Mango Groove1
TEACHING NOTE

ABSRACT
An American software executive gives up an exciting position at a leading software
firm to pursue a business opportunity in another part of the world where he believes
his business life will help improve the world. This leads him to Madagascar, where
after a yearlong search for an attractive eco-friendly business he now plans to enter the
mango exporting business. He mulls over the key strategic and operational issues that
will define the business before launching the venture.
COURSES WHERE USED
This case fits naturally in courses on Entrepreneurship, Strategy, International
Business, International Development and Agribusiness.
TEACHING OBJECTIVES
1. To highlight various factors affecting livelihoods development, risk, and the working
environment in Madagascar or other developing country.
2. To analyze the proposed business models and reasons someone would want to work in this
environment.
3. To analyze the concept of conservation enterprise.
4. To introduce students to a results framework analysis used in international development
programs.
DISCUSSION QUESTIONS
1. What do you think of the Vonona operation? This appears to be Seamus’ preferred
approach to producing dried mangos. Is it a long-term viable business?
2. What type of operation should Seamus invest in based on the experiences and
logistical challenges he encountered over the past year in Mahajanga? Solar, gas,
or electrical?
3. Discuss livelihoods analysis development theories (considering financial, social,
political, natural, physical, human assets) that would affect decision making and
risk assessment from Seamus’ point of view.
4. Which model is the best approach for creating a conservation enterprise?
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5. Discuss Seamus’ personality. What are some of the personality traits essential to
working in the Malagasy or similar environment? What role should Seamus play?
Answers to Discussion Questions
1. What do you think of the Vonona operation? It appears to be Seamus’ preferred
approach to producing dried mangos. Is it a long-term viable business?
Refer to the framework shown in Exhibit TN-1 below. This shows a results
framework analysis used in international development programs. Considering the challenges
facing Vonona, what recommendations would you make in terms of sustainability, the
environment, exporting, local marketing, and appropriate technology?
Exhibit TN-1
Results Framework Analysis – VONONA Pilot Project
Narrative Summary
Objectively Verifiable
Indicators

Means of
Verification

Critical
Assumptions

Goal:
• To ensure the
sustainable
livelihoods for the
Malagasy and
protection of the
environment.

• Percentage of new

• Project

• There are no

agribusinesses businesses
still operating and
profitable
• Percent of natural forest
cover and habitat
remaining
• Percentage of hectares
burned for slash-and-burn
agriculture
• Percentage of households
reliant on fuelwood

major natural
disasters such
as cyclones,
forest fires, or
locust
infestations
• The business
environment
in Madagascar
remains the
same or
improves

Purpose:
• To improve the
quality of the
subsistence bundle
and the economic
status of VONONA,
and to protect the
biodiversity of the
ecosystem in and
around the

• Number of kilos of dried

records
• HDI
• Aerial
mapping
• Surveys
• Data from
NGOs and
government
natural
resource
management
organization
s
• Business
records
• Amount of
income per
person
generated by
mango
drying
business

mangos exported
• Percentage decrease in
reliance on forestry
activities for income
generation
• Loan repayment rate
• Percentage decrease in
raffia extraction from

• There are no
major natural
disasters such
as cyclones or
forest fires
• The business
environment
in Madagascar
remains the
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Ankarafantsika
Reserve

Outputs:
• New skills: drying
mangos, business
management,
exporting, marketing,
communication
• Technology transfer:
dryer, building
• Identification and
communication with
potential importers
• Natural resource
management skills
Activities/inputs
• Training delivered by
project staff and
technicians
• Environmental
education training
• Marketing research
• Funding for loan to
VONONA
• Purchase of land
• Coordination for dryer
and building
construction
• Logistics coordination
for propane bottles,
bags and heat sealer

forest
• Percentage increase in
household income
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• Conservatio
n
International
records

same or
improves

• Degree of competence and • Observation

• Assuming

autonomy in executing
new skills
• Degree of competence and
autonomy in usage of
dryer
• Number of importers
contacted and
relationships established
abroad
• Women’s activities and
knowledge pertaining to
environmental issues
• Hours of training delivered
and number of materials
received
• Number of importers
contacted
• Amount of funding
available
• Adequate number
construction contractors to
complete the building on
time
• Sufficient engineering
assistance for dryer
installation
• Number of classes
teaching environmental
training
• Adequate supply of
propane gas and bags
• Bags sealed in timely
manner after drying

of business
operation
flow
• Business
records
• Level of
assistance
still required
from CI and
CAP

telecommunic
ation systems
continue to
function in
Mahajanga
• Assuming
local politics
continue to
allow
VONONA to
operate the
business

• Project

• Weather does

records
• Budget
• Construction
schedule
• Daily
monitoring

not affect
construction,
training
schedule and
telecommunic
ations
• Assuming no
gas shortages
in Mahajanga

Promoting development of sustainable livelihoods is a complex issue in terms of
human development and environmental protection. There are two sustainability factors to
consider: the sustainability of the natural resources and ecosystems, and the sustainable
livelihood of the communities relying on the land and forest resources. Villagers live under
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survival conditions, and from this perspective, conservation is a long-term vision. But
everyday people make decisions whether to cut a tree for fuel wood, clear a forested area to
plant crops, or not eat. There is really no choice in the matter ― people will eat. However,
science and daily observation also tell us that the natural resource base in Madagascar is
rapidly shrinking. This is an urgent short-term problem – for nature and the Malagasy.
In the context of Vonona’s operation, the framework above shows that the project
received all the planned inputs and the outputs were accomplished as well. Relationships
were established with foreign importers and positive responses were received. The women
demonstrated their competence at financial accounting and operations management. They
also clearly demonstrated competence at preparing the mangos and operating the dryer. In
addition, they had a clear understanding of the environmental aspects of the project.
At the purpose level, the project did not reach its objective in terms of Vonona
exporting the mangos, earning enough money to maintain a viable business and repaying the
loan. However, the women were eventually successful at selling dried bananas and making
jam for the local market. We can also conclude through observation and contact with the
women that the conservation enterprise was successful to some extent. Since the women
work full-time drying mangos and other fruits, they no longer rely on raffia weaving or other
economic activities that put pressure on natural resources. However, we cannot conclude that
that they stopped collecting or buying fuelwood or that their husbands and other family
members stopped slash and burn agriculture. This major concern remains.
Indicators at the goal level assess fulfillment of long-term and overarching objectives
pertaining to development of livelihoods. While it would be difficult to determine the longterm impact Vonona has had on all of these assets, we can assume through observation and
initial contact with these women that they increased their own human capacity in terms of
business knowledge, sanitation, and improved diet through this experience. They will most
likely increase their household income if the business survives. Moreover, data shows that
investing in women’s income generating capacity has a direct impact on the health of
children, because women are more likely to spend for household expenses such as food.
Because of the project benefits, they will be in a better position to protect their environment.
Other indirect project benefits could be that they will send their children to school, ensure
better health for their families, participate in their government, and have more leverage in
their community.
Exporting immediately was unrealistic for Vonona. First, the choice of technology
and financial burden required exporting the dried mangos in order to earn enough money to
repay the loan to CI. As illustrated in the case study, Vonona did not have access to
telecommunications and therefore the women could not feasibly maintain relationships with
foreign importers. Secondly, Vonona did not have the means to supply the inputs required to
keep the CEAS dryer running (propane gas) and operating the heat sealer (electricity). Third,
the CEAS dryer was limited in its production capacity since it could not even produce a full
container load of dried mangos. Finally, due to construction delays, the solar cell component
was not installed in the dryer, yet that could have eliminated some of the logistic problems
related to the purchase and transportation of propane bottles. In sum, the decision to export
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and the choice of technology left little flexibility for Vonona and essentially locked the
women into a commitment they could not keep.
Recommendations for Vonona:
A. Begin with marketing and producing dried fruits and vegetables for the local Malagsy
market. This was what eventually transpired with Vonona when exporting became
unfeasible. A community based agro-enterprise approach would enable the community to
develop not only business management skills and technical fruit drying skills, but also
marketing and linkages with local or internationally supported business development
services and rural credit. The benefits of this approach are manifold: the community has
autonomy over the business from the beginning; a diversified diet is promoted by the
community; the business would not depend solely on foreign buyers;
B. Promote a more affordable and flexible technology. The project funds contributed
substantially to the initial inputs required for the business – the building, dryer, gas, and
the interest-free loan. Vonona was not able to repay the CI loan, and CI continued to
provide gas bottles to run the dryer. Given the choices presented, the recommendation
would be the MFP solar drying model. This is a low-cost model and very flexible in terms
of assembly, location and usage. It could be adopted by individual families or by
organized producer groups. The solar dryer is also capable of producing export quality
given good sanitary training and practices for producers.
C. After the women have established local buyers, they may then consider expanding their
production capacity and possibly exporting in phase two. Perhaps other associations
would join forces with Vonona to increase production capacity as well. The women
would need to spend a few years learning either French or English or ensure they had an
agent in Mahajanga providing this service. They would also need to travel to Mahajanga
to work with the freight forwarders and buyers or establish relationships with another
agent who could export for them.

2. What type of operation should Seamus invest in based on the experiences and logistical
challenges he encountered over the past year in Mahajanga? Solar, gas, or electrical?
Thoroughly analyze the three different drying operations available to Seamus for this
venture.
Seamus considered the three drying models: MFP Village Model (solar), the CEAS
dryer (propane gas) [working with Vonona or setting up his own operation], and the Cartier
dryer (electrical, convertible to diesel). Here they are, considered here in reverse order:
(1) Cartier dryer (Electrical / convertible to Diesel)
Right away Seamus decided that the Cartier dryer was far too complicated and too
large an investment and risk to pursue. The equipment was much more expensive (over
$30,000) than both the CEAS and MFP’s dryers. Moreover, it was more expensive and
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complex to run, maintain, and required imported materials. Seamus subsequently learned that
Daniel DuPrez never succeeded in running the dryer for these reasons. Despite his ambitions
for the business (to export 18 tons of dried fruit a year), over the next few years it completely
failed. Daniel sold everything and left Madagascar. His house and the building that housed
the dryer became a bar/restaurant.
(2) CEAS dryer (Propane Gas)
Seamus knew that one gas dryer would not be sufficient for the business because of its
limited capacity of only two tons per season of dried mangos. In order to produce seven tons
needed to fill a shipping container, he would need at least four dryers. Two dryers could
operate in one building, so he calculated the expense of constructing another building at the
Vonona site plus purchasing three more dryers. Theoretically, the dryers could operate year
round and he would be able to produce several containers of various fruits and vegetables.
Using only the information he had for mangos, Seamus compared various options
assuming he would be able to sell the dried mangos between 25,000 and 35,000 Fmg per kilo
FOB price, meaning before freight and insurance. The buyer would be responsible for
opening a letter of credit (L/C) or bank guarantee, or negotiate an open account, and would
assume all related L/C costs if applicable.
(2a) Seamus as Agent, Exporting Vonona Dried Mangos
Seamus compared the cost of establishing himself as an agent, purchasing the dried
mangos from Vonona, presuming they could finance another three dryers and build an
additional building. In this scenario, Seamus would purchase the dried mangos and then seal
them with a heat sealer, if Vonona were unable to do this. Profit-wise this scenario works.
See spreadsheets in Exhibit TN-2. With the cost of four dryers, Vonona would need to charge
a minimum of 20,000 Fmg per kilo to make a profit the first year. By the sixth year,
presuming all costs and sales remain the same, Vonona would accumulate around 70,252,623
Fmg ($12,773). Seamus would need to sell the mangos for a minimum of 35,000 Fmg per
kilo to make a profit the first year, and earn up to 432 million Fmg ($78,567) after six years.
While this option seems to work, unfortunately it is unlikely Vonona would be able to borrow
enough money to purchase three additional dryers. Therefore, Seamus would need to help
them get more funds from either a development project or a microfinance institution, or help
them get a loan from the bank, though this would be very difficult unless the women had
some other collateral that they would put up and they were willing and able to pay the high
interest.
(2b) Seamus as Producer and Exporter of Dried Mangos
Another option would be for Seamus to take on the expense of purchasing land and
equipment himself. This would also be more profitable, but would require much more initial
expense and risk. See spreadsheets in Exhibit TN-3. Foreigners are not technically allowed
to own land or businesses unless it is registered in a business name and there is a Malagasy
partner in the business. Under this scenario, foreigners are allowed to lease a plot of land for
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99 years. Seamus would need to identify a local person in any case, and decide what role he
or she would play. Under this scenario, Vonona only earns a wage, which would not be
nearly as beneficial for them. Seamus would need to do a further analysis of a fair wage for
the women in order to make it worth their while. Additionally, if Seamus were to pursue this
route, he would have to consider if he would even work with Vonona. Vonona was located
far away, logistically he would face many challenges, and there was no guarantee he would
even be able to purchase more land. In any case, Seamus would most likely have to purchase
the land, building, dryer, and equipment from Vonona. He would also need to build one
additional building and purchase three additional dryers. If Vonona was only earning wages,
they would not earn enough to repay the loan.
(3) MFP Village Model (Solar)
MFP’s model is the most profitable for Seamus in the sixth year. Seamus can produce
more for less investment, and does not need to worry about owning land. Everything is
locally made and available. Even if Seamus purchases the equipment and supplies for the
villagers, this would be the most profitable. See spreadsheets in Exhibit TN-4. The MFP
model is also clearly the most profitable for the local people since they do not need any
investment in capital equipment or land. For the mango season along, each villager operating
one dryer would earn just under $600.00. Theoretically there could be one dryer per village,
or several, depending on how many had access to mango trees. The challenges in this model
lay in the logistics of organizing enough villages, training them, and ensuring quality control.
Seamus would have to send samples for testing from each villager – and that means 100
samples! Moreover, if samples did not pass tests, Seamus would have a difficult time
explaining this to the villagers. Furthermore the business would collapse since Seamus could
never get a high enough price selling locally to make a viable business. However, the beauty
of this model is that it is decentralized and much easier for people to master the technology.
In order to ensure greater quality control, Seamus could go ahead with the investment
in purchasing or leasing land and build several hygienic processing buildings that would be
used for peeling, cutting and loading the dryers. He could also invest in a cement slab where
the drying would be done. This set-up would ensure that villagers maintained hygiene
standards in a controlled area. Seamus could evaluate setting up five or six sites around the
forest with the assistance of an NGO, or by investing himself with local partners.
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Exhibit TN-5
Summary of Seamus’ Investment Options
Investment
Options

Solar

Propane
agent

Propane
producer

Electrical/Diesel

Production
Export
Investment

100 Villages
Seamus startup

Vonona
Seamus agent

Seamus startup

Seamus startup

Village Profits

212 million Fmg
US$58,154

Venture Profits

105 million Fmg
$19,075
Labor wages
24 million Fmg

70.3 million
Fmg
US$12,773
601 million Fmg 432 million Fmg 474 million Fmg
US$165,869
US$78,567
US$86,143

$30,000 +
Labor wages
Anticipated
losses?

Which model is best for the Malagasy?
Comparing the two options, working with Vonona owning land and all the equipment
would be more profitable for Seamus in the long run. However, Seamus wanted to consider
what was best for the Malagasy. If Vonona could own their own business, this would be more
mutually beneficial for both the women and Seamus. The business still earns enough profit
considering this is only mangos produced over a three to four month period, and there was
still the rest of the year to produce other dried fruits and vegetables. With Seamus as an
agent, Vonona and other associations can own their business and accumulate capital. After
doing some research, Seamus identifies two opportunities to evaluate:
1. USAID – Global Development Alliance (GDA). The GDA is a funding mechanism
initiated by USAID that promotes public-private partnership. A consortium must be
formed between businesses and a development project, each with a specified input.
This would benefit an investor like Seamus because social costs, such as health or
technical training, or loan guarantees can theoretically be sourced elsewhere.
2. Microfinance institutions and rural business development services. There are a
number of microfinance institutions currently operational. Generally speaking,
interest rates are very high, and unless a group of villagers has enough savings or other
collateral to back the loan, loans are inaccessible. Seamus could theoretically back the
loan for Vonona’s additional required investment.
The MFP model is the best for the Malagasy in terms of profit and it benefits the most
number of households. This is also the most profitable for Seamus. However, the risk
involved in quality control is most likely too great since an export price is required for the
business to turn a profit. More analysis is needed to evaluate if setting up more controlled
operations would be viable.
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Which model is sustainable?
The business models appear sustainable in terms of profit based on factors within
Seamus’ control. However, the analysis makes certain critical assumptions that are beyond
his control:
- Dried mangos are exportable
While this is partly under Seamus’ control, it depends on the technology he chooses.
He must ensure the production premises have hygienic facilities; otherwise this is a huge risk.
While the product could be extremely beneficial health-wise for the Malagasy, locals do not
eat dried mangos. Therefore, if quality control standards were not met, there was virtually no
local market for the mangos. It is very difficult to introduce new foods in this market but it is
not impossible to achieve that. Seamus might want to further investigate the market for local
products and test the viability of producing for markets around Madagascar, such as large and
medium grocery stores.
- The government remains stable enough to continue to foster foreign investment
This is major factor considering the political environment in Madagascar. History
shows that in 2002 there was a major political upheaval when Marc Ravolamanana, who was
then the Mayor of Antanananrivo, contested the elections against Didier Ratsirake. Violence
around the country ensued. The capital was isolated and roads were blocked. In some places
bridges were blown up. There were fuel and food shortages. Many foreign investors lost
faith and left the country. While a person like Seamus could take advantage of the food
shortage by supplying dried fruits, he would not have been able to run the CEAS dryer
because of lack of fuel. He would also have had difficulty mobilizing people.
- There are no major currency devaluations
In 2003 to 2004 there was a significant currency devaluation and inflation. The dollar
to Fmg exchange went from 5,500 to 15,000 at the highest. This was followed by a major rice
shortage due to a myriad of factors.
- The are no cyclones or other natural disasters, such as cyclones or locust infestations
2004 also brought two of the worst cyclones in 15 years to Madagascar. Cyclone Elita
hit the east coast and major rice production areas in February, right in the middle of the short
rice harvest season. Most of the harvest was lost. International aid agencies responded with
emergency relief, including seeds for replanting. Once seeds were replanted, cyclone Gafilo
hit. Gafilo crossed the northern part of the island, and went into the Mozambique Channel; it
then zigzagged back over Mahajanga, inland, and out again further south to Morondava. This
was devastating for millions of Malagasy.
Had Seamus started the business, he fortunately would have finished his production
before the cyclones hit. However, this would have been pure chance since the cyclone season
starts in October, at the same time as mango season.
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Conclusion
Since Seamus’ first visit to Madagascar, all his critical assumptions beyond his control
were overturned! The government fortunately has stabilized and embarked on a path towards
democracy, anti-corruption, and business investment. Significant changes are apparent in
terms of infrastructure improvements, banking improvements, access to rural credit, etc.
However, people still feel it is too soon to be too confident. Elections will be held again in
2006, and there is still strong opposition to the current government.
The rice shortage passed. However, another shortage is predicted for 2006 due to
more cyclones in 2005, and the ongoing recovery from the first shortage. The currency has
settled at approximately 10,000 Fmg to the dollar. Prices of staple foods and fuel are also
higher. Regardless, these conditions would be favorable for Seamus since the price of
mangos and fresh fruit has remained relatively constant and during mango season there is far
more supply than demand.
If a cyclone hit the drying operations, the CEAS propane dryer would be the biggest
risk and the most difficult to replace. The building would withstand the cyclone winds but it
would not be resistant to flooding. MFP’s solar dryers would be safe as they are portable and
easily put away while the storm passes. Madagascar is also prone to massive locust
infestations about every four years.
3. Discuss livelihoods analysis development theories that would affect decision making
and risk assessment from Seamus’ point of view.
When we think of person’s or community’s livelihood we generally think of the way a
person earns a living – s/he is an engineer, a lawyer, a farmer, or owns a business, etc. Yet, as
history in developing nations shows over the past 40-50 years, and as the case study
illustrates, a livelihood is not defined solely by income. Development professionals and
international businesses know today that societies cannot develop with just the creation of
income earning opportunities. People need to have availability, access and utilization of a
multitude of livelihood assets. These include healthcare, education, land, shelter, civil society
support systems, economic opportunity, credit and savings mechanisms, vision, goals, etc.
Moreover, societies need an effective and transparent government that is able to ensure a
democratic process that provides systems, structures, and mechanisms that facilitate services
to its people, among other things.
Livelihood assets can be categorizes as follows: financial, social, political, natural,
physical, and human. Availability of an asset refers to the quantity of the asset that exists or
if it exists. Access means that the quantity and distribution of the asset is sufficient for the
population. Utilization of an asset means how a person benefits from it. For example, in food
security analysis, agricultural production contributes to food availability, marketing systems,
contributes to access to food, and food consumption and thus nutritional benefits contributes
to utilization of food. How a person or community benefits and leverages their available
assets can be defined as a livelihoods system.
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In Vonona’s case they have a number of assets, which are utilized to varying extents:
land, infrastructure, equipment, mangos and other fruits, access to credit, human resource
skills, training, social support, family, and even local government support, albeit with some
complications because of the Mayor’s wife. However, they are lacking some key assets that
would make them successful, such as French language skills, communication mechanisms,
savings, electricity, access to markets, solid education, good health care, transportation,
insurance, etc., which make them and their business vulnerable and a higher risk. Increased
vulnerability generally results in less livelihood resiliency, meaning that should Vonona lose
any of their assets, they have very little to fall back on, and it will be more difficult to recover
from the loss.
A livelihoods analysis is important for someone like Seamus if they are going to invest
in rural communities such as Andranofasika because many of the assets are not available, and
at the same time his business depends on them. This type of analysis will assist with strategic
planning, risk assessment, setting goals and expectations, identifying the gaps in services and
capacity that need to be filled by other sources, and being prepared to respond. This kind and
level of analysis would be quite different from what is required in the U.S. or other developed
nations because those societies with a multitude of assets offer contingency options.
4. Which model is the best approach for creating a conservation enterprise?
With the information available, the model most applicable to conservation enterprise is
Vonona, because they are living in the forest area, and the data suggests that they rely directly
on forest resources for fuelwood and agricultural land. They also have a sound knowledge of
conservation enterprise based on their indigenous knowledge, which was supplemented by
training and awareness building. In theory, because they are focusing on drying mangos to
earn income, they have reduced other activities that jeopardize the forest ecosystem.
However, it is also possible that Vonona hired other people to collect fuelwood or clear
agricultural land!
However, a broader picture encompassing Integrated Conservation and Development
and the Biosphere Reserve Concept should also be considered when defining and evaluating
conservation enterprise.
Exhibit TN-6
The Biosphere Reserve Concept originated from the UNESCO Conference on the
Conservation and Rational Use of the Biosphere, and the resulting Man and the Biosphere
Programme launched in 1970. This concept views biodiversity conservation in terms of an
ecosystem; preservation, economic activity, and research should be managed within the
designated zone. This is in contrast to focusing solely on park reserves and the preservation
of specific species. Under this model, there are three zones: the core zone (little human
development), the buffer zone (low impact development) and the transition zone (sustainable
development highly encouraged). The overall goal implied is to redefine the cognitive
definition of environmental conservation to include traditional culture in and around
ecologically threatened areas, as well as modern business practices. 2
2

www.UNESCO.org/mab/nutsehll
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The Man and the Biosphere approach begins to address a critical question among
conservationists worldwide today: how do we value intangible assets such as natural beauty,
biodiversity and culture so that preserving them becomes a natural and intuitive part of our
cognitive perception? Furthermore, how do we relate this concept to the developing world
where people are simply struggling to survive?
Consider the following definition taken from the 22 March 2005 meeting held between
member of the Africa Biodiversity Collaborative Group:
Exhibit TN-7
“Conservation enterprise enables people outside of protected areas to pursue commercially
viable land and natural resource uses to improve their livelihoods while conserving
biodiversity. Conservation enterprises can provide economic alternatives and sources of
income. Examples of conservation enterprises include sustainable use of various goods and
services such as coffee, cocoa, wild foods, honey, handicrafts, ecotourism, etc. Organizations
involved with conservation enterprise development often provide technical assistance, training
and capacity building, seed capital, marketing assistance and brokering with private sector
partners to make conservation-related businesses successful. Conservation enterprise
development in Africa poses unique challenges. A lot can be learned by identifying factors of
success and examples of what works and why it works.”3
Considering a broader perspective, in the case of the mango operations around Ankarafantsika
(which conservationists hope to establish as an official biosphere reserve), one could argue
that on a macro level any economic activity that draws and keeps people away from a forested
area constitutes conservation enterprise. Ultimately people need to reach an economic
threshold which results in a change of behavior or decision making, i.e. they reach an income
level where it is more beneficial to them not to draw on forest resources, or it becomes more
valuable to them to keep the forest intact.
Some general indicators and outcomes for successful management of a protected zone are:
Exhibit TN-8
Indicators and Outcomes for Management of Protected Zones
Indicator
•
Percentage increase or decrease in
visitors to a park
•
Percentage increase or decrease of
people living within park boundaries
•
Percentage of illegal wood extraction
•
Improved agricultural methods

Outcome
•
Degree of success in ecotourism project
component
•
Pressure on the forest reduced or
increased
•
•

3

www.frameweb.org

Reduced clearing or degrading of
forested or other protected areas
Increased agricultural production
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•
•
•

•

Expanded agricultural or other highvalue markets
Percentage of forest exploitation
contracts respected
Increased yield per hectare
Diversified higher value non-forest
economic opportunities

•
•
•
•
•
•
•
•
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Improved natural resource management
Increased household income
Increased business opportunities
Degree of participation and cooperation
in forestry management.
Decreased need for more land per
capita
Decreased workload
Less dependence on forest resources
Increased income

4. Discuss Seamus’ personality. What are some of the personality traits essential to
working in the Malagasy or similar environment? What role should Seamus play?
During the year, Seamus experienced how difficult it is to work in a place like
Madagascar. Many times he thought why should he deal with all the hassles such as logistics,
quality control, undeveloped human capacity, lack of security in terms of labor dependability,
not to mention unavoidable natural disasters? There are multiple dimensions of the operation
that are beyond Seamus’ control. In his own self-analysis, he contemplates his own situation
and the personal traits and knowledge he must have to be successful with this venture.
- Personal risk assessment and contingency planning
In a practical sense, he has financial security, so if things go wrong, he will not lose
his own livelihood. He owns his own house in the U.S. and he can even rent it out if
necessary and use the rent to pay the mortgage. Moreover, if he is out of the U.S. for longer
than 330 days during a 12-month period, his income up to $80,000 is tax free. He is not
closing the door on his current opportunities; Microsoft will still be there and he could go
back to it if he chooses.
- Understanding the global perspective and bridging the gaps
Seamus has a sense of spirit and adventure. He wants to try something different. He
enjoys the challenges of getting to know how things operate in Madagascar and enjoys the
vibrant society around him, albeit a bit unorganized and slow compared to Western standards.
Seamus is also excited about helping to close the gap between the North and South, by
engaging in economic development activities mutually beneficial for him and the Malagasy.
When people think of Madagascar, they generally think about lemurs and other endangered
flora and fauna. The reality is that there is no way to save the endemic natural resources of
Madagascar unless the Malagasy lift themselves out of poverty. Overall he feels that he wants
the best of both worlds in his life. He envisions having a house in Mahajanga as well as his
house in Seattle. In the short term, he will need to spend more time in Madagascar, but
eventually he is confident he will either find a partner to buy into the business or identify
someone to help him manage it and share the responsibilities.
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- Creating a common vision and connecting with the locals
He realizes early on that he will not succeed unless he gains the people’s trust, and so
he creates a common vision for him and the people who will be working for and with him at
all levels, from the villages to the merchants, the transporters, the bankers, and the
government representatives. He knows he must show them how they will also benefit in
terms of profit and their own livelihoods development. He also realizes that at the village
level, he must put in much more effort building an understanding of the required level of
product quality to make the business successful.
TEACHING PLAN
International Development project design and evaluation
The logical framework analysis in Exhibit TN-1 would be applicable in an international
development class dedicated to program design and evaluation. After studying about results
frameworks and associated indicators, this case study could be introduced as a practical
exercise.
In small groups, ask students to read and discuss the case study. Ask each group to retrofit
information from the case into a blank version of the logical framework shown in Exhibit TN1 and present their analysis of the following questions: 1) to what extent is this project
sustainable? and 2) to what extent is the dried mango operation a viable business for Vonona?
Following the presentations, share the completed table in Exhibit TN-1 and discuss specific
successes and recommendations.
Recommended business venture
After reading the study and discussing initial impressions, questions or observations, talk
about the multiple challenges they see in the case and ask students if these challenges are
unique to Madagascar or other similar societies. In small groups the class can consider the
various business options presented, referring to the spreadsheets in Exhibits TN-2-4. Based
on this information, ask students to review the expected profitability and risk assessment of
each option and recommend their choice if they were in Seamus’ shoes. Following their
response, distribute Mango Groove (B) which contains information about what transpired in
Madagascar economically and politically since 1999, as well as the impact of several natural
disasters. Once they have read the (B) case, ask them if and how their recommendations
would change knowing the situation over the past few years.
Livelihoods Analysis
The discussion on risk assessment, and the fact that so much that could go wrong did, leads
naturally to a discussion of livelihoods assets. Ask students to define livelihoods and why
they feel it would be important for them to know about them as entrepreneurs. Based on their
response, introduce the meaning of livelihoods in a development context. Discuss assets,
vulnerabilities and resiliency. Ask the class to work in small groups to identify and categorize
Vonona’s assets and those they are lacking. Discuss how this analysis would be applicable to
Seamus. If they were in his shoes, what choices would they make in order to minimize risk?
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It would also be interesting to ask the class to compare Vonona’s asset and vulnerability
analysis to the situation in the U.S. after Hurricane Katrina in 2005, since the U.S. response to
its own disaster was highly criticized around the world given the situation and ensuing events
in New Orleans. Who were the most vulnerable and why? Was it more difficult for the most
vulnerable to recover from the disaster? Was assistance provided by the government and
other organizations sufficient?
Conservation Enterprise
Discuss the concept and definition of conservation enterprise introduced in the case study in
relation to each of the drying operations. Ask students to add to this definition and cite some
other examples of conservation enterprise. Based on the class’ response and discussion,
introduce the concept of the Man in the Biosphere described in Exhibit TN-6, and the
definition of conservation enterprise in Exhibit TN-7. Given this broader definition, what
factors would they consider in evaluating the effectiveness of conservation enterprise?
Discuss development success indicators as well as business success indicators in the context
of conservation enterprise. Exhibit TN-8 presents a list of potential indicators and outcomes
that can be used to provoke ideas and brainstorm.
If students in the class were in Seamus’ position, would they recommend integrating this
concept into their business and marketing plan? If so how? Would there be value added?
Personality type to make this type of business a success
Brainstorm Seamus’ personality traits with the class. What personality traits do they feel a
person should have in order to make a venture like this successful? The story sounds like an
exciting adventure, along with some frustrating moments. Do they think Seamus will stick
with it in the long run or will he get tired and move on to something else? Seamus obviously
has some financial security and he seems willing to take some pretty large risks. Would
anyone in the class take the same risks knowing what they know?
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