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EXECUTIVE SUMMARY 
This report records the proceedings of the roundtable meeting on Maize Value chain with the 
theme: “Creating the Future of Maize Value Chain in Rwanda, Challenges & 
Opportunities”. As the CREATE project comes close to its closure, EUCORD organized 
together with BRALIRWA Plc and its partners a roundtable meeting on the Maize Value Chain. 
The event took place on June 12th 2019 at Dereva Hotel in Rwamagana District, Eastern 
Province. 

The roundtable meeting gave various stakeholders in the maize value chain the opportunity 
to share and learn from each other and come up with key resolutions on building a viable and 
sustainable maize value chain in Rwanda. The key actors in the maize value chain were 
present, including AIF, Bralirwa, EAX, ICCO Cooperation, IFC, Kumwe Logistics, Prodev, 
Minimex, MINAGRI/RAB, and WFP/FtMA. Right after the meeting, there was an award 
ceremony for outstanding cooperatives that have worked with the CREATE project over the 
last 5 years.   

The main objectives of the roundtable were:  

• To identify the challenges and opportunities in the maize value chain in Rwanda 
• To address the important challenge of aflatoxin mitigation 
• To have an open Discussion on how to have a vibrant and sustainable maize value 

chain 
• To discuss the way Forward to close the gap between supply and demand  
• To provide a platform to network, share experiences and identify areas of further 

interventions 
• To identify core recommendations and lessons learned from the CREATE project in 

Rwanda  
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The CREATE Rwanda Project 

The CREATE Rwanda project aims to increase maize productivity and establish linkages from 
farmers, to processors and to HEINEKEN’s operating company BRALIRWA (Heineken 
Group). It has been funded by the Netherlands Ministry of Foreign Affairs 
(MinBuZa), Heineken International and IFC. The CREATE program works since 2014 on 
strengthening and improving of the maize value chain in Rwanda.  
 
Since then the CREATE Rwanda Project can count several successes: the number of 
cooperatives has increased from 20 to 50, and the number of participating households from 
3,256 to 15,598. The volume of maize sold to ProDev has increased from 693 tons in 2015 to 
4,718 tons in 2018, thanks to increases in the cultivated area and maize productivity 
improvement from less than 2 MT/ha to an average of 3 MT/ha. The expansion of activities is 
done partly in collaboration with RWARRI (Rwanda Rural Rehabilitation Initiative), a local 
NGO supported by WFP under its FTMA (Farm to Market Alliance) program.  
  
CREATE Rwanda has been training farmer cooperatives on improved agronomic practices, 
facilitating access to improved inputs (seed and fertilizer), arranging contracts between 
cooperatives and the buyer (ProDev), and facilitating maize collection, drying, shelling, 
storage and transport.  
 
After the first full year of the project, several other challenges were identified that were 
important for the long-term sustainability of the value chain. The key areas identified were: 
cooperative business skills development, resilience to drought and improved practices to 
reduce post-harvest losses (which was reaching up to 30%, currently estimated to be 15%). 
This led to a collaboration between the CREATE project and IFC, which started in 2015 with 
an expanded scope to include:  
 

1. Enhancing the leadership and management of cooperatives (using SCOPE Insight 
tools);  

2. Improving climate resilience with the introduction of small-scale irrigation technologies; 
and  

3. Initiating contacts to assist cooperatives to gain access to finance 
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WELCOME SPEECH BRALIRWA PLC (HEINEKEN INTERNATIONAL) 
Dear Stakeholder/Partner, 

BRALIRWA Plc, a subsidiary of HEINEKEN International in its brewing process have been 
using maize grits as an adjunct. Maize grits is one of the byproducts of maize grain currently 
they are supplied by a local miller, MINIMEX. In order to meet maize grits needs, the amount 
of locally sourced maize needed to be increased to reduce the quantity of imported maize. It 
is in this regards that in 2013 BRALIRWA Plc in partnership with EUCORD Rwanda have been 
implementing a project called “Community Revenue Enhancement through Agricultural 
Technology Extension project otherwise known as CREATE”. The project was funded by 
the Netherlands Ministry of Foreign Affairs, HEINEKEN International and International Finance 
Corporation (IFC). The aim of the project was to limit the dependency on imported maize 
in Rwanda.  CREATE project provided training to farmers on improved agronomic 
practices, facilitating access to seed and fertilizer, arranging contracts between 
cooperatives and the buyer, and training farmers on post-harvest handling. The project 
also conducted demonstrations on new production technologies, such as the use of maize 
hybrids and micro-nutrients. 

As the project come close to its closure, BRALIRWA Plc and its partners are organizing a 
roundtable meeting on Maize Value chain with theme: “Creating the Future of Maize 
Value Chain in Rwanda, Challenges & Opportunities”. The roundtable meeting will give 
various stakeholders in the maize value chain opportunity to share and learn from each other 
and come up with key resolutions on building a viable and sustainable maize value chain in 
Rwanda.  Right after the meeting, there will be an award ceremony for outstanding 
cooperatives that have worked with the CREATE project over the last 5 years.  Both events 
are scheduled to take place on June 12th 2019 at Dereva Hotel in Rwamagana District, Eastern 
Province. 

 

It is in this regards that you are cordially invited to this roundtable meeting and also in the 
CREATE Cooperative Award Ceremony. Attached here the agenda of the day. For 
confirmation and additional information reach out to Mr. Fabien NGOGA on +250788350101 
or fabien.ngoga@heineken.com.  

 

Yours sincerely, 

 

Merid Demissie 

Managing Director  
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AGENDA 
	

Maize Value Chain Round Table 
Theme: “Creating the Future of Maize Value Chain in Rwanda: Challenges & Opportunities” 

Dereva Hotel – Rwamagana District 
Wednesday, 12th June 2019 

Agenda 
 

Time Topic Lead 
09:00-09:10 Introduction of Participants Fabien 
09:10-09:15 Welcome Remarks Paul Stanger/ MD 

BRALIRWA /  Mayor of 
Rwamagana 

09:15-09:30 Opening  Remarks Representative of  
MINAGRI 

09:30-09:45 Maize value chain Challenges & opportunities & 
Lessons learned  

Niels, Fabien, Jean Paul – 
CREATE Project 

09:45 – 10:00 Maize value chain Challenges & opportunities & 
Lessons learned  

Farmer Representative 

10:00 – 10:15 Maize value chain Challenges & opportunities & 
Lessons learned  

Ammar KAWASH - 
FTMA/WFP 

10:15 – 10:30 Maize value chain Challenges & opportunities & 
Lessons learned  

Joshua RUGEMA - EAX 

10:30 - 10:45 Maize value chain Challenges & opportunities & 
Lessons learned  

Prosper NDAYIRAGIJE - 
AIF 

10:45 – 10:55 IITA: Aflatoxin Mitigation Madjaliwa	Nzamwita 
10:55 - 11:15 Maize Value Chain Sustainability Director General,  RAB 
11:15 - 11:30 Health Break 

 
 

11:30 – 12:30 § Open Discussion on how to have a vibrant 
and sustainable maize value chain? 

§ Way Forward to close the gap supply and 
demand  

 

Moderator: Carian of 
Netherlands Embassy  

12:30 – 12:45 Closing Remarks Representative of  
MINAGRI 
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CREATE Cooperatives Award Ceremony 
Dereva Hotel – Rwamagana District 

Wednesday, 12th June 2019 
Agenda 

 

Time Topic Lead 

13:30 – 14:00    Arrival of Participants and Registration BRALIRWA/ EUCORD 

14:00 - 14:10 Introduction of Participants BRALIRWA/ EUCORD 

14:10 - 14:20 Welcome Remarks BRALIRWA MD: Merid 
Demissie  

14:20 - 14:30 Opening Remarks  Guest of honor  

14:30 – 14:45 Presentation on CREATE Program and Way 
Forwards 

Fabien Ngoga 

14:45 – 15:45 Awarding Ceremony Niels, Fabien, Invitees 

15:45 - 16:00 
 

Closing Remarks Paul Stanger 
MINAGRI Representative 

16:00 – 17:00 
 

Cocktail party BRALIRWA 

17:00 –  
 

Departure  
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FARM TO MARKET ALLIANCE – RWANDA 2017/18 SEASON 
REVIEW AND WAY FORWARD 
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AGGREGATION CHALLENGES (EAST AFRICAN EXCHANGE) 
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AFLATOXIN MITIGATION (IITA) 
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HOW TO HAVE A SUSTAINABLE MAIZE VALUE CHAIN? 
By	Rwanda	Agricultural	Board	
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AWARDING CEREMONY  
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CLOSING REMARKS AND LESSONS LEARNED 
The CREATE program of the European Cooperative for Rural Development with Bralirwa 
(Heineken Group) works since 2013 on strengthening and improving the maize value chain 
in Rwanda.  

EUCORD aims to increase farmers’ capacity to sustainably grow quality crops matched to the 
commercial needs of the agribusiness sector and develop the private sector through private 
public partnerships. An important issue is to facilitate farmers’ access to the market. Farmers 
need to produce what they can sell and in this sense they need an insurance in order to be 
willing to invest. Among the services delivered by the project one can count: technical 
assistance to farmers and cooperatives to increase maize yield. The project provided tailor 
made training on selected topics: improvement of quality of maize, post-harvest handling and 
linkages to finance. Agronomists from the CREATE project helped farmers in land preparation, 
access to improved seeds, training on fertilizer use, crop rotation, awareness of cost of 
production and joining markets by farming contracts. 

EUCORD assists Heineken in the development of a local supply chain. Local sourcing is 
very important in order to decrease the dependency of raw material imports from other 
countries. It has a positive impact on Rwanda’s economy and farmers. The BRAMIN farm and 
the funding of CREATE were established to ensure a consistent supply of locally produced 
maize. There is need to change the challenges in maize into actionable opportunities. 

Involving and linking value chain actors  

The project has been able to link 50 cooperatives to Prodev who sells maize to Minimex who 
sells the maize grits to Bralirwa. Minimex is a maize milling company and produces grits and 
maize flour for both human consumption and animal feed. Prodev has a drying a storage 
facility at Rwamagana and buys maize from the local market. Prodev went from 90% imports 
to 60% local sourcing of maize. ProDev dries maize on behalf of Minimex which processes it 
into grits for the brewery, flour for human consumption and bran for animal feed. IFC joined 
the program to enhance the cooperatives’ management capacity, to enable them to develop 
a business plan to access finance through banks and microfinance institutions.  

Other World Food Programme (WFP) cooperatives participating in the Farmers to Market 
Alliance (FTMA) have also joined the program. WFP is implementing the Farmer to Market 
Alliance (FTMA) project which assist cooperatives with: 

- Access to quality inputs 

- Access to finance 

- Access to markets 

- Access to effective technologies in agriculture 

FTMA is working with 54,000 farmers and 152 cooperatives. Last season 28,800 farmers were 
trained on post-harvest, 29,500 on good agricultural practices and bought 2,200 MT of 
improved inputs (seeds, fertilizers). An increase in contract buyers is necessary, which 
changes the way coops see the market. Value chain development and committed businesses 



34	|	P a g e 	
	
	

are working more closely with farmers through the creation of a maize value chain platform. It 
is imperative to reduce time of farmer’s payment from buyers. Farmers want to sell to high 
quality buyers, 85% is produced for formal buyers.  

The project also worked closely with the Rwanda Agriculture Board (RAB) at district level. 
There is a maize intensification program which integrate seeds and other inputs. Some 
interventions focus on changes in policy: mono-cropping and shift of production to mid-
altitudes when in the past maize was mainly cultivated in high altitude. RAB is shifting its focus 
on developing local maize hybrids and strengthening local seed companies. Currently three 
hybrids are being produced by local seed companies: RHM 104, RHM 1402 and RHM 1407.  

East African Exchange’s (EAX) role is to link buyers to sellers, as it is an aggregator/off-
taker. EAX is working with 252 cooperatives, of which 80 are big ones. Challenges in 
aggregation generate quality issues. In this regard, farmers are encouraged to focus on 
qualities issues. Smugglers pay cash and do not care about quality. The root of poor post-
harvest handling is the knowledge gap but it is good to see that trainings are changing the 
mindset. EAX used to reject 60% of maize up until 2018; this year it was 20%. EAX is 
introducing an electronic warehouse receipt finance scheme where farmers bring maize to the 
warehouse and they get a receipt, then they can use 70% of storage as collateral for loan. 
This is a solution in order to address the problem of low interest of banks to invest in 
agriculture, because risk is high. The Urwego bank accepted stored grain as collateral. 

Kumwe is a post-harvest handling and logistics company combining lean operations with 
smart technology to drive efficiency and minimize losses in agricultural value chains. Founded 
in 2016, Kumwe has quickly grown to Rwanda’s largest aggregator of premium maize and 
domestic freight broker. Kumwe would like to engage in bridging the gap between demand 
and supply. They plead for a closer work with those other channels to contribute to a more 
formal value chain.  

The International Institute of Tropical Agriculture (IITA) is an important actor in aflatoxin 
biocontrol and is working to introduce Aflasafe in maize cultivation. Biocontrol using Aflasafe 
reduces aflatoxins till consumption by 80%. Aflasafe is applied 2-3 weeks before tassling 
stage. Three manufacturing plants are currently operational in Nigeria, Kenya and Senegal. 
Four more are planned including in Rwanda. The Rwanda strains of Aflatoxin are genetically 
unique and therefore require specific, country specific Aflasafe. The construction of an 
Aflasafe production plant in Rwanda is supported by GoR. Key processes in Aflasafe are 
cleaning, sterilization, cooling, coating/inoculation and packaging. 

Some major achievements of the CREATE project are:  

1. The number of cooperatives has grown from 14 to 50 cooperatives;  
2. 3,250 to 15,000 households have increased income;  
3. Maize yield increased from 2 to 3 tons/ha; maize sales to MINIMEX increased from 

693 to 8,688 tons in 2019.  
4. The project also established an irrigation pilot which is currently being scaled up with 

banks to improve access to irrigation. 
5. Maize quality has also improved, resulting in a decrease in maize rejected at Prodev 

from >30% to 5%. This is because there is more knowledge on post-harvest handling 
and Prodev ships the maize quicker.  
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Lessons learned 

One of the important lessons learned from the CREATE project are that smallholder suppliers 
can produce large quantities. A production of 6 to 7 ton/ha is possible. Irrigation practice in 
season C is also possible which can help to access finance and inputs for season A. Quick 
payments to coops helps with strengthening the value chain. The maize price is highly 
dependent on what happens in neighboring countries. The government should accelerate 
domestic seed production, enforce maize quality standards and support investment in harvest 
and post-harvest infrastructure. Farmer organizations in the maize value chain should be more 
business oriented, and get management skills training. 

Prodev and Minimex highlighted another lesson learned, saying that the out-growers scheme 
is an indispensable necessity. 80% of the population is dependent on agriculture, but land 
holdings are small. Farmers need to move from subsistence to market oriented agriculture. 
There should be farmer engagement between processors, farmers and coops, as well as 
collaboration to start commercial farming.  

The Farmer to Market Alliance (FTMA) project stressed that there has been a big increase 
in price of FTMA versus non-FTMA buyers between 2016/17 and 2018/19. In addition, one 
can observe a big jump in farmers wanting to sell to FTMA buyers. This season high quality 
markets provided a 12% premium over less formal buyers compared to 18% last year. 
Moreover, there is a pool of committed pro-active buyers. When coops have trust, commitment 
and understanding of the market demand, rejections will go down. Quick payment also 
increases trust of farmers. An important lesson learned is that governance training is leading 
to better financial management at the cooperative level, but still more investment is needed 
as there is still a disconnection between members and the cooperative leadership. 
Furthermore, successful farmers should be put forward as an example, as they still need 
support and oversight. There is also a necessity to promote a savings culture and 
capitalization so farmers can sell to formal buyers.  

Rwanda Agriculture Board (RAB) stresses the importance of increasing maize production 
and of strengthening the soil testing part. Problems are adaptation, soil fertility, resistance to 
stressors, diseases and insects and quality traits. In order to contribute to maize value chain 
efficiency linkages a focus on seed value chain (plant breeding research) and post-harvest 
handling is crucial. Most smallholders are not capable to acquire all the necessary post-
harvest infrastructure. Training and coaching are needed to create awareness. To achieve 
this, an important engagement of the private sector is needed, as well as the management of 
facilities, contract farming, while ensuring quality and obtaining good returns on investments 
for farmers.   

An important finding raised by EAX is that the root of poor post-harvest handling is the 
knowledge gap but it is good to see that trainings are changing the mindset. Other issues are 
related to the fragmented and low volume supply from farmers, while transportation also needs 
improvement. There is limited access to market and finance. One can also observe a low 
interest of banks to invest in agriculture, because risk is high. Some solutions to these 
problems are professional storage infrastructure; such as warehouses with mechanical dryers. 
There is also a need for collateral management services, trainings and capacity building in 
aflatoxin reduction.  
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Africa Improved Foods (AIF) is one of the biggest maize buyers. They learned that there are 
different maize grades that can be produced for different types of production. Buyers need to 
focus on post-harvest handling and proper drying and storage. There is a price issue in maize 
and Rwanda has the highest price in maize in the region. This can be improved by increasing 
yield. Yield is low so we should look into fertilizers, seeds and finance. Buyers need to work 
together to achieve higher yield and lower prices, cooperation between different partners is 
important to make interventions. AIF was able to source 50% of maize needs in Rwanda but 
to go to 100% they need additional investments. 

Kumwe highlights the fact that the challenges and opportunities regarding the maize value 
chain are that maize is out there and also that there are large buyers with quality requirements. 
The difficulty is the observed gap between the two. Where do we get the maize and where is 
it going? It is not clear how much maize is available, figures are ranging between 100k tons to 
700k tons. Kumwe would be interested to know how much maize is available and how to 
bridge the gap between demand and supply. We have to work with those other channels to 
make it a more formal value chain. Production costs are high and logistics are a big problem. 
Kumwe would also like to attract informal traders into the chain. In this sense, the idea is to 
have hubs around the whole country, while also considering input provision. 

Another important lesson raised by the International Institute of Tropical Agriculture (IITA) 
is that aflatoxin infestation already starts in the field and has to be solved from the field. After 
crop maturity maize is still vulnerable to aflatoxins. Biocontrol using Aflasafe reduces aflatoxins 
till consumption by 80%. The Rwanda strains of Aflatoxin are genetically unique and therefore 
require specific, country specific Aflasafe. The construction of an Aflasafe production plant in 
Rwanda is supported by GoR.  

	  



37	|	P a g e 	
	
	

CONCLUDING WORKSHOP RECOMMENDATIONS 
The workshop recommended to focus mainly on two core areas (a) yield improvement and (b) 
post-harvest.  

(a) Yield Improvement:  

- Costs of inputs, capital all impact on price 

- Need to understand where all the maize is, where it is going etc. According to DG 
MINAGRI: 25-30% is consumed, some maize is lost, the remainder goes to small 
millers and large buyers like AIF, EAX, ProDev etc. about 400k tons is maize is 
produced but this is not enough; about 100k tons is available for the market; around 
70% of maize is produced in the East. 

- Need to go to new areas and work with new cooperatives to do contract farming. 

- Rwanda currently has a population of 12 million which will double in 30 years. There 
is a need to increase yields exponentially. Demand for maize is around 350k tons. 
Currently about 1/3 of total demand is locally produced, 2/3 are imported. 

- Hybrid seeds should be available at farmer level on time and in sufficient quantities. 

- There is also need to increase the uptake of fertilizer. 

- There isn’t a strong link between inputs and outputs; Kumwe is interested in exploring 
this. Maybe pay a higher price if farmers adopt the whole package. 

- The main challenges are still on inputs supply, labor availability during the peak 
season, output transportation, price fluctuation, cooperatives governance. 

- Focus to organize farmers and connect to markets. 

- Use more successful farmers as an example.  
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(b) Post-harvest: 

- There is 20-30% loss at farmer level; farmers need drying floors and sheds. 

- Middlemen buying from cooperatives are not ensuring quality. 

- Focus on trainings to cooperatives on quality aspects including harvest and post-
harvest handling. 

- Encourage farmers to supply to processors as soon as possible. 

- FTMA is currently working with 54k farmers but this is the tip of the iceberg; need to 
make this bigger for which a strong extension system is needed; post-harvest handling 
needs to be integrated into the extension program. 

- The single most important thing during the last 2 years is that farmers are now using 
tarpaulins. 

- Work to create links of cooperatives to different partners. 

- Work on the aspect on the need of prior harvest finance of farmers/cooperatives.  

- Check feasibility of the maize planting for the season B & C as it can be harvested 
during the dry season. 

 

	

 

 

 

	

 
	

	

	

	

	

	

	


