
The right stuff
A story of progress towards systemic change in crop protection

PRISMA’s stories of 
systemic change

Why crop protection?
Rice and maize are integral to the daily lives of all 
Indonesians. The farmers who grow maize and rice are 
usually smallholders, many of whom are subsistence 
farmers. 

In the agricultural “hierarchy of needs’’, crop protection 
falls behind seed, water, and fertiliser. Because of the 
low priority, crop protection is usually the first input that 
farmers compromise if they experience prolonged stress 
on their finances.

The problem is, of course, that rice and maize are prone 
to pests and disease, so applying crop protection 
products is essential. One of the significant factors 
impacting the efficacy of crop protection products is 
incorrect use – the wrong dosage, the wrong product, 
the wrong timing, the wrong application, for example, 
even though 86 percent of rice farmers in East and 
Central Java use crop protection products, 72 percent 

are still experiencing harvest loss because of pests and 
disease. Likewise, 54 percent of farmers in maize are 
utilising crop protection products, but half of these are 
still losing their crops to pests and disease. The primary 
factor contributing to this harvest loss is incorrect use.

In 2019, PRISMA decided to address crop protection as 
a cross-cutting function in the maize and rice sectors. 
PRISMA determined that encouraging the private 
sector to make available safer products and embedding 
information and extension services with the products 
as part of their marketing strategy could improve sales 
for the companies. This marketing strategy would also 
improve crop productivity for the farmers, resulting in 
return customers. PRISMA was particularly interested in 
convincing the private sector of the commercial benefit 
of promoting safer products and embedding information 
on how to apply the products correctly.

It’s not rocket science – but changing mindsets 
takes time
Most agri-input companies in Indonesia and around the 
world use a sales only approach to their marketing. The 
companies set sales targets for distributors and agents 

with a focus on quantity, not quality. The downside of 
this approach is that sales agents focus on making the 
sale and are not concerned about whom they sell to 



and what problems the farmers may be facing. PRISMA 
research has found this approach tends to encourage 
inappropriate use of products. The sales approach has 
a short-term benefit of high initial sales but a long-term 
disadvantage to the company and farmers as pests 
become resistant to the product due to incorrect use.

In late 2019 and early 2020, PRISMA partnered with 
three crop protection companies, FMC and UPL, 
both multinational companies, and Agricon, a national 
company, after convincing them to try the new marketing 
approach. Getting companies to listen to the new 
business model was difficult because most think the 
educational marketing approach is not cost-effective. 
The farmer education approach takes more time and 
resources than the sales approach. The steps to ensure 
that Agricon, UPL, and FMC changed the way they 
did business was through evidence. PRISMA used the 

results of extensive market research on farmer behaviour 
and showed the companies the long-term commercial 
benefit of building trust with the farmer community and 
then leveraging that trust over time. 

In 2021, PRISMA developed a further partnership with 
MKD focusing on green label crop protection specifically 
for the maize sector. 

PRISMA supported the companies in various 
marketing approaches for smallholder farmers. The 
methods included farmer field days, farmer meetings, 
demonstration plots, leaflets, and specialised clinics held 
at input kiosks. PRISMA supported the companies in 
building their capacity by co-funding training modules 
for staff and agronomists on what to communicate with 
farmers and how.  

Houston, we have a problem
However, just as the strategy gained traction, COVID-19 
hit, and the GOI instigated widespread movement 
restrictions. The policies prevented crop protection 
companies from going to the field to hold events with 
farmers. PRISMA supported the partners to pivot to 
online marketing, which had not been successful before 
COVID-19. PRISMA worked with partners to develop 
and implement digital marketing strategies, firstly by 
researching the most effective channels and then by 
supporting partners to analyse the impact of digital 
marketing on sales. PRISMA’s crop protection partners 
adopted the farmer education approach, providing 
information on dosage and application, as well as 
traditional sales content. The online approach helped the 

partners reach their customers during the restrictions on 
movement. 

Following the success of the online approach, five other 
companies, Syngenta, Bayer, BASF, Advansia, and 
Nufarm, automatically crowded in and started providing 
educational material online to farmers on the correct use 
of crop protection products. All these companies have 
retained their online educational broadcasting post-
COVID-19. This expansion by PRISMA partners and the 
crowding-in by competitors are encouraging signs that 
PRISMA’s strategy to encourage an education approach 
has been successful, demonstrating progress towards 
systemic change.

Evidence of success
While COVID-19 slowed the strategy, there is already 
good evidence of success. Impact assessments have 
shown that correctly applying crop protection products 
has resulted in rice farmers reducing their harvest 
loss from pests and disease from 35.4 percent to 
22.5 percent. This reduction has led to a 21.9 percent 
increase in crop productivity from 4.17 tonnes per 
hectare to 5 tonnes per hectare. 

Ibu Umiyati, a women farmer from Bojonegoro, was 
happy to tell PRISMA staff that her rice production had 
increased from 0.9 tonnes to 1.1 tonnes for her quarter 
hectare plot of land. She said it was more than her 
neighbours, who were not using FMC products and had 
not been taught how to use them properly.

To date, 110,266 farmers have experienced an IDR 
5,263,606 (approximately AUD 526) increase in income 
due to the correct application of crop protection 
products.

• Agricon is now funding and undertaking its market 
research as part of its core business, showing a firm 
adoption and adaption of the approach. Agricon has 

also restructured the organisation and changed its 
staff KPIs to reflect the educational approach.

• UPL filled a long-time vacant position for a National 
Marketing Manager and is expanding the focus 
from a business-to-business (B2B) to a business-to-
consumer (B2C) company, clearly showing that the 
approach is now part of its core business. 

• FMC has expanded the practice beyond the 
PRISMA target areas and adopted it as their national 
marketing strategy. 

• With PRISMA’s support, FMC has shifted its position 
and determined that moving to safer products is 
commercially viable. As such, they divested one 
of their hazardous insecticides, and more than 50 
percent of its sales are now coming from green 
labels and plant health products.

All these factors indicate firm buy-in by PRISMA partners 
and a likelihood that the farmer education marketing 
approach will likely be sustainable.



The hard stuff
The next step in the crop protection story is to reach 
scale. As crop protection is a new sector in PRISMA, 
there is limited time remaining to reach the tipping point 
that would guarantee wholesale market adoption of the 
farmer education approach (refer to Figure 2). PRISMA 
will continue working with current partners to encourage 
them to expand the approach nationally. As farmers’ 

awareness of the benefit of safer crop protection 
products and good application practices grows, the 
trickle-down effect will impact more and more farmers, 
but this will require more time to take root. Meanwhile, 
PRISMA will focus on engaging more partners and 
implementing strategies to encourage autonomous 
crowding-in during the time remaining.
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The right stuff
Systemic change of crop protection

Rice and maize are 
integral crops
in Indonesia and are prone to pests and 
disease. 

Farmers lose harvests 
due to  
the incorrect use of crop protection products 
– wrong dose, wrong product, wrong timing. 

PRISMA partnered with 
3 companies    
to try a new business model with farmers’ 
education on dosage and application as well 
as safer products.

5 companies have now 
crowded in    
following the successful adoption of the 
farmer education approach by PRISMA 
partners. 

Farmer education can 
improve sales   
together with safer products, according to 
PRISMA research. 

Safer products and 
correct use can reduce 
harvest loss 
but agri-input companies focus on quantity, 
not farmers’ education in their sales 
strategies.

The next step is to 
reach scale!
PRISMA will continue working with current 
partners to encourage them to expand the 
approach nationally. 

110,266 households 
have increased income 
of approximately AUD 526 as a result of the 
PRISMA intervention, due to the correct 
application of crop protection products.  


