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INTRODUCTION
In Part 1 and Part 2 of this guide, we spent time discussing how to reduce risk on technology projects by identifying and prioritising 
requirements. We explored methodologies you can use to align business goals with viable technology solutions and identify trusted, 
long term partners. But what happens when you don’t know or cannot identify your requirements? It is very common to face a 
situation where you know that new technology is needed but you aren’t sure on the best path forward. This guide will help you 
overcome uncertainty through pilot testing and allow you to explore the benefits of technology without risk.

Feeling overwhelmed or unsure as you create 
requirements? Have no fear! In this guide, we'll 
overcome any uncertainty you have by launching 

ideas quickly and with low risk.
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“We want to begin to digitise our 
operations, but we aren't sure where to 
start, where things will go, or what will 
change in the future. If we could just get 
started on making our operations and 
data digital, I know we would be able to 
figure out where to go from there and 
what to do next.” 

Have you ever thought to yourself...

If you feel like the above, you are well positioned to try new 
technologies through pilots. Let's get started!  

“We want to try a new business idea, but 
we aren’t quite sure if it will work, what 
technology we need, or if it will ultimately 
be profitable and in the best interest of 
the company. Like any new business 
idea, it’s pretty high risk and our budget 
is pretty low until everything is proven. 
But we think the return could be good if 
we could figure out the technology side 
of things and how much it will cost.”



4

DEFINING A FOCUS 
& GETTING UNSTUCK
Feeling unsure about what to do is usually a 
sign that you don’t have all of the answers you 
need to make a good decision. In this part of the 
guide, we'll uncover a 5 step framework you can 
use to pinpoint key challenges and narrow the 
focus of your technology project.

Develop  
the  

business  
case
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Hopefully you have noticed from above that the same principles from Part 1 of this guide apply even when you are 
uncertain of what to do next. By developing a clear picture of how technology relates to your business priorities, 

you can quickly determine what technologies make sense for your goals and vision.

Develop  
the  

business  
case

THE 5-STEP GUIDE
Whenever you feel uncertain about what to do next, you should:

Limit your scope &  
reduce risk

Identify a specific 
challenge that is 
tied back to your 
business’s goals 

and priorities

Strategically test 
changes to the 
technology and 
your operating 

model to 
determine if a 

solution is viable 

Develop clear 
metrics to 

compare with 
your baseline 
and to track 

progress

Reduce 
operational risk 

to an acceptable 
level by confining 
changes to small 

or low impact 
areas of your 
operations

Develop a clear 
understanding 

of return on 
investment (ROI)

Prove things work before 
making sweeping changes

CHALLENGE BOUNDARIES METRICS ITERATIONS ROI

Confirm the tech is 

good for your business

https://www.agdevco.com/uploads/SDU/2020_Publications/AgDevCo_technology_guidelines_part1.pdf
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Technically, both examples are offering the 
exact same outcome: you will save time and 
money through operational efficiency and new 
tools (e.g. new science, new technologies). The 
companies behind both offers also have relevant 
and successful past projects, and they offer 
additional services and expertise that will give you 
a competitive advantage. 

So what’s really going on here? Is a mobile 
application more complicated than fertiliser 
composition and biochemistry? Probably not. 
Are you so jaded from past technology projects 
that you are willing to give up on technology 
altogether? Again we’re guessing, but probably 
not.

 

There is a misconception that technology projects are uniquely difficult and we often assume that technology is something 
we cannot understand. In reality, technology is not unlike any other area of business that you might deal with every day. 

 You are evaluation a new input that 
the supplier claims will save you 
enormous costs on fertiliser. They have 
both a unique formula in which your 
smallholders will need to use less, and 
through their proprietary soil testing 
methodology, they can tailor the fertiliser 
to your region’s specific needs. You heard 
they were working with another company 
just north of your operations, and you 
are especially interested because your 
financials from last year showed that 
input costs were rising and cutting into 
the company’s profit margins.

Consider the hypothetical scenario below, 
modeled on one of our partners:

Perhaps the above makes you feel cautiously optimistic. You might not be 
sold on the described offering just yet, but you’d probably be willing to take 
steps toward exploring what’s possible. Pretty easy to navigate, right?

A technology provider approaches 
you and shows you a mobile app that 
helps you collect your data digitally. 
There's a website you can access on the 
computer that allows you to view useful 
reports and graphs. They also have a 
team of data experts who can create 
custom algorithms that give you unique 
insights into smallholder needs through 
these reports. They said they have saved 
businesses hundreds of hours each year 
through automated reporting, including 
recently working with a company just 
north of your operations in a similar 
industry. 

Here's another offer, based on approaches our 
partners often receive from technology firms:

Why do technology projects  
make us feel so uncomfortable?   

Does this second scenario make you more 
uncomfortable for some reason? It certainly 
does for most people (us included). But why? 

Why are technology projects so challenging?
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Don't blame technology! (or not just yet)
Technology projects seem scary, not because the tech is complex, but because they are usually scoped or presented 
in ways that violate the fundamentals of how successful projects are structured. Or in other words, they violate our 5 
step framework. Lets break down what is actually happening in the two offers to help us better understand where our 
discomfort is coming from:

Limit your scope 
to reduce risk

Prove things work 
before making 
sweeping changes

Confirm the 
new inputs are 
good for your 
business

All five steps in defining 
our business case are 
covered, making it easy 
to know how to move 
forward

In the first example, the business case is easily understood:

There is a clearly defined Challenge that you have already identified as a 
priority and is linked directly back to the business: input costs are rising 
and profit margins are slimming. You have baseline data on the current 
state (e.g. current costs) and there are clear and objective Metrics that will 
provide evidence for whether any proposed suite of products or services 
is offering value and an ROI: the cost of inputs is either less than you are 
currently paying or it is not. There is also very little risk through Boundaries 
and Iterations - switching to a different input supplier is probably not going 
to disrupt your company’s operations if tested over time and at a small 
scale. In fact, you may not know anything about biochemistry or soil testing 
methodologies, but because the business case in this example is crystal 
clear, you likely would not feel paralysed with the prospect of taking steps 
forward. You might:

1.    Purchase a small quantity of fertiliser and test on demo plots.

2.      Test different recommendations from the new supplier to validate what is 
working and what is not working. 

3.    Buy more fertiliser once the effectiveness of the new inputs is proven 
and you decide you enjoy working with the new supplier. 
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   A technology provider approaches 

you and shows you a mobile app that 

helps you collect your data digitally. 

There's a website you can access on 

the computer that allows you to view 

useful reports and graphs. They also 

have a team of data experts who can 

create custom algorithms that give 

you unique insights into smallholder 

needs through these reports. They said 

they have saved businesses hundreds 

of hours in time each year through 

automated reporting, including recently 

working with a company just north of 

your operations in a similar industry. 

“What data does the app allow me to collect?”  
 
“Can we change the data we collect?”  
 
“Which reports does it have?”  
 
“Can I customise the reports?”  
 
“Do the reports integrate with our accounting system?” 
 
“What is an algorithm?” 
 
“The solution will save hundreds of hours of who’s time?”  
 
...And probably many more... 

This all feels like absolute chaos and risk - 
and it should! To move forward under these 
conditions would make no business sense.

Let's contrast the first offer with the second one from a technology 
provider. Almost immediately you begin to sense that you have more 
questions than answers. 

We can all probably agree that operational efficiency through digitisation 
is a good thing. But the business case and the value being offered in the 
technology scenario isn’t clear, at all. The Challenge isn't clear. You aren’t 
sure how much time your reporting currently requires, or if reporting is 
a high priority issue to solve in the first place. Even if you do know your 
current state of reporting, there are no Metrics to figure out if the proposed 
solution is actually providing an ROI (“feels easier to use” is not a metric!). 
Finally, any plausible or foreseeable implementation plan sounds like 
it will really disrupt operations, since there are no clear Boundaries or 
opportunities for Iterations - the implementation will require staff in both 
the field and the office to transition to a new system before any benefit is 
realised. 

None of our 5 steps are covered, making it 
impossible to know how to move forward
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Setting up tech projects that aren't chaos
Notice that in the first example, we didn’t say we were going to save money 
on inputs by partnering with a new supplier and rolling out a completely new 
business model that relies on building capital intensive distribution centers which 
incorporate regional soil testing. Perhaps that is a longer term possibility and a 
really exciting prospect! But we all know that it would be ludicrous to jump into a 
transition of that magnitude until we at least tested if the new supplier could live 
up to their claims and would save the company money. 

“We asked our field officers to record the amount of time they 
spend each night working on reports. We were taken aback to 
learn they are working an average of almost 2 hours per day 

on reporting, which takes time away from being in the field with our farmers 
and often requires working at home late at night. There is one report in 
particular that we use for our organic certification process that is taking the 
majority of their time. We’d like to test collecting the information for this 
report digitally to see if it frees up the field officers' days a bit and lets them 
reach more farmers. We’d start with one of our new regions that has only 
a few hundred smallholders so we don’t disrupt current operations. We'd 
need to look at the costs since we have a lot of field officers, but hopefully 
with some time we can learn what works well for us and after two or three 
months, we could try to add it in other regions.”

So what happens when we take our 5 step approach but apply it to 
technology? As you read the below project plan, try to gauge how it 
makes you feel. 

Does this feel more manageable? Of course it does! The 
scope is smaller (that helps), but more importantly, you 
now have everything you need to make decisions.  

We would never let the scope of a project or our plans 
outpace what we know matters, what we know works, 
and what we have validated through our 5 steps. 

CHALLENGE:

BOUNDARIES:

METRICS:

ITERATIONS:

ROI:

Reporting is taking too much time!

Test in a new region that's small /  
low impact

Time spent reporting + smallholders  
reached per week

Learn what works, improve over time

Calculate the costs for all field officers, only 
move forward if it makes sense
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SETTING UP PILOTS 
& LAUNCHING LIKE A STARTUP
With our 5 step framework in hand, we have a 
clear picture of a key challenge that we want 
to solve. Next, we'll look at how to pilot tech so 
you can move at the speed of a startup while 
also reducing your risk.
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Key Terms
A pilot test (aka 'pilot') can be thought of 
as an experiment you conduct to determine 
whether new technology solutions will work. 
You want to test solutions in an environment 
that replicates your day-to-day operations 
without putting your core business at risk. 
Pilot tests should be set up so they are fast, 
cheap, and easy to manage.   

An iteration is one cycle of the build-measure-
learn 'loop' shown to the right. For each iteration, 
you want to make a small change to the technology 
itself (or the way the technology is used) and then 
test how these changes impact your key metrics. 
As you learn what works and what does not work, 
you will quickly improve the way in which you are 
using and implementing technologies. 

Key metrics are numbers that provide you with 
insight into whether your business is improving as 
you conduct pilot tests and loop through iterations. 
Metrics should be simple and relate directly back 
to the challenge you are trying to solve. They serve 
as an objective evaluation for whether an idea 
or technology is actually working and making a 
difference in your business.

 A baseline is your starting point for these metrics - i.e. the current value of the metrics, before the technology is implemented.

Percentage of 
purchased lots 
meeting quality 

standards

Number of 
smallholders 
visited per 

month

Hours saved on 
reporting

 Build

Measure
Learn

Each 
Iteration

Mobile app pilot test

2 demo 
plots

250 
farmers

1 month 
test

3 Devices, 
~$300 total

An MVP is the simplest version of technology 
possible that lets you loop through the build-
measure-learn loop and collect the data you need to 
assess key metrics. 

For agribusinesses, it's usually a good 
idea to try new technologies through 
pilots in specific geographical areas 
that limit the number of smallholders 
affected, or other experimental areas of 
operations, such as demo plots.  
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Pilots are not pretty

Here's what we do know: most business ideas will require technology in order 
to work. If you’ve arrived at this section, you are on the verge of an exciting 
initiative that may shape your company’s future. We want to help by making 
sure your projects are structured so that technology does not introduce 
unnecessary risk or cause the idea to fail. We also want to position technology 
to become a catalyst in support of the new idea you have in mind.

The best way to get started on a new idea is just to get started. 
The tech doesn't have to be perfect and the idea doesn't have to 
be fully refined. Although you can use this phase to test different 
technology solutions, the real purpose of technology at this phase 
is helping you collect the information you need to understand 
and refine the business idea you have in mind. You want to 
put yourself into a position where you can 1) observe if a new 
business idea is working and 2) determine if viable technology 
solutions exist. You will want to use simple and flexible platforms 
or tools that enable you to iterate as quickly as possible to 
validate key assumptions.

After countless iterations, hopefully your idea has worked and 
you've proven it's making a postive impact on your business. At this 
point your assumptions should be validated, replicable processes 
should be in place to reduce operational risk, and you should have 
clear data for key variables such as cost. You are now at the phase 
where technologies can be used in new or creative ways that drive 
the growth of your new business model or allow you to enter new 
markets. You'll also be ready to reach out to new partners who can 
provide long term technology solutions using the strategies outlined 
in Part 2 of this guide. Hats off to you and your team - you've 
successfully exited the pilot phase and you are ready to scale!

Initial conception and validation Scaling and growth1 2

Design a Minimum Viable Product (MVP) that can be tested using 

our 5 steps. The tech here does not need to be the final or long 

term solution you'll implement once everything is proven.

The important phrase here is 'technology as a catalyst'. It is tempting to 
assume that technology itself is the make-or-break element in the success of 
a new venture or business model; however, this is rarely the case. Technology 
can only be used in support of a business idea that is fundamentally viable 
otherwise. Let's see what this means in practice below:

Testing technology is about diving into the unknown and it is often not a perfect process. We'll 
cover 60 seconds of theory before looking at practical wins and fails from projects just like yours.

https://www.agdevco.com/uploads/SDU/AgDevCo_technology_guidelines_part2.pdf
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Moz-Agri, Mozambique
Moz-Agri is a livestock and arable farm in the Báruè District 
of central Mozambique. The company buys goats from 
smallholders across a wide geographical area spanning 
an unforgiving terrain that makes logistics and transport 
difficult. To faciliate year-round outreach to smallholders and 
a consistent supply of goats, centralised buying hubs were 
developed that helped to remove transportation bottlenecks, 
provide a transparent, local market for goats, and create a hub 
for improved genetics and extension services. As part of this 
initiative, the company began to explore how technology could 
be used to improve the centralised buying point model and the 
efficiency of procurement. Despite a large number of livestock-
based businesses on the African continent, no inexpensive, off-
the-shelf traceability system matching Moz-Agri's requirements 
was available. Technologies were piloted to better understand 
the company's requirements and design a system tailored for the 
Moz-Agri use case.  

CASE STUDY

Moz-Agri Farm

Buying Point

Sourcing Areas

A buying point model relies 
on setting up purchasing 
‘hubs’ in buying areas to 
help source goats from a 
broader region. A technology 
solution in support of this 
unqiue business model was 
envisioned for Moz-Agri. 
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Field data collection in support of a baseline study 
took place on both paper and using an inexpensive 
survey tool called Device Magic. Within hours of 
piloting the digital survey tool, it became apparent that 
a survey-based solution would force field officers to 
spend inordinate amounts of time re-entering basic 
information (such as the farmer's name) multiple times 
for purchase transactions which involved multiple 
goats. This first iteration of testing survey tools 
ultimately revealed the need for an application that 
would more closely resemble a Point of Sale (POS) 
system. 

Baseline records on paper ensured that data could still be 
collected, regardless of whether the technology piloted in 
parallel was viable. As shown, baseline data collection is 
not necessarily a clean process and may involve changes 
to the data model. We can observe above that a field for 
the goat’s sex was added after data collection had already 
started, following an exchange where the driver noted he feels 
males lose more weight than females. Although it wasn't a 
perfect process, it did provide perfect clarify into the data the 
company would need to collect through a long term solution. 
These ad-hoc changes and iterations are a natural and 
important part of piloting new ideas.

This technology 
solution didn't 
work at all

Moz-Agri case study (continued)

CHALLENGE:

BOUNDARIES:

METRICS:

ITERATIONS:

ROI:

Goats are losing weight and we don't know why

Test along a new procurement route that is 
smaller and isolated from the others

Reduce weight loss in goats between the time of 
purchase and arrival to abattoir

Test if centralised buying point models reduce 
weight loss, refine tech as needed

Total savings from weight loss reduction as a 
result of traceability and a better business model
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Drivers spent an inordinate amount of time counting, 
checking, and verifying payments using calculators on 
their phones, both during transactions and throughout 
the day. Hovering sellers would also painstakingly verify 
goat weights and payments, indicating that both parties 
would greatly benefit from a digital solution focused on 
transparency in transaction records.

Red Route Analysis
A simple framework, called a Red Route 
Analysis, helped to understand the importance 
of features by highlighting how often different 
functionalities would be used by the majority 
of users. This process reveals key features 
which should be included and tested in the next 
phase of a pilot process, either on the same 
technology platform or with a new solution. 
With enough time, features will stabilise around 
functionality that is useful, relevant, and 
appreciated by the users.

Technology: A buying point solution for Moz-Agri

Used always

Dashboard for number of 
goats sourced in a  

current batch

Current cash balance

Point of Sale system and 
calculator for purchases 

linked to farmers

Expenses log & tracker

Barcode Scanner

Used frequently Farmer contact 
information

Creating / finalising  
a new batch

Used occasionally Smallholder household 
data / demographics

Smallholder previous 
purchase records

Alerts for  
weight differentials 

between scans

Used rarely
Task management

Notes 
Login / logout

Used by few Used by some Used by many Used by all

What Moz-Agri really needed was a point of sale system

Target User: Drivers and buyers

Moz-Agri Red Route Analysis
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Shares Uganda
Shares is a large agribusiness focus on procurement, 
processing, and exporting of agricultural commodities. 
The company started operations in 2002 and works with 
smallholders in the Northern Region of Uganda. Shares' 
reach is substantial, both in terms of geographical area 
of procurement and in the size of the company's field 
teams. Shares works with over 28,000 organic certified and 
contracted outgrowers, who grow certified organic sesame, 
chia and bird eye chili and conventional chia and chili. The 
size of Shares' operations naturally requires a large amount 
of data entry, which historically has taken place using paper 
forms required in the organic certification process. As the 
company sought ways to increase the efficiency of their 
operations and also scale to more farmers without risk, 
simple technologies were piloted to understand the benefits 
of digital data collection. 

Using free tools
Shares selected KoboToolBox, a free survey 
tool, to test out the process of digital data 
collection and better understand their 
requirements. 

Efficient, inexpensive support
The survey was designed by coordinating on 
WhatsApp, rather than pausing operations for the 
gathering of requirements or training. 

CASE STUDY



Pilot region
A small portion of the company's operations, 
located in Zombo district, were chosen for the 
pilot. This allowed the company to test new 
technologies without disrupting established 
areas of operations in other districts and regions.

The pilot focused on 4,000 new farmers out 
of the company's total reach of over 28,000 
smallholders. The pilot was led by a small field 
team of only 15 field officers, rather than the 
company's entire field staff of over 120 people. 
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CHALLENGE:

BOUNDARIES:

METRICS:

ITERATIONS:

ROI:

Data entry for organic certifications requires a huge 
amount of time and is causing data entry errors 

Test with 15 field officers in just Zombo district of 
northern Uganda

Reduced time spent on data entry and reporting 
Number of certifications completed per week

Refine the survey tool by making 
incremental changes daily during 
testing, weekly changes while piloting

Calculate the costs for scaling digital data 
collection to all field officers, only move forward 
if it can be sustained long term
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OVERCOMING FEARS 
& BREAKING DOWN WALLS
Hopefully by now you are excited about 
exploring the benefits of technology through 
pilots. Even with the right strategies and 
tools, tech can still feel overwhelming. In this 
section, we'll cover the common fears we've 
encountered as companies get started and how 
you can overcome these fears to launch into 
your next tech initiative.
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Still feeling stuck?

Gathering some background information will provide you with the context you need to 
ask the right questions to technology providers, will help you further refine your vision 
and narrow down your scope, and may help you identify “sister” projects - or successful 
projects similar to yours - that can give insight into what actually works in practice.  This 
understanding will make future conversations with technology providers easier, since 
you will have some background on relevant technical terms and key concepts. Most 
importantly, spending time learning and researching will give you a chance to thoughtfully 
consider what makes sense for your business before connecting with technology providers. 
It’s important to trust your “gut feeling” throughout this process, even if you aren't an expert 
in technology. 

There are times when it is very useful to bring in 
third-party expertise, but these circumstances 
are rare. Here is some guidance on when to 
pull in outside help:

Consultants:  Really good for when you are 
in an emergency or crisis, need short term 
expertise, or you are 100% sure you need 
expertise for a very specific skill set that is 
required on a part time or occasional basis. 
In any other case, you should hire a new staff 
member or develop the skill set internally at 
your organisation over time.

Technology providers: Really good for solving 
specific problems that you have identified, 
by using products, services, or background 
experience which they have already developed 
by solving challenges similar to yours.

You: An absolute pro on what your organisation 
really needs, what’s probably going to work in 
practice, and the true expert in what makes 
sense for your business. 

When to hire outside help

You may relate to many of the feelings below, which we’ve often observed at the partner 
companies we work with. 

You are unsure what is possible with technology

This is a very common feeling, and truthfully, something almost every business grapples 
with at critical times in their growth. The danger here is that almost everything is possible 
with technology with enough time, money, and resources. If you feel this way, then first 
and foremost, make sure you are clear about the specific challenge you are trying to solve. 
Next, become a “student” of your challenge. Before assuming that you need to hire outside 
expertise to move forward (either a consultant or a technology provider), a key thing to 
remember is that you are the leading expert on the operations of your organisation. You 
usually do not need to become an expert in technology to determine if solutions make 
sense for your business. 

Self-learning is one of the most important components in your ability 
to lead your company successfully through the journey of technology 
digitisation and will ultimately save you enormous amounts of time 
and money. 
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A lot of businesses feel stuck because they believe they need a state-of-the-
art system in order to be competitive. In reality, very few businesses need the 
world’s most advanced technologies to compete, and ever fewer have the 
profit margins to support these technologies anyway. Don't fall into a trap of 
thinking there must be a solution that will solve everything for you at once - 
these solutions don’t exist!

You may also be familiar with the concept of an expression of interest (EOI) - or a shorter version of a request for 
proposal (RFP) that contains a high-level and hypothetical scope. EOI’s are an attractive way to get some “quick 
answers” for what might be possible, but approaching vendors for cost quotes in this context is typically not advisable 
unless you are supported by a third-party expert who can help sort through proposals and pinpoint what is actually 
possible. Without external support, EOI’s are just hypothetical cost quotes that sell you on an ideal solution with price 
points that all seem too good to be true. These are exciting only in the short term before often becoming enormous 
headaches during implementation when the ideal circumstances don’t turn out to be true. 

As we covered in Part 1 and 2 of this guide, if you jump 

too far forward, you’ll risk spending huge amounts 

of money on things you don’t need or that might be 

impossible for you to implement at this time. 

You aren’t sure what you can afford

If you find yourself in this position, work through the steps in Part 1 and 
Part 2 of this guide and reach out to qualified vendors who can provide 
you with accurate cost estimates. If these estimates exceed your available 
budget, then your current scope is too large and you should re-evaluate your 
priorities and seek less expensive solutions that (almost certainly) make more 
business sense. The 80/20 rule usually applies to technologies: you can 
normally get 80% of your requirements covered with a solution that is 20% 
of the cost of a full solution. Compromises of this nature almost always make 
sense from a business perspective, as long as you have clearly defined which 
of your requirements are top priority. Tech doesn’t have to be the coolest, most 
advanced, or most modern solution in the world to become the useful and 
practical tool that you need. And you don’t have to automate or revolutionise 
everything all at once to move forward toward your digitisation goals and a 
better business. All that matters is the solution makes your business better 
than it was before and is a great fit for your goals and budget. 

Releasing an expression of interest? Be careful

https://www.agdevco.com/uploads/SDU/2020_Publications/AgDevCo_technology_guidelines_part1.pdf
https://www.agdevco.com/uploads/SDU/AgDevCo_technology_guidelines_part2.pdf
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Remember that failure is either a good thing, 
or at a minimum, something useful we can 
acknowledge in order to improve. You may be 
familiar with the concept of 'failing fast', which 
is often embraced in technology companies. 
But profit margins in agribusinesses are 
normally thin, so there is usually very little 
room for failure. Although we don’t necessarily 
advocate seeking out failure, it is important 
to recognise that everything will not always 
work perfectly when it comes to implementing 
or testing new technologies (just like any 
other part of your operations). If your attempt 
at testing or implementing new technology 
doesn’t work right away or on the first try, don’t 
be discouraged! Prepare for another attempt 
by reviewing what worked and what did not 
work, and then improve on the first plan you 
created. If you follow the steps in this guide, 
your business will not be at risk and the costs 
of errors will be low, leaving you plenty of time 
and opportunity to try again!

What to do when you fail

You are worried your requirements will change

This is a very common fear that is well placed. In fact, over time your requirements will 
almost certaintly change as your business grows and new market opportunities come 
your way. By using the 5 steps in this guide, you can make sure your investments in 
technology are focused on needs that make sense in the near term, while ensuring your 
organisation stays flexible enough to adapt to longer term changes.

Start with the same process that we went through in Part 1 of this guide, but narrow 
your focus to simply digitising your field data collection using free tools, and then roll 
out and implement the solution using the steps in this guide. As you begin to collect 
the data digitally, use other free tools, like Excel or Google Sheets, to build out every 
single report you need and use in your daily operations. It is a lot of work to compile the 
reports and set up everything, but after six to twelve months you will have incredible 
clarity into your requirements for a full system (or determine you don’t need one!). 
What's more, your data will be organised, and you will be well positioned to implement 
a longer term solution using the steps from Part 2. Every single partner we work with 
begins their journey of digitisation following this process.

Remember! Just like any other part of business, things 

won't always go perfectly! But by using our 5 steps, you 

can always create a clear and risk-free path that lets you 

move forward toward digitisation.
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Contact us to learn more about 
AgDevCo’s work and approach

AgDevCo’s Smallholder Development Unit (SDU), with the support 
of the Mastercard Foundation and UK aid, supports rural agricultural 
enterprises to develop equitable schemes to boost productivity and 
incomes for smallholder farmers in Zambia, Mozambique, Malawi, 
Tanzania, Uganda, Ghana, Senegal and Sierra Leone. 
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