportunities and the 

desired changes to improve the effectiveness of the different aspects of the agricultural 

value chain. Such changes are tested, evaluated and adapted as necessary, to ensure 

sustainability. 

Initially this process may be driven by the broker/initiator/leader but stakeholder 

involvement should increase with time as the benefits of increased cooperation are 

realized.

STEP 5: sustainability of the 

IP

Sustainability ensures that learning and feedback takes place, and new opportunities are 

continuously identified to expand current solutions. 

To ensure sustainability, activities such as capacity strengthening of local management committees 

and identification of stakeholders with capacity to champion the IPs, are carried out after the initiator 

has left.

Step 6: platform to influence 

policy environment

By-laws that can address challenges as defined by platform members are developed, through 

identification of supporting policy documents. Lessons and policy influences are also documented. 

1. Initiator/innovation broker or leader: This is the person or organization that mediates between stakeholders within the context of an IP.

2. Facilitators: These are people who make sure the IP remains operational . A facilitator should be transparently elected, preferably by 

consensus or democratically, and should remain a neutral actor especially where agreements are elusive. He/she ensures clarity of roles, 

responsibilities and benefits for the actors as well as managing the evolution of roles. The facilitator should also be good at networking, and 

thus able to recommend or draft in new actors necessary to fuel innovations.

3. Champions: these are persons who can influence the general direction of the IP especially on issues that may arise. They are not elected 

but naturally emerge from the stakeholders involved. It is good to identify champions who can influence the IP, even after the initiator 

leaves.

Persons required for the IP to be fully functional



4. Advocacy within various levels of governance is essential to 

maintain a conducive environment for partnership 

development

5. A mechanism for identifying trade-offs and negotiation 

support is necessary.

Example of a local level innovation cluster discussion on 
marketing challenges in Solwezi district, Zambia. Photo © 
Mieke Bourne

1. Constant monitoring and evaluation of the Uganda 

innovation platform clusters ensured better understanding 

of the innovation platforms’ idea and work towards 

strengthening it.

2. Availability of partners such as The Kapchorwa District 

Landcare Chapter (KADLACC) andZambia Agricultural 

Research Institute(ZARI) who assist farmer groups in 

acquiring more skills and confidence in the IP activities and 

set mandates.

3. Having champions within the groups/clusters has proven to 

be a recipe for success. Women champions were found to 

be more active in driving activities of the Innovation 

clusters, as they are relentless and are always seeking for 

advice when stranded. In addition, these women look for 

opportunities for the clusters, have a better understanding 

of their members and do frequent monitoring. Such a case 

was shown in Sikako honey innovation platform as well as 

the Mt. Elgon Coffee Innovation platform in Kapchorwa, 

Uganda, where women were the pioneers of the platform.

4. Holding frequent meetings with all stakeholders involved in 

the innovation platform enables the IP representatives to 

provide feedback on their progress and pinpoint any 

challenges experienced as well as foreseen opportunities. 

This also ensures cross learning between different IPs. The 

stakeholders involved will also have a better idea on how 

they can assist the groups in terms of trainings, quality 

control and other necessities.

5. Establishment of the district level IPs should be given 

priority as that will be the projects’ level of intervention in 

the establishment and strengthening linkages within the 

districts.

6. Frequent training for facilitators in soft skills and relevant 

subject matter 

Lessons from the field

Figure 1: Local chicken Value chains map by farmers in 
Solwezi district @JKimaiyo

1. There is need for follow-up meetings with stakeholders 

involved in the initial multi-stakeholder platforms. The 

meetings will be aimed at taking stock of what has been 

done so far, identify new challenges that need to be solved 

and agree on a way forward for the innovation platforms. 

The meetings will also allow development of plans that will 

guide stakeholder engagements and linkages with the local 

government. Skill gaps both at the district IP and cluster 

level are identified, and each stakeholder assigned roles and 

responsibilities in the platform. With the progress made in 

Uganda, the next level of IP formation at the district level 

would be to convene a district level innovation platform for 

a follow-up meeting. 

2. The district level platform will include farmer facilitators of 

the different IP clusters, representatives from the local 

government, line ministry technical officials, representatives 

from the different buyers of IP cluster products, local NGOs 

and the private sector, among others.

What more that needs to be done

For more information visit the VIP4FS Project 
webpage:

http://www.worldagroforestry.org/project/developi
ng-value-chain-innovation-platforms-improve-food-

security-east-and-southern-africa

VIP4FS data repository Dataverse:
https://dataverse.harvard.edu/dataverse.xhtml?alia

s=VIP4FS

http://www.worldagroforestry.org/project/developing-value-chain-innovation-platforms-improve-food-security-east-and-southern-africa
https://dataverse.harvard.edu/dataverse.xhtml?alias=VIP4FS

