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Executive Summary 
Organic cotton is seen as a way to avoid the negative social and environmental issues associated with 
conventional cotton production. It is the fibre of choice for a growing number of brands and retailers 
transitioning toward a more ethical clothing, textile, and fashion industry. More broadly, the organic 
cotton sector contributes to the adoption of sustainable practices that protect and regenerate soils and 
build crop and farmer resilience. At the same time, organic cotton has remained a niche fabric, facing 
social, environmental, industrial, and political barriers to global mainstreaming. These barriers have been 
evident at the production (farm), market (supply chain), and policy (sectoral) levels. 

The Organic Cotton Accelerator (OCA) was established in 2016 to address the barriers to wider adoption 
of organic cotton. It set out to unite organic cotton brands, retailers, suppliers, farmers, civil society, and 
philanthropy on a common agenda for joint action to improve organic cotton production and supply. Eight 
founding members, including Laudes Foundation and other influential industry actors, launched OCA with 
the intent to improve organic cotton production and supply and to bolster the integrity of the sector. 

OCA’s work has focused on two programmes. With the Farm Programme, OCA aims to create a secure 
market and provide fair prices for farmers, while delivering transparency from the start of the supply 
chain. With the Seed and Innovation (SI) Programme, OCA provides joint investments through its 
contributing members in seed integrity and supply, research, supply chain traceability, training and 
capacity building, and industry standards to create the enabling conditions for organic cotton to thrive. 
Its work is consolidated through the OCA platform, which provides a forum for learning and exchange 
between its members. 

Since 2016, OCA has undergone three phases, each associated with a Laudes Foundation grant. This 
evaluation assesses the design and implementation of OCA, as well its intended outcomes under the Phase 
2 (2018–2020) and Phase 3 (2020–2023) grant agreements with Laudes. In addition, using systems analysis 
reliant on mixed methods, the evaluation assesses OCA’s contributions to systems change in the organic 
cotton industry. True to its learning focus, the evaluation provides lessons and recommendations to 
inform the ongoing initiative. 

The evaluation used the Laudes Foundation Evaluation Rubric System as a framework of analysis and 
scoring, choosing rubrics based on their relevance to the OCA initiative. The choice of rubrics, along with 
baseline and current ratings (which span from harmful through to thrivable) are summarised in Table 2.1 
and then subsequently discussed. 
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Table 1.1 Summary of Rubrics Ratings 

 

Process-related aspects (A rubrics)  

OCA has established a robust organisation and programme design that is trained, as determined by its 
founders, on key constraints in the organic cotton sector. Through its complementary Farm and SI 
programmes, OCA fills a niche role as an operationally focused “problem-solver”. The implementation of 
its programmes demonstrates delivery that is deliberate, inclusive, enabling, and capacity-enhancing. This 
is evident in OCA’s use of evidence-based approaches that are innovative and solutions-oriented, and that 
consider local complexities and the input of its stakeholders. The initiative has built robust governance 



   iii 

© UNIVERSALIA 

and financial management to support its work. It has strong leadership and a competent and well-
balanced team, and it mobilises action based on a strategic plan. A few weaknesses remain, notably with 
its monitoring and evaluation (M&E) system coverage and its data collection methodologies. OCA also has 
room to improve its communications effectiveness and data sharing to better convey the organisation’s 
purpose and the impact of its work. 

Early and later changes (B rubrics)  

Programmatically, OCA has made noteworthy progress in building momentum for change in what was 
largely a broken system in 2016. In a short time, OCA’s signature direct-to-farm sourcing model has gained 
strength, producing evidence of its viability through increasing brand buy-in and growing numbers of 
farmers. 

The Farm Programme has experienced exponential growth in the number of farmer participants, including 
58,000 certified organic farmers and 21,000 in-conversion farmers, covering a third of organic cotton 
farmers in India, as of 2021.1 The number of participating brands has similarly increased from four to ten 
between 2017 and 2022, including a few large and influential brands. OCA also has garnered interest in 
the model through its provision of guaranteed premiums for farmers and a stable supply of organic cotton 
for brands. 

OCA’s SI Programme has provided training and support services for farmers, while aiming to address two 
constraints in the sector: non-GM (genetically modified) seed availability and supply chain integrity. Some 
progress has been made through OCA’s capacity building work, support for non-GM seed research, and 
the development of guidelines for managing GM contamination. Progress to ensure adequate seed 
availability for farmers and a traceable supply chain remains nascent. 

With the launch of a parallel grant-based funding mechanism OCA is leading the development of a loan-
based financing model. It aims to be able to sustainably support key aspects of the supply chain, such as 
premium payments, support services, and training to farmers, as well as conversion from conventional to 
organic cotton. 

OCA’s greatest success is in creating processes that have been shifting mindsets in the sector. As a 
platform, OCA has established itself in the sustainable fashion space as a credible industry meeting place 
for key stakeholders. Its platform has grown and diversified its membership, from eight founding 
members to 31 members in 2021, which includes brands, suppliers, and civil society organisations (CSOs), 
who are increasingly paying attention to environmental and social equity issues affecting the organic 
cotton sector. OCA intends to increase representation of farmers on the platform to ensure greater 
inclusivity. While OCA remains small for a Multi-Stakeholder Initiative, its recent governance and 
operations enhancements have set it up for future growth and influence in the sector. 

2025 outcomes (C rubrics)  

OCA’s efforts to date signal a systems-change trajectory. At this stage, it is early in the journey toward full 
systems change for organic cotton. After four seasonal cycles of producing organic cotton using the direct-
to-farm business model, scaling up is now underway in India, while scaling out globally is advancing with 
expansion planning in Pakistan. Within the industry, OCA’s impact remains modest. While a strong market 
demand for organic cotton exists, it is hampered by the same supply-side constraints that have 
preoccupied OCA so far: seed availability, farmer capacity, financing, and supply chain integrity. OCA has 
contributed to an accumulation of demonstrable farming approaches to support livelihoods and nurture 
the environment, but these enabling supports to farmers need to be reinforced and their quality 

 
1 OCA (2021). OCA Farm Programme Impact Report 20/21. 
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improved. OCA has demonstrated leadership and commitment to a farmer-focused approach that is 
supported by a small group of lead brands. However, there is much room to grow, both in its programming 
and its platform presence, to have greater influence and impact in the sector. 

On the matter of philanthropy, the evaluation finds that Laudes Foundation support has been 
instrumental to the systems change now underway in the organic cotton sector. As its role in priming OCA 
draws to conclusion, and OCA engages sector stakeholders in scaling up and scaling out its Farm and SI 
programmes, the availability of philanthropic, commercial, and institutional capital will be an important 
determinant of the magnitude and pace of change in the organic cotton industry. 
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Acronyms 
ASA Action for Social Advancement 

CAP Corrective Action Plan 

CSO Civil Society Organisation 

ERS Evaluation Rubric System 

FiBL Research Institute for Organic Agriculture 

FIIS Farm Intelligence and Impact System 

FPO Farmer Producer Organisation 

GM Genetically Modified 

GMO Genetically Modified Organism 

GNC Governance and Nominations Committee 

GOTS Global Organic Textile Standard 

HR Human Resources 

IC Investment Committee 

IP Implementing Partner 

ISO/IWA International Organisation for Standardisation International Workshop Agreement 

KII Key Informant Interview 

KPI Key Performance Indicator 

M&E Monitoring and Evaluation 

MSI Multi-Stakeholder Initiative 

MT Metric Tonnes 

NGO Nongovernmental Organisation 

OCA Organic Cotton Accelerator 

OFCS Organic and Fairtrade Cotton Secretariat 

OCF Organic Cotton Fund 

OCS Organic Cotton Standard 

PIR Performance Improvement Report 

ROC Regenerative Organic Certified 

SDG Sustainable Development Goals 

SGF  Seeding the Green Future  

SI Seed and Innovation Programme 

ToC Theory of Change 

ToR Terms of Reference 

UFA Utilisation-Focused Approach 

US United States 

WWF World Wildlife Fund 
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Terminology 

Farmer-centric 

A farmer-centric approach puts the needs and issues of farmers first in both 
the design and implementation of programmes and activities; it also ensures 
farmer representation in organisational governance and decision-making. 

Farmer-focused 
A farmer-focused organisation, programme, or set of activities primarily 
targets farmers or address farmer-related issues. 

Farmer Producer 
Organisation (FPO) 

In India, an FPO is a legal entity formed by a collective or association of 
farmers. It is made of primary producers who form a company, a cooperative 
society, or any other legal form that shares costs and benefits among its 
members. To be considered an FPO, farmers must be shareholders of the 
organisation.2 

Supply chain actor 

Supply chain actors (aka suppliers) are all those that participate in the organic 
cotton supply chain, including buyers, traders, ginners or spinners, and 
manufacturers. In theory, farmers, FPOs, and retailers and brands are also 
part of the supply chain, however, this evaluation excludes from this category, 
and focuses on the actors in the middle of the supply chain. 

Implementing partner 

An implementing partner (IP), in the OCA context, is either a lower-level 
supply chain actor (such as ginners or spinners) or a nongovernmental 
organisation that works directly with farmers and FPOs. IPs provide training 
and support to farmers and FPOs and receive the premiums from the sale of 
organic cotton, which are then passed on to the farmers and FPOs. 

 

 
2 National Bank for Agriculture and Rural Development (2015). Farmer Producer Organisations. Frequently Asked 
Questions, Mumbai. Available at: 
https://www.nabard.org/demo/auth/writereaddata/File/FARMER%20PRODUCER%20ORGANISATIONS.pdf; 
Government of India, Ministry of Agriculture (2013). Policy and Process Guidelines for Farmer Producer 
Organisations. Available at: 
https://www.mofpi.gov.in/sites/default/files/fpo_policy_process_guidelines_1_april_2013.pdf.  

https://www.nabard.org/demo/auth/writereaddata/File/FARMER%20PRODUCER%20ORGANISATIONS.pdf
https://www.mofpi.gov.in/sites/default/files/fpo_policy_process_guidelines_1_april_2013.pdf
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1. Introduction 

1.1 Overview of the industry 

Cotton sector overview  

Cotton is a major nonfood crop grown worldwide and the second most important fibre (after polyester) 
by volume, accounting for 23% of the fibre market in 2019/20.3 Conventional cotton production is 
considered environmentally unsustainable due to its dependence on agrochemicals (especially pesticides, 
many of which are highly or extremely hazardous), widespread use of pesticide-resistant genetically 
modified (GM) Bt cotton, high water consumption, use of monoculture systems, and the conversion of 
natural habitats to agricultural use. A 2018 report by the Pesticide Action Network4 indicated that in small-
scale cotton production systems in India, farmers commonly use large quantities of hazardous pesticides. 
Use of these chemicals has been linked to detrimental environmental, ecological, and economic impacts 
such as reduced soil fertility, increased pesticide resistance, and decreased farmer resilience and incomes, 
as well as negative impacts on farmers’ health. 

Organic cotton as a way forward  

Organic cotton is seen as a way to address the negative environmental and social impact of conventional 
cotton. Organic cotton uses a range of farming systems, including those that are low input, regenerative, 
and ecologically sustainable.5 The 2020 Organic Cotton Market Report states that farming organically with 
multi-cropping systems can unlock agronomic, environmental, and economic benefits.6 As such, the 
organic cotton sector is important for enhancing adoption of sustainable practices to protect and 
regenerate soils and to build crop and farmer resilience. 

While organic cotton has shown noteworthy growth in recent years, it accounts for a modest share of all 
cotton produced, at 0.95% in 2019/20.7 Most organic cotton (97%) is produced in just seven countries, 
with India making up 51%.8 Production volume in India increased by 43% in 2018/19 compared to previous 
years, and the sector is expected to continue growing over the next few years by 12 to 24% annually.9 
Such growth is not without challenges, however, including assurance of delivery, keeping up with demand, 
climate change, and others. 

 
3 Textile Exchange (2020). 2020 Preferred Fibre and Materials Market Report, https://textileexchange.org/2020-
preferred-fiber-and-materials-market-report-pfmr-released-2/.  
4 Pesticide Action Network UK (2018). A Review of Pesticide Use in Global Cotton Production, http://www.pan-
uk.org/cottons_chemical_addiction_updated/.  
5 Mageshwaran, V; Stankar, V; Shukla, SK; and Kairon, MS (2019). Current Status of Organic Cotton Production in 
India. Indian Farming 69(02): 09–14, 
https://www.researchgate.net/publication/333045887_Current_status_of_organic_cotton_production_in_India.  
6 Textile exchange (2020). Organic Cotton Market Report 2020. 
7 Textile Exchange (2021). Organic Cotton Market Report 2021, p. 27–29.  
8 The others are China (17%), Kyrgyzstan (10%), Turkey (10%), Tajikistan (5%), Tanzania (2%), and the United States 
(2%). Textile Exchange (2021). Organic Cotton Market Report 2021. 
9 Ibid., p. 66. 

https://textileexchange.org/2020-preferred-fiber-and-materials-market-report-pfmr-released-2/
https://textileexchange.org/2020-preferred-fiber-and-materials-market-report-pfmr-released-2/
http://www.pan-uk.org/cottons_chemical_addiction_updated/
http://www.pan-uk.org/cottons_chemical_addiction_updated/
https://www.researchgate.net/publication/333045887_Current_status_of_organic_cotton_production_in_India
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Certification regime of organic cotton and industry trends  

An assurance delivery system in organic cotton has three parts: production and chain of custody 
standards, audits, and accreditation and certification.10 

Standards are applied to both production and chain of custody. While production standards are typically 
defined by national laws, global standards also exist. The Global Organic Textile Standard (GOTS) and the 
Organic Cotton Standard (OCS) both provide chain of custody assurance and are used to verify the 
presence of organic content in purchased products. In India, two organic certification systems are 
prevalent: a decentralised organic farming certification system (the Participatory Guarantee Scheme) and 
an industry-driven system (the National Programme for Organic Production). The latter is facilitated by 
the Ministry of Commerce and Industry and provides about 70% of all organic certifications in India. 

There are positive movements underway in the organic cotton industry due to growing demand for 
organic, and brands aligning sourcing practices with the Sustainable Development Goals (SDGs), the 2025 
Sustainable Cotton Challenge, and the German Partnership for Sustainable Textiles.11 The increasing role 
of brands and retailers is evident in the 40% growth of OCS and 34% of GOTS certified facilities between 
2016 and 2020. Increasingly, sourcing in-conversion cotton (produced by farmers who are in the process 
of getting certified) is gaining ground among brands and retailers as a strategy to increase the supply of 
organic cotton. Advocates of the organic cotton movement argue that brands have a key role in expanding 
organic cotton production and supply. 

Threats to the organic cotton industry  

Today, a large differential exists between supply and demand, with demand outstripping supply, which 
may mean farmers are getting better prices for organic cotton. Supply-side threats are likely to further 
affect the supply of organic cotton, including US sanctions on imports of cotton from China12 and fraud in 
India resulting in certain companies being banned by GOTS and Textile Exchange (OCS).13 

The risks and impacts of climate change (on sustainable water supply, for example) are expected to be 
felt in countervailing ways: as a driver for growth of the organic movement and as a constraint on cotton 
production and farmer livelihoods. Many areas where cotton is grown are vulnerable to climate change, 
crop damage or loss, and disruption to livelihoods along the supply chain.14 Cognisant that conventional 
cotton practices exacerbate climate change, the Textile Exchange 2030 Strategy15 calls for a 45% reduction 
in carbon dioxide emissions from textile fibre and materials production by 2030. However, the extent to 
which this strategy is being implemented is not clear. 

Continuing challenges in the organic cotton sector  

Other challenges of note to the sector occur at production (farm), markets (supply chain), and policy 
(sectoral) levels. 

Production or farm level: Accelerated growth of the sector hinges on the creation of farmer incentives to 
adopt organic practices. Farmers face major challenges in cotton production, including crop pests and 

 
10 OCA report (2016). It’s all in the garment: developing a scalable assurance delivery system for organic cotton. 
11 Textile Exchange (2021). Organic Cotton Market Report 2021. 
12 Due to concerns over the alleged widespread use of forced labour in China’s Xinjiang Uygur Autonomous Region. 
13 Textile Exchange (2021). Organic Cotton Market Report 2021. 
14 Willis Towers Watson (2021). Half of all cotton growing regions face severe climate risks by 2040 if carbon 
emissions continue to soar, https://www.willistowerswatson.com/en-CA/News/2021/06/half-of-all-cotton-
growing-regions-face-severe-climate-risks-by-2040-if-carbon-emissions-continue-to.  
15 Textile Exchange (2021). Preferred Fibre and Materials Market Report. 

https://www.willistowerswatson.com/en-CA/News/2021/06/half-of-all-cotton-growing-regions-face-severe-climate-risks-by-2040-if-carbon-emissions-continue-to
https://www.willistowerswatson.com/en-CA/News/2021/06/half-of-all-cotton-growing-regions-face-severe-climate-risks-by-2040-if-carbon-emissions-continue-to
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diseases, and poor access to services (inputs, finance, markets). Further, climate change is affecting yields 
and the resilience of farmers who grow cotton, particularly in arid and semi-arid regions. Moreover, 
farmers rely heavily on credit from commission agents and input dealers, who can be an impediment to 
organic cotton as they tend to promote the use of agrochemicals.16 A higher workload, due to the work 
intensity of organic farming practices, may also be a disincentive and have a negative impact on farmers, 
especially on women.17 Achieving exponential growth in organic cotton production is very difficult given 
the challenges of growing cotton organically (in relation to seeds, inputs, rains, trading relationships, 
consistency of adoption, pricing, and supplier integrity, for example). 

In the face of such challenges, a business case must demonstrate the desirability and viability for farmers 
starting or continuing their organic journey. The case must be strong enough so that “dropouts” are 
minimised. It would have to show a means of providing fair premium prices, high-quality non-GM seeds, 
biological inputs, and access to finance. 

Markets or supply chain level: Cotton supply chains worldwide are fragmented due to the large number 
of actors, especially at lower levels of the supply chain (India alone has 4,000 ginning mills).18 If organic 
cotton is to expand, incentives are needed to encourage participation among low-level supply chain actors 
not currently involved in organics. Such incentives need to support the streamlining of supply chains as 
well as building accountability, honesty, and transparency in the system. For systemic change, certified 
and in-transition organic cotton actors also need to be clearly mapped to ensure product traceability. 
Strong assurance mechanisms (such as third-party verification) and robust supply chain integration will 
be increasingly important as the organic cotton sector expands. Overall, full knowledge of the supply chain 
is essential to demonstrate a link between the sustainable sourcing policy and practice of corporations 
and verified sustainability improvements in the supply chain.19 

Policy or sectoral level: Some policy shifts toward organic production have been underway in recent years, 
but movement has been slow in developing the business case for organic cotton, mobilising the supply 
chain, and creating the right conditions for organic production with market-level uptake. Further, policy 
directions and sectoral support will be required to address the growing movement toward whole farming 
systems,20 including promotion of biological inputs and seeds and a shift away from subsidies on synthetic 
fertilisers and agrochemicals. 

 
16 One survey found 40.3% of farm households are in debt in India, with net savings being negative. NSSO (2019). 
All India Debt & Investment Survey – 2019, http://mospi.nic.in/sites/default/files/publication_reports/Report no. 
588-AIDIS-77Rm-Sept.pdf.  
17 Altenbuchner, Vogal, and Larcher (2017). Effects of organic farming on the empowerment of women: A case study 
on the perception of female farmers in Odisha, India. Women’s Studies International Forum, 64, pp. 28–33, 
https://www.sciencedirect.com/science/article/abs/pii/S0277539517301206.  
18 Patil, PG, and Arude, VG (n.d.). Recent Advances in Cotton Ginning Technology in India, 
https://www.icac.org/Content/SEEPDocuments/PdfFiles93cd3183_8866_4c10_95e6_8cb25d4a3c96/PGPatil_India
-(1).pdf.  
19 EJF (2009). Somebody Knows Where Your Cotton Comes From: Unravelling the Supply Chain. Environmental 
Justice Foundation, https://ejfoundation.org/resources/downloads/track_and_trace_web.pdf.  
20 Both organic certification and Regenerative Organic Certified (ROC) are whole farm system certification schemes, 
that are not crop-specific. ROC puts additional emphasis on promoting regenerative practices to organic and it 
includes aspects related to social standards and animal welfare. In terms of market linkages both organic certified 
and ROC offer the same opportunities. 

http://mospi.nic.in/sites/default/files/publication_reports/Report%20no.%20588-AIDIS-77Rm-Sept.pdf
http://mospi.nic.in/sites/default/files/publication_reports/Report%20no.%20588-AIDIS-77Rm-Sept.pdf
https://www.sciencedirect.com/science/article/abs/pii/S0277539517301206
https://www.icac.org/Content/SEEPDocuments/PdfFiles93cd3183_8866_4c10_95e6_8cb25d4a3c96/PGPatil_India-(1).pdf
https://www.icac.org/Content/SEEPDocuments/PdfFiles93cd3183_8866_4c10_95e6_8cb25d4a3c96/PGPatil_India-(1).pdf
https://ejfoundation.org/resources/downloads/track_and_trace_web.pdf
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1.2 The Organic Cotton Accelerator 

The Organic Cotton Accelerator (OCA), a multi-stakeholder organisation, is acutely aware of the promise, 
progress, and challenges of the organic cotton sector and fully dedicated to improving the sector and 
scaling production of organic cotton and its impact at the farm level. To achieve that mission, OCA unites 
and welcomes all stakeholders from the sector, from brands and retailers, suppliers and farm groups, to 
civil society organisations (CSOs) and donors, on a common agenda to take joint action. 

That action takes place through OCA’s programmes, which focus on two things: 

1) Improving farmer profitability and prosperity through the Farm Programme, with which OCA 
aims to create a secure market and better prices for farmers, and to deliver transparency from 
the base of the supply chain for participating brands and retailers. 

2) Bolstering the integrity of the organic cotton sector through the joint investments of OCA 
contributors (platform members) in seed, research, and industry standards, to create the 
conditions for a healthy and enduring sector. 

The creation of OCA by a lead group of retailers and brands and nonprofit groups was predicated on the 
need to address the challenges and constraints of the sector. The founding partners, which included 
Laudes Foundation, recognised the need for a common, collective approach to addressing systemic 
challenges in the sector by: 

▪ Developing a clear business case for organic cotton farming; 

▪ Addressing the critical shortage of quality, non-GM organic seeds that perform well under low input 
organic farming conditions; 

▪ Addressing serious integrity issues that are hindering the sector’s reputation and growth; and 

▪ Fixing a fragmented sector that has had no central vision or steering organisation setting and 
implementing a sectoral agenda. 

OCA was incubated in 2016, following preliminary discussions at the first Organic Cotton Round Table 
(OCRT) in Istanbul, Turkey, in 2013. Laudes Foundation (then known as C&A Foundation), was a key 
supporter of OCA’s initial development, with this role evolving as more players have become involved and 
OCA has developed into a free-standing organisation. Since inception, OCA has undergone three phases: 
a prototype phase (2016/17), piloting phase (2018/20), and the current fit for purpose phase (2020/23). 

OCA’s programming focuses on the largest organic cotton producing country, India, with a commitment 
to reach about 79,000 organic cotton farmers across six Indian states by 2022.21 It also has plans to expand 
to other cotton producing countries, with Pakistan and Turkey prioritised for future geographic expansion. 

 
21 OCA’s programming currently (up to 2021) covers five states: Gujarat, Madhya Pradesh, Maharashtra, Odisha, and 
Rajasthan, with aims to expand to Andhra Pradesh. Farm Programme Impact Report 2020/21, p. 23. 
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2. Evaluation Methodology 

2.1 Objectives 

In 2021–2022, Laudes Foundation commissioned an external Interim Evaluation of the OCA initiative, of 
which this is the final report. This evaluation sought to assess the progress and impact of OCA. It examined 
the extent to which the initiative’s design and implementation have contributed to its ability to realise 
intended outcomes as set out in the Phase 2 and Phase 3 grant agreements. It has assessed OCA’s 
contribution to systems change in the organic cotton sector, primarily in India, and with consideration for 
scaling OCA’s work much beyond. The evaluation has also had a learning focus, providing lessons and 
recommendations for the ongoing initiative. Informed by the Terms of Reference (see Appendix IX ), this 
evaluation’s objectives were as follows: 

a. Results Achievement – To review the strategy, approach, and design implemented by OCA in 
achieving or progressing toward outcomes; 

b. Learning for Continuous Improvement – To assess factors (in design and implementation) that 
have contributed to, or impeded, achievement of outcomes; 

c. Implementation and Fit for Purpose – To examine the quality of the design and implementation 
of the initiative, the preconditions, and levers used by the initiative in achieving intended 
outcomes as well as the impact, sustainability, and scalability of OCA; and 

d. Strategic Choices – To distil actionable and strategic recommendations and lessons from the 
findings. 

A detailed description of the evaluation methodology is in Appendix III the next section provides an 
overview. 

2.2 Design 

Universalia designed the evaluation to be consistent with the Laudes Foundation Evaluation Rubric System 
(ERS). The foundation is transitioning its portfolio of pre-ERS grant recipients to greater use of the rubrics 
in planning and reporting. With funded initiatives like OCA, Laudes Foundation is shifting from reliance on 
logical frameworks (logframes) and Key Performance Indicators (KPIs) to a rubric template that 
emphasises the contribution of initiatives to systems change. 

The ERS addresses four dimensions of inquiry: 

• A – Process-related aspects of grant support: these rubrics focus on the outputs of an initiative, 
including initiative design, implementation, monitoring and adaptation, communication and 
learning, and organisation and network capacity; 

• B – Early and later changes: these rubrics examine the short-term outcomes that are within the 
sphere of influence of an initiative, while also linking these outcomes to systems change; 

• C – 2025 Outcomes: these rubrics focus on the medium-term outcomes and the contributions of 
an initiative to systems change; and 
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• D – 2030 impacts, which relate to long-term, sustained systems change toward which Laudes 
Foundation’s overall portfolio is contributing. 

The evaluation is guided by rubrics A–C and will not touch on the fourth dimension of inquiry. The ERS 
provides a framework for measuring what “early and later” changes look like among foundation 
investments using standard criteria and a five-point rating scale, as shown in Figure 2.1. For B and C 
rubrics, the evaluation also provides the baseline rating and the direction of change. 

Figure 2.1 Rubrics Rating System22 

 

During the inception phase of this mandate, the evaluation team consulted with OCA and Laudes 
Foundation to recast OCA grant outcomes (from the logframe) to be aligned with the most relevant 
rubrics. These rubrics were used to structure an evaluation matrix (Appendix IV ). Table 2.1 shows the 
criteria from the ERS that the evaluation team used to assess OCA. 

 
22 Laudes Foundation (2021). Measurement and Learning Approach, 
https://www.laudesfoundation.org/grants/rubrics?locale=en.  

  

 

 

https://www.laudesfoundation.org/grants/rubrics?locale=en
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Table 2.1 Rubrics to be Applied in Assessing Performance23 

PROCESS-RELATED EARLY AND LATER CHANGES 2025 OUTCOMES 

A1. Design 

Initiative design that addresses 
important issues or needs 

A2. Implementation 

Initiative implementation that is 
inclusive, enabling, empowering, and 
capacity-enhancing 

A3. Monitoring and Adaptation 

A monitoring system that informs 
sound adaptative management 

A4. Communication and Learning 

Communication that promotes 
internal and external collective 
learning 

A5. Organisation and network 
capacity 

Organisation that has the capability 
and capacity to deliver on outcomes  

B3. Progressive businesses leading 

Progressive businesses lead the 
change, which encourages others to 
follow and lays the foundation for 
progressive change in policy, the 
financial sector and the real 
economy 

B6. Multi-stakeholder movements 
pressure 

Unstoppable multi-stakeholder 
movements in the sector that are 
influential and creating pressure 

B7. Redefined value 

Businesses and the sector redefining 
value to refocus the system on what 
really matters 

C3. Businesses transforming 

Businesses promote and 
implement bold climate-
positive policies, models, and 
practices that contribute to 
equity and inclusion 

The evaluation matrix and selected rubrics allowed the evaluation team to assess OCA’s overall 
performance and to bring forward insights and learning to guide OCA’s work under the grant from this 
point until grant closure in 2023 and beyond. 

2.3 Data collection 

The evaluation followed a mixed method approach to data collection that featured: 

▪ Document, report, and monitoring data review of all existing documents and data held by OCA and 
Laudes Foundation that were deemed relevant to the evaluation; 

▪ Semi-structured (virtual) interviews with a purposive sampling of key informants who were 
selected with the support of core OCA and Laudes Foundation staff; and 

▪ A survey of OCA partners and affiliates that generated a breadth of responses that complemented 
the more textured qualitative data collected through key informant interviews (KIIs). 

2.4 Analysis and reporting 

Analysis and reporting have been structured according to the ERS. To address the evaluation questions 
and provide ratings, the evaluation team drew on the following forms of inquiry: 

▪ Contribution analysis – on the added value of OCA to the organic cotton sector; 

 
23 Ibid.  
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▪ Contextual and stakeholder analysis – on relevant factors in the larger system within which OCA 
operates; 

▪ Content analysis – on trends and patterns for each criterion of the rubric; 

▪ Institutional and organisational “fit for purpose” analysis – on OCA’s organisational and 
governance functions and perspectives for scalability and sustainability; and 

▪ Cost-effectiveness analysis – on the use of resources (including Laudes Foundation grant resources) 
that support OCA. 

2.5 Limitations 

The team was constrained in fulfilling this mandate by the following factors: 

▪ All interactions for this evaluation were conducted remotely due to restrictions stemming from the 
COVID-19 pandemic. This eliminated the scope for “incidental” knowledge gathering. 

▪ Engagement with stakeholders did not include individual farmers and FPOs. The evaluation team 
relied on documentation and discussions with implementing partners (IPs) to assess programme 
implementation, limiting the team’s ability to fully assess OCA’s impact at farm level. 

▪ Use of the recently developed rubrics framework generated challenges due to differing 
interpretations of the rubrics themselves and how they should be applied in such an evaluative 
assignment. 

None of these challenges and limitations was deemed significant enough to have compromised evaluation 
findings or the development of conclusions and recommendations. 
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3. Process-Related Aspects 

3.1 OCA design 

This section covers the A1 rubric on initiative design. It assesses the extent to which an initiative addresses 
important issues and needs of a sector to be able to move toward systemic change. For an initiative to be 
considered thrivable, it should: i) have the right mix and intensity of intervention approaches to produce 
systemic impacts; ii) be appropriately resourced, budgeted, and staffed with the right choice of partners; 
and iii) have an innovative and exploratory design that builds on past lessons, strong synergy with adjacent 
initiatives and organisations, and strong alignment with Laudes Foundation 
objectives.24 

Based on this, OCA’s design is conducive and supportive. Its design addresses 
important needs in the sector and is innovative and exploratory in nature. The 
initiative aligns substantially with Laudes’ objectives. Early challenges in 
establishing cooperation among sector actors are abating. In this busy space, 
where there has been potential for overlapping mandates and approaches, there 
is scope for greater collaboration, exchange, and learning between OCA and its 
sector peers. 

Finding 1:  In its design, OCA squarely tackles the challenges and obstacles identified before its 
creation. It does this through its two complementary programmes that are supported 
by a multi-stakeholder platform. OCA’s mandate and approach occupy a niche as an 
operationally focused “problem-solver” for the organic cotton sector. 

Before OCA’s existence, the organic cotton sector had been facing critical challenges. Foremost among 
these were: i) lack of integrity and transparency in the sector that was threatening the credibility of 
organic cotton; ii) limited supply of organic cotton due to a 
lack of adequate resources, support, and incentives for 
farmers to continue growing organic; and iii) fragmentation 
and lack of coordination in the sector that hindered 
sustainable growth in organic cotton. The sector’s issues 
were recognised by key actors, including Laudes Foundation, 
as well as several major brands that faced difficulties in 
meeting demand for organic cotton while facing reputational risks due to integrity issues.25 These actors 
came together to create OCA to address the sector’s challenges. 

OCA’s vision and mission are to “[create] a transparent, responsible and resilient organic cotton supply 
chain that prioritises farmer prosperity and meeting the sector’s shared sustainability goals”.26 It features 
two programmes: 

 
24 Laudes Foundation (2021). Process rubrics, https://www.laudesfoundation.org/grants/rubrics/a. 
25 OCA was spearheaded in 2013 by key brands, Eileen Fisher, C&A, H&M, and Kering, as well as C&A Foundation, 
Textile Exchange, and CottonConnect. Dorsey, S. (2016). The Race to Accelerate Global Organic Cotton Production, 
https://www.triplepundit.com/story/2016/race-accelerate-global-organic-cotton-production/57201. 
26 OCA (2021). Strategy Roadmap: Accelerating the Organic Cotton Effect, p. 5. 

“When OCA was conceived, the writing on 
the wall was clear. For those of us 
committed to organic, we got a sense that if 
trends continue, organic cotton would have 
been a thing of the past.” – OCA Board 

 

https://www.laudesfoundation.org/grants/rubrics/a
https://www.triplepundit.com/story/2016/race-accelerate-global-organic-cotton-production/57201
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1. The Farm Programme is the central pillar of OCA’s mandate. It offers a direct-sourcing model that 
connects brands to farmers and builds a business case for farmers and brands to participate in an 
organic supply chain. Most notably, it aims to put farmers’ needs at the centre by guaranteeing a 
premium price for organic cotton and a secure market.27 

2. The Seed and Innovation (SI) Programme addresses several enabling conditions required for 
organic cotton to thrive, notably on seed quality and access for farmers, as well as other types of 
support for farmers, such as training. The programme also tackles supply chain integrity issues 
through its Traceability Pilot Project and its efforts to enhance the testing and screening of 
genetically modified organisms (GMOs). 

In addition to these programmes, OCA has made early progress in developing a financing mechanism, the 
Organic Cotton Fund (OCF), to fill known financing gaps faced by farmers and supply chain actors. 

By design, each component of OCA’s programmes is complementary. The Farm Programme is a 
centrepiece, and both the SI Programme and the envisioned OCF are to enable the Farm Programme by 
addressing the constraints and challenges that exist in the sector. OCA’s programming is supported by the 
OCA platform, a multi-stakeholder initiative (MSI) convening sector actors. The platform is meant to serve 
as a forum for exchange and learning, uniting the sector around a common agenda and shared vision for 
organic cotton. OCA’s approach is designed to be innovative and exploratory, which is evident in its 
“scoping-testing-learning-adaptation” approach (see Section 3.2). Overall, OCA’s design responds well to 
sector needs and to what OCA aims to accomplish (see Figure ii.1 in Appendix II). 

OCA is one of multiple actors (organisations, networks) operating in the organic cotton industry with 
points of intersection at operational and strategic levels. These actors have diverse mandates. Some are 
centred on sustainable cotton while others concentrate on organic cotton specifically, and still others are 
more broadly focused on organics. Some actors are active at the level of the supply chain while others are 
more sector or strategy focused in their orientation. OCA, as a more recent entrant to the sector, has had 
to find its niche. In practice, OCA is the only organisation working exclusively on organic cotton, and it 
operates on a larger scale taking on wider industry issues that are not necessarily addressed by other 
organisations. 

The OCA platform has distinguished itself for its operational and problem-solving stance on production 
and supply chain matters, and as a contributor (platform member) from this “ground-level” vantage point 
to entities like the OCRT (and its regional affiliates) that are positioned more as the convenors of the sector 
on strategy. OCA has made it a practice to partner with actors involved in the sector. For instance, OCA 
worked in partnership with other actors in the creation of GMO guidelines for organic cottonseed, and 
some actors have now engaged in the Farm Programme as IPs. As observed by key informants, in this 
complex environment, there is continuous scope for OCA and peer organisations to seek opportunities 
for learning, exchange, and collaboration, and there remain instances where relationships could be 
explored or strengthened. 

A remaining challenge with regard to OCA’s design is the extent to which it can be considered farmer-
centric versus brand-centric. By design, OCA’s mission has been farmer-focused from the beginning, with 
an emphasis on farmer livelihoods. Yet, OCA was designed and conceived by brands and industry actors 
to address challenges with the supply and integrity of organic cotton and, in a bid to establish a business 

 
27 The Farm Programme features tailored engagement with brands and affiliated supply chain actors that have direct 
access to farmers. The engagement centres on the creation of annual farm sourcing agreements specifying organic 
cotton volume, quality, and price. Critical here is the commitment by brands to pay a premium, and by IPs to pass 
that on to their farmers, to deliver extension services that support production on the farm, to exercise internal 
controls and organic certification, and, at the time of offtake, to deliver the product into the brand’s supply chain. 
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case for organic cotton, operations have been geared significantly toward brand needs. Evidence of this 
is in OCA’s initial efforts on traceability and its continuing focus on GMO testing, both of which are critical 
to the supply chain but yield limited immediate benefits to farmers. As the business case for organic cotton 
has become clearer, so too has OCA’s design commitment to farmers in programming, monitoring and 
adaptation, and in governance, as discussed in subsequent sections. 

Finding 2:  OCA’s design is substantially aligned with Laudes’ mission and vision. In particular, it 
speaks to the industry and ecosystem building element of the foundation’s Sustainable 
Cotton Programme Strategy that was in play during the granting period. 

Laudes Foundation has had significant involvement and influence on OCA since its 2016 inception. The 
foundation is a founding partner (as C&A Foundation) and it has been, by far, the initiative’s most 
significant donor. While Laudes’ funding and influence has diminished as the platform has matured, the 
foundation remains highly relevant to OCA’s work. 

All three grant agreements were in place before C&A Foundation’s re-launch as Laudes Foundation in 
2020. As such, the grants are referenced to C&A Foundation’s Sustainable Cotton Programme Strategy. 
At the time, the foundation’s concern with cotton as a key raw material used in the textile sector was on 
its production, which generates a heavy social and environmental burden. At the time, less than 20% of 
cotton lint grown globally came from sustainable sources. Moreover, farmers were unsupported and tied 
into a complex supply chain with a poor record of sector alignment and coordination.28 

The Sustainable Cotton Programme Strategy stressed mainstreaming sustainable cotton by attending to 
farmer capacity building, industry and ecosystem building, and policy advocacy.29 OCA’s design, as an 
intervention for industry, aligned most closely with the industry and ecosystem building element of the 
strategy, with some coverage of the farmer capacity building element. 

Alignment with Laudes Foundation’s new five-year strategy remains substantial. The 2025 strategy 
includes three sectors of intervention,30 of which its interventions under the fashion sector are the most 
relevant to OCA’s work. While complete alignment is not intended or expected, Table 3.1 shows the 
extent to which OCA’s design aligns to the six interventions under fashion. 

 
28 C&A Foundation (n.d.). Sustainable Cotton Programme Strategy Document. 
29 Ibid. 
30 1-Finance and capital markets, 2-Fashion, and 3-Built environments. Laudes Foundation (2021). Our 2025 Strategy, 
https://www.laudesfoundation.org/what-we-do/our-strategy. 

https://www.laudesfoundation.org/what-we-do/our-strategy
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Table 3.1 Alignment between Laudes Foundation Strategy and OCA Design 

AREAS OF INTERVENTION UNDER FASHION EXTENT TO WHICH OCA’S PROGRAMMING ALIGNS 

Ensuring a just transition, including social 
protection for workers 

Not applicable. OCA’s work currently does not cover social 
protection, but labour rights is an area of future interest.31 

Promoting incentives for accountability, 
including transparency and regulatory 
mechanisms 

Alignment. OCA aims to address integrity and transparency in 
organic cotton and building accountability of brands toward 
farmers.  

Promoting collective action, the agency of 
workers and communities, and the 
organisations that support them 

Not applicable. While this area of intervention speaks 
specifically to labour rights, which does not apply to OCA’s work, 
as an MSI, OCA promotes collective action by bringing together 
diverse organisations. It also promotes the agency of farmers 
and farmer organisations through its work.  

Enabling legislation to incentivise next 
generation and circular materials 

Not applicable. This area of intervention refers primarily to non-
cotton fibres. While OCA’s current work does not cover 
legislative issues, it aims to develop partnerships in this area in 
the future.32 

Accelerating investments into next 
generation and circular materials 

Alignment. Organic cotton is considered a sustainable material 
of choice and OCA’s main objective is to accelerate investments 
to scale up its production. 

Transitioning business models to landscape 
approaches, creating more income security 
for farmers, and enabling climate-positive 
practices 

Alignment. OCA’s approach aims to change business practices 
among retailers and supply chain actors in the way that cotton is 
procured to ensure fair prices and market security for farmers. 

3.2 OCA implementation 

The discussion under this rubric considers implementation, on the extent to which OCA activities have 
been delivered with efficiency, thoroughness, professionalism, good ethics, cultural appropriateness, 
inclusion, and consistency with relevant legal and professional standards. For an initiative to be 
considered thrivable, it should be delivered with the above characteristics and in ways that play to the 
strengths of Laudes and its partners. It should also use clear and effective strategies, including innovative 
and exploratory approaches, where appropriate. 

Based on this, OCA’s implementation is rated conducive and supportive. OCA’s 
programme implementation shows the attributes of good delivery using a 
deliberate, inclusive, enabling, and capacity-enhancing approach. It demonstrates 
a solutions-oriented focus, and a commitment to using evidence. Regarding these 
attributes, some vulnerabilities are evident as it navigates the more complex 
interactions among OCA stakeholders. Implementation has been efficient and in 
line with the planning as set out in Laudes’ grant agreements. 

 
31 OCA 2030 Strategy; KIIs. 
32 Ibid. 
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Finding 3:  A deliberate, inclusive, and enabling approach features strongly in OCA’s 
implementation. Activities are suited to the complexities of its mission by virtue of 
focusing more on “discovery” and “solutions” than being prescriptive, and by being 
evidence-based. Instances observed where implementation is misaligned with its 
approach serve more as opportunities to refine than to rethink. 

Efficiency through continuity and focus 

In implementation, OCA demonstrates a continuity of intent and programming focus across the three 
phases of OCA’s development. In the lead up to OCA’s prototyping phase (2016/17), a case was built for 
the development of a global platform to accelerate organic cotton production.33 The case introduces four 
workstreams: two focused on programming to address constraints related to organic cotton supply and 
demand, one stream addressing organisational aspects (governance and operations) to support the 
programming workstreams, and a fourth focused on convening and strategy development. Since 2018, 
OCA’s programming focus has remained consistent with this approach. 

In 2020, OCA used multiple task forces to review implementation related to the direct-to-farm sourcing 
model, seed availability, and traceability. Participants in these task forces, both contributors and external 
stakeholders, brought additional information and insight into the discourse with an intent to inform the 
scaling up of OCA’s work. This resulted in each task force offering a combination of strategic and process 
recommendations to support the development of OCA’s 2030 Strategy.34 

Thoroughness and integration  

In implementation, the workstreams described above combine in mutually reinforcing ways and with a 
sensitivity to stakeholder roles and boundaries. 

Under the Farm Programme, OCA team members consult with participating brand and IP sourcing teams. 
They reinforce orientations already given with tools and guidelines to support GMO testing, farm-level 
monitoring, and on-farm training. Where necessary, staff suggest brand-supplier matching options based 
on fibre needs and volumes. Brands and IPs are supported with costing templates to support negotiations. 
When the brand and supplier are ready to negotiate, the OCA staff person(s) steps out of the discussion. 
The Farmer Commitment Agreement, once signed, sets out commitments for OCA, the brand or retailer, 
and the IP. 

The SI Programme works around the edges of the Farm Programme, addressing long standing constraints 
in the sector.35 Distinct initiatives address issues related to seed availability, GMO testing, traceability, and 
farmer capacity building, therein strengthening the farmer business case that underpins the Farm 
Programme. At the same time, the Farm Programme reciprocates as a test bed for SI Programme 
deliverables as part of scaling these within the organic cotton sector. In so doing, it gives seed producers 
market access. 

Relevant to both the Farm and SI programmes as well as the sector, the OCF is being developed to create 
a fund structure that supports farmer training in organic agriculture and provide working capital to 
address financing gaps at the farmer end of the supply chain. Its development is emerging through 
feasibility studies, demonstration pilots, as well as a strategy, business plan, and eventual launch. In the 

 
33 The case was comprised of an OCA strategy, farmer business case, and identification of interventions necessary to 
address known sector constraints. (NewForesight Consulting (2015). Proposal to Laudes Foundation.) 
34 OCA’s Global Organic Cottonseed Task Force Summary Report, FED Task Force Recommendations Report, and the 
Strategic Recommendations from OCA’s Textile Traceability Task Force. 
35 See Section 4.3 for more details on the SI Programme. 
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first quarter of 2022, a funding component of the OCF was being launched to support the 2022/23 season, 
while a financing component was under development (discussed in Sections 4.2 and 5.1). 

Reinforcing the programmes described above, the self-governed OCA platform provides opportunities for 
agenda setting, learning and exchange, problem-solving, and industry-level influencing. With support 
from the Secretariat, it convenes stakeholders in workshops and contributor meetings. Platform members 
(known as contributors) engage formally and informally, in large and small configurations on such topics 
as agronomy, industry trends, OCA strategy, and OCA programming issues as they emerge. 

Affiliate organisations, with mission-relevant roles, engage with OCA as partners. As a standard practice, 
OCA uses Memoranda of Understanding (MoUs) to clarify shared intent, roles, and accountabilities. In 
some instances, these are accompanied with guidelines to help parties communicate consistently about 
the subject matter. 

An innovative and exploratory approach  

On multiple levels, OCA adopts a “scoping-testing-learning-adaptation” approach in implementation. For 
example, the direct-to-farm business model grew from four pilot farm initiatives (2016) to 20 fully fledged 
farm projects (2021). Templates and team readiness to support parties to the farm sourcing agreements 
were enhanced with each iteration.36 To address seed issues, the Seeding the Green Future (SGF) project 
has used a farmer-focused participatory research and training approach in running trials of organic seed 
cultivars and testing seed applications for different soil and climate conditions. 

The diversity of actors among IPs provides additional grist for testing and learning about OCA’s direct-to-
farm sourcing model as it matures. Among the IPs are supply chain enterprises operating at various scales 
and degrees of vertical integration. It can be expected that the type of IP and how it engages with farmers 
will influence the extent to which the farmer business case can be demonstrated. It also can be expected 
that the type of farmer engagement model will influence how the integrity of organic cotton is being 
ensured. In the same vein, the inclusion of a diversity of actors among brands, including larger and smaller 
brands with their differing supply chain configurations, has enriched opportunities to test and learn about 
OCA’s business model. 

An inclusive and inquisitive approach  

OCA’s values-ethics orientation favours inclusion and inquisitiveness over narrow thinking and 
competition. Across the board, interviewed stakeholders spoke of OCA’s open and engaging style and its 
interest in finding “common ground” or “constructive solutions” over the practice of differentiating itself 
and organic cotton within the wider cotton community. Examples include OCA’s interest in engaging 
across the spectrum of sustainable cotton standards in the development of a common impact 
measurement framework, and in the search for traceability solutions; and OCA’s preference for 
constructive engagement for continuous improvement with value chain IPs where farm data reveals 
nonconformity with Farm Programme expectations or certification standards.37 

While enabling, inclusive, and empowering overall, in specific instances OCA’s orchestration of 
stakeholder engagement deviates from the pattern. These instances, uncovered through interviews, 
underscore the complexity of OCA’s supply chain ecosystem and the onus on OCA to approach 

 
36 For example, to address the current spike in market prices for organic cotton, OCA partners have converged 
around the introduction of a Market Variable Premium to sit atop of the standard organic cotton premium. This 
measure is to address the opportunity cost of IPs selling cotton committed under sourcing agreements on the open 
market. 
37 Cotton 2040 website, KIIs. 
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relationships with intentionality. They may also point to areas of vulnerability in the OCA ecosystem where 
heightened attention is warranted. 

The first instance pertains to OCA’s tailored engagement with brand sourcing contacts in the lead up to 
obtaining a Farm Commitment Agreement. Accounts described brand confusion linked to the tasks of 
interpreting pricing and costing data and, in some instances, obtaining an optimal IP match for volumes 
and quality, all within the restrictive period of the cotton season.38 Several factors converge to make this 
a delicate moment for the OCA programme team and the brands and IPs involved, including the novelty 
(for some brands) of engaging directly this deeply in the supply chain; the draw on resources that such 
engagement requires of smaller brand procurement teams; the steadfast positioning of OCA as a “broker” 
without direct engagement in the negotiations between brands and IPs; and the continuing task of 
establishing mutually acceptable protocols between brands and IPs for setting premium amounts.39 The 
difficulties associated with this interaction offer an important multi-stakeholder learning and trust-
building opportunity for the parties involved. 

The second instance pertains to OCA’s entrance into new regions and countries. Here, accounts described 
uncoordinated communication from OCA to prospective or new partners in an expansion country and 
lingering uncertainty on the process for convening and engaging at the country level. Toward the latter 
part of 2020, several stakeholder organisations in this country approached OCA for programme support. 
This expression of interest led OCA to commission a market study and to communicate the possibility of 
expansion pending a positive recommendation. Such a recommendation was made at the beginning of 
2022. In anticipation of this first venture beyond its launch country, OCA developed a “blueprint” with a 
sequence of pre-expansion activities that, once initiated, will encompass stakeholder mapping and 
engagement.40 Whether communication with country stakeholders in the initial steps of exploration 
adequately conveyed OCA’s intent and process warrants attention considering the feedback received. 

Finding 4:  Philanthropy in general, and Laudes Foundation in particular, have been decisive in 
OCA’s implementation, providing financial latitude and a base of relevant experience 
on which to build. Most of what has been planned in Laudes grant agreements has been 
implemented. And, while having latitude to spend, the Secretariat has operated within 
its means with a clear understanding of this time-limited opportunity to build self-
reliance as an MSI. 

A mix of programmatic and core support funding by Laudes Foundation has been integral to OCA 
implementation. This, along with other philanthropic contributions, has allowed OCA to develop its direct-
to-farm business model and enabling supports. 

Funds have been used across all major programming components and to support the development of OCA 
governance and operations. In large part, activities funded by Laudes Foundation have been completed 
as planned, as shown in the summary table of indicators (Appendix VI). Three budget lines in the Phase 2 
grant (representing about 20% of the contract) were unspent toward the close of the contract. These were 
reallocated with justification related to changing assumptions, sequencing issues, and best use of 

 
38 Regarding the first concern, three brand/retailer informants indicated a measure of confusion or expectation for 
greater support developing the Farm Commitment Agreement. Most of these agreements are linked to brands 
engaging in direct-to-farm purchasing for the first time, though a broader range of brands indicated a lack of clarity 
in the messaging around the direct-to-farm model. Key informants acknowledge the learning and improved clarity 
that comes with experience (KIIs). 
39 Standardising programme implementation has been one of two focus areas for the FED (Farm Programme) Task 
Force that issued recommendations in June 2020 to inform the development of the Global 2020 Strategy.  
40 OCA (2021). OCA 2030 Strategy, p. 39; correspondence with key informants. 
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resources, through an amendment letter.41 In the Phase 3 grant, activities related to OCF development 
have shifted in character and timing (see Section 4.2 for more). 

Work planning occurs within a budgetary framework that is set at the beginning of each year. So far, 
spending has kept within these parameters. OCA describes itself as a “frugal” organisation, accustomed 
to making cost-benefit choices. Financial statements show a growth trend in accumulated reserves. Staff 
growth most often emerges from workload pressures as OCA grows. A cost-benefit calculus is customarily 
applied to determine whether these pressures should best be addressed through hiring, using consultant 
resources, or by drawing on in-kind supports. Similarly, when more immediate or specialised needs arise 
requiring consultant input, the same calculus is used to analyse the cost-effectiveness of candidate 
solutions. In communications planning, OCA is seeking efficiencies through its communications 
technologies and strategies. Here the calculus revolves around best utilisation or coverage for cost. 

3.3 Monitoring and adaptation 

This section covers the A3 rubric on monitoring and adaptive management. The rubric provides a basis for 
assessing whether the initiative is well monitored and considers the relevance and utility of data, 
reporting, and the use of monitoring findings for learning, reflection, and adaptive management. 

On this rubric OCA is rated partly conducive. OCA’s monitoring and evaluation 
(M&E) system uses a mix of evidence from diverse sources that cover more than 
minimum compliance requirements. There is some straining of resources as the 
Farm Programme grows and the scope of the data sought widens, but this is not 
excessive, and it is being addressed. So far, data collection and reporting have been 
tailored more to the needs of brands and to a lesser extent IPs, with the intention 
to improve usefulness for farmers. Finally, there is evidence of good learning and 
adaptive management within OCA’s monitoring practices. Limitations relate to data 
quality and timeliness, data specificity across different user groups, and the use of M&E insights for 
decision-making. There are also untapped opportunities to broaden M&E system coverage to include 
institutional and platform aspects of OCA’s work more fully. 

Finding 5:  OCA’s M&E system has been integral to the success of its Farm Programme, where the 
function is critical to ensuring buy-in from actors, especially brands. The M&E system 
has had to keep up with significant growth in the organisation and its operations as OCA 
strives to stay relevant and useful to the various actors involved. OCA demonstrates 
good adaptive management overall through its use of continuous learning and 
improvement. The application of M&E beyond the Farm Programme is less well 
developed. 

OCA’s M&E system has been well developed for the Farm Programme, a central pillar of OCA’s work. 
Hence this section focuses on its use in that programme.42 

 
41 Reallocated budget lines were the Traceabilty System (post-2018 pilot activities), the Farm Group Guide, and the 
Global Farm Index amounting to EUR 227,000. These funds were reallocated toward the Seeding the Green Future 
Project, OCA new brand and website design, the M&E system, and for OCA Secretariat staffing. (Laudes Letter of 
Amendment 27 March 2020, Grant Reference No. GR-067218.) 
42 The SI Programme is implemented primarily by FiBL, which conducts M&E on that programme and provides two 
annual reports to OCA (at mid-year and end-of-year). 
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OCA’s M&E guidelines outline four key purposes of its M&E system: i) Performance measurement 
(assessing the results of the Farm Programme); ii) Enhancing transparency and credibility within the Farm 
Programme; iii) Communicating results; and iv) Continuous improvement and learning.43 The system is 
intended to be results-oriented and includes elements of learning. The guidelines also present a Theory 
of Change (ToC) and measurement framework with a list of indicators for tracking progress at each level 
of result.44 (The utility of the ToC for OCA as an MSI is discussed under Finding 6. An overview of the 
structure of OCA’s M&E system is provided in Additional Notes in Appendix II.) 

Data collection occurs at both the farm and IP levels. Data is both self-reported by IPs and obtained 
through third-party validators who conduct annual independent data collection and analysis. This dual 
approach reinforces the credibility of the data collected by IPs and provides opportunities to supplement 
the data used in their reporting. Both sources of data feed into OCA’s reporting system, which consists of 
several levels of reporting necessitated by OCA’s strict data sharing protocol. To ensure confidentiality, 
OCA takes care to protect the privacy of individual farmers, IPs, and brands. 

OCA has three levels of reporting related to users and their needs: 1) for Secretariat and IPs only; 2) for 
Secretariat, IPs, and associated brands; and 3) for all OCA contributors and external stakeholders. 

Level 1 consists of direct reporting to IPs through the Performance Improvement Report (PIR), which 
provides direct feedback to IPs based on OCA and third-party validator information. IPs are required to 
develop a Corrective Action Plan (CAP) in response. The PIR is not meant to be punitive; rather, it is to 
encourage continuous learning and improvement from IPs. 
Appendix V examines a sample of PIRs and shows the types of 
recommendations suggested by third-party verifiers and the 
corrective actions taken, demonstrating follow-through by IPs. 
Some IP stakeholders interviewed questioned the verification 
process and the usefulness of the data generated as it did not 
always provide new insights, good practices, or process 
improvement information for them or for farmers, while one IP 
appreciated the feedback from the PIRs. 

At Level 2, OCA provides individual project reports for each 
participating brand. The farm project report incorporates 
information from the PIR and CAP, as well as aggregate and 
anonymised data on participating farmers. Farm project reports are tailored to each brand, and brands 
can request additional data to serve their needs.45 

Finally, at Level 3, OCA produces the annual Farm Programme report, which provides only anonymised 
and aggregate data for all farm projects and offers a general high-level overview of the programme. 

OCA’s M&E system has been in a continuous state of improvement and refinement over the years, and 
this continues. The original purpose of the M&E system was to ensure proof-of-concept for the Farm 
Programme. During the initial stages of development, the onus was on OCA to demonstrate the extent to 

 
43 OCA (2020). Monitoring and Evaluation Guidelines Version 2.2. 
44 There are 44 indicators, which include both output and outcome indicators, as well as general and contextual 
indicators (such as agriculture landholding size, cotton market price, and farmer annual income). 
45 Brands involved in the Farm Programme also have direct communication with their IPs and do not solely rely on 
OCA data. As one brand noted: “We get an annual report from OCA, which is where we get our data and stories. But 
we also have monthly calls with our suppliers so we get regular updates directly from them […] We’ve had cases 
where numbers from our suppliers differed from OCA reports, but we will just go and speak to our suppliers to 
understand [the discrepancies].”  

“Brands want a lot of evidence […] 
OCA is trying to please brands and 
contributors. At some point, I do see 
this as a challenge. More focus is 
needed on farmers. The verification 
should be more farmer-centric. It 
takes time to collect [this data]. They 
do give us a report, but it is not 
something we don’t know already.” 
– OCA supply chain partner 
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which the direct-to-farm model works, to build trust in the system, and to ensure buy-in from OCA’s three 
key stakeholder groups: brands, suppliers, and farmers. The initiative has mostly succeeded in this regard. 
The M&E system has facilitated the development of a solid business case, particularly for brands, giving 
them a reason to continue involvement in OCA’s systems-change enterprise. 

Brands have been the primary users of OCA’s M&E system and most indicators and data are aimed toward 
brand needs (for example, volumetric data, costing data, and GMO testing data, as well as farmer stories). 
Indeed, the way it is set up, the M&E system caters more to the data requirements of brands than it does 
to those of other actors.46 While IPs receive direct feedback (through PIRs), the usefulness of the M&E 
system to IPs, FPOs, and farmers has been limited. OCA acknowledges early brand buy-in as critical to 
shaping the development of its M&E functions. The OCA team has stated an intention to better support 
the data needs of ground-level actors, in particular farmers. Attention to the development of social and 
environmental farm-level data features prominently in its 2030 Strategy. 

Administratively, the M&E system is facing increased 
pressure, as OCA reaches more farmers. While brands 
generally are satisfied with the data and farmer stories 
they get from OCA, some noted that the data is not 
always received soon enough to allow for corrective 
action.47 At least seven stakeholders (ranging from OCA 
staff, brands, board members, and externals) 
acknowledged that there are methodological issues to 
overcome to improve the timeliness and quality of the 
data produced. For instance, growth in the Farm 
Programme has put a strain on third-party validators to 

keep up with increasing sample sizes of farmer and control group subjects.48 This has affected the quality 
of data being collected.49 As OCA begins to focus on the collection of socioeconomic and environmental 
data, additional time, resources, and effort will be required. OCA is aware of this pressure on the M&E 
function and is taking remedial action. For instance, OCA is hiring an additional company as third-party 
validator to meet the demands of an expanding programme. Since late 2021, OCA has assigned an existing 
staff member to a new M&E manager role and hired an M&E officer. 

Under its 2030 Strategy, the organisation has committed to build a more robust data system with 
attention to improving the collection of farm-level data, revising validation methods to ensure best 
practices, running trials of innovations in data collection and verification, and strengthening reporting for 
stakeholders, including the general public.50 OCA staff acknowledge the need for more timely reporting 
and data collection that better supports farm-level decision-making and helps to profile socioeconomic 
and environmental farming conditions on a regional scale. In this vein, OCA has been an active participant 

 
46 Four stakeholders (including IPs, donors, and OCA staff) expressed this. 
47 This was particularly noted by brands with regard to GMO presence in cotton, which is reported in the farm project 
report. As it currently stands, these reports arrive too late for brands to adjust (KIIs). 
48 OCA determines the sample size investigated yearly by third-party validators, and requires assessment of a 
minimum of 10% of farmers, covering all projects. When comparing across years, significant growth is evident, with 
197 OCA farmers (10% coverage from 4 farm projects) and 36 control farmers assessed during the 2017/18 season 
to 4,589 farmers (37% coverage from 15 farm projects) and 54 controls assessed in 2019/20.  
49 A comparison of PIRs over the years shows that initial PIRs provided much more granular detail about observations, 
findings, and recommendations; later PIRs provide less detailed information, primarily providing recommendations 
and fewer observations and findings. 
50 OCA currently does not share data with the public, except very high-level information in its Annual Reports. See 
Section 3.4. 

“[Brands] don’t care about agronomy data. 
That’s not what drives them, but this can be 
used by farmers. Our reports haven’t been sharp 
enough yet to cater to farmers. We are now 
hiring a new data person to help us produce 
reports that can help farmers, for example in 
the use of seed variety as well as other 
agricultural data to help with farmer production 
and sharing best practices.” – OCA staff 
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in the Cotton 2040 Impacts Alignment Working Group,51 a collaboration with other sustainable cotton 
standards to build a more consistent array of farm-level data. From this initiative, OCA intends to integrate 
indicators on soil, water, climate, gender, and child labour. 

A few additional gaps remain in OCA’s M&E approach, for instance conducting longitudinal assessments 
at farmer, FPO, and IP levels that would be sensitive to incremental and transformative change. Although 
OCA has four years’ worth of data, third-party validators have only sampled farmers across projects, 
providing a snapshot view. While this is convenient, it does not allow for tracking a panel of farmers across 
multiple years of growing or transitioning toward organic cotton. Another gap relates to the lack of 
comparative analyses across projects, implementing models, and farming systems that could inform 
learning. 

Finding 6:  Monitoring and adaptive management has focused on the programme dimensions of 
OCA with appropriate links to OCA’s strategic priorities for organic cotton. Variables 
tracking the functioning of the OCA platform itself are mostly pitched at the output level 
and are insufficient to understand the platform’s contribution to impact. 

OCA has in place indicators, targets, and collection methods with which to track its marketing and 
communications deliverables and its platform growth and fundraising, but the focus of its monitoring 
practice has been its Farm Programme (and its SI Programme to a lesser degree).52 As already noted, the 
use of Farm and SI programming data has been integral to the success of the business model to the extent 
that it verifies the distribution of premiums to farmers, informs continuous improvement within the 
supply chain, and builds a body of knowledge on impact to help drive systems change in the sector. 

The methods employed to collect farm data and the use to which it can be put continue to evolve as the 
Farm and SI programmes mature and as OCA extends its reach in the sector. Looking to the future, the 
2030 Strategy identifies data management gaps associated with its newly minted strategies as well as a 
sequence of remedial steps pertaining to data and analytics competencies, data architecture and 
technology, and data organisation and governance.53 Impetus to widen and advance the use of farm data 
is also evident in board discussions. 

Observations of OCA’s ToC, which is contained in the 2030 Strategy (see Figure ii.3 and Figure ii.4, as well 
as the accompanying discussion in Appendix II ) indicate the presence of a solid framework for tracking 
OCA’s overall progress in enabling desired changes at farm level. However, the results pathways described 
fall short of what is needed to understand institution and platform performance (for example, industry 
influence) and contribution to sector outcomes, to test the value propositions for brands, retailers, and 
suppliers in OCA’s reform efforts, or to set out and measure against specific stakeholder commitments in 
relation to the mission of OCA.54 

 
51 The Cotton 2040 platform brings together key stakeholders in the sustainable cotton sector to accelerate progress 
and maximise impact, with the Working Group specifically aimed at aligning sustainability impact indicators and 
metrics. The platform is supported by Laudes Foundation, Forum for the Future, and the Delta Project. (OCA Annual 
Report, 2020; Forum for the Future. Cotton 2040: Aligning Sustainability Impact Metrics, 
www.forumforthefuture.org/cotton-2040-aligning-sustainability-impact-metrics). 
52 The SI Programme constitutes multiple projects with different reporting requirements. The SGF project, for 
instance, is managed by FiBL, which provides OCA with an annual report on its work. OCA’s tracking of GMO 
contamination is collected and reported by third-party validators. KPIs exist for other aspects of the programme. 
53 OCA (2021). p. 72–79. 
54 Regarding commitments, at this stage in OCA’s development, these are largely a matter between OCA Secretariat 
and the contributor with acknowledgement that there is a landscape of possibilities (and accompanying risks) that 
come with making commitments more transparent. 

http://www.forumforthefuture.org/cotton-2040-aligning-sustainability-impact-metrics
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In keeping with OCA’s farm-focused intent (see Section 4.2), the ToC shows the contribution of and value 
proposition for farmers explicitly and with detail. For other actors associated with the organic cotton 
supply chain these features are assumed and implicit at the activity level. Indicators in the ToC track 
operational variables like stakeholder participation, representation and inclusion, fund development, and 
platform and institutional capacity.55 Less evident are variables that would track and inform the 
institution’s and platform’s contribution to OCA’s system change ambition as described in the 2030 
Strategy. Exploration in this domain would help define OCA as an influencer, a model of multi-stakeholder 
problem-solving, a mediator, and an attractor within a systems-change process. 

3.4 Communication and Learning 

This section reports on the A4 rubric for Communication and Learning, which assesses collective learning 
and communication internal to the organisation and externally. Thus, the section explores 
communications and awareness pertaining to OCA’s vision, activities, and value proposition, and to the 
organic cotton sector at large. It also looks at key products and approaches used by OCA. 

OCA’s current rating for the A4 rubric is partly conducive. OCA’s publicity and other 
external messaging are well aligned and coherent, but their targeting and reach 
have been inconsistent at keeping audiences engaged on the purpose and impacts 
of its work. Internally, OCA’s expanding suite of communications tools and activities 
are generally well received by its contributors, with gaps noted in the way 
knowledge products are tailored for different users, housed, and accessed. Among 
those directly engaged in its mission, OCA embraces and implements well its 
learning and knowledge sharing. OCA’s new Communication Plan, staff team, and 
newly developed tools are responding well to the challenges observed. 

Finding 7:  While contributors see the OCA team as approachable, responsive, and learning-
oriented, its communications have not been consistently effective in conveying OCA's 
purpose and the impacts of its work. Identified challenges are recognised in OCA's 2020 
Communications Plan and 2030 Strategy, and new measures are coming on stream to 
hone OCA communications and help the initiative to engage more directly with distinct 
stakeholder users. 

While adequate overall, OCA’s communication efforts have not been consistently effective in conveying 
the purpose and the impacts of its, work. This is reflected in the differing perceptions actors hold regarding 
OCA’s function and the critique of certain stakeholders around the limited public information available on 
its activities and outcomes. Interview and survey data show an overall understanding among stakeholders 
of the value OCA brings to the organic cotton industry, but differing understandings of OCA’s niche and 
purpose in the sector and continuing perceptions of overlap and competition with other actors (see 
Section 3.1).56 

 
55 These have been integral to the development of OCA operations and governance capacity, as described in Section 
3.5, and are prominent in the design of OCA’s annual Contributor Surveys and consultative processes. Human rights 
and inclusion aspects are addressed in OCA policies. 
56 In the 2020 Contributor Survey results, 92% of respondents strongly or somewhat agreed with the statement: 
“Due to OCA’s communication tools, I understand the value that OCA brings to the organic cotton sector.” 

 

file:///C:/Users/nmartin/Dropbox/OCA%20-%20Laudes%20Foundation%20Evaluation/5.%20Report/3.%20Draft%20Report%20Revision%20-%20Jan%202022/A3-A4%20sections%20revised-ea.docx%23_OCA_Design
file:///C:/Users/nmartin/Dropbox/OCA%20-%20Laudes%20Foundation%20Evaluation/5.%20Report/3.%20Draft%20Report%20Revision%20-%20Jan%202022/A3-A4%20sections%20revised-ea.docx%23_OCA_Design
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Data sharing and communication effectiveness  

OCA is widely seen as an organisation that has been cautious 
about the information it shares. For some stakeholders, this has 
been considered insufficient public transparency on what it has 
achieved or is planning. This approach can be traced to the 
cautious stance historically taken by OCA to protect 
confidentiality in its contributor relationships and to an 
underplaying of its own function in the sector in favour of a 
wider supply chain and sector focus.57 

As described in Section 3.3, OCA has three levels of information sharing. The amount and type of 
information shared is conditioned by the stakeholder type, subject matter interest, and assessment of 
confidentiality requirements. Information shared with all contributors and external stakeholders (such as 
through annual reports) is conveyed at a more abstract, less detailed level. Where provided, data is 
aggregated. For those stakeholders looking to OCA for evidence of impact (benefit to farmers, Farm 
Programme performance across brands and IPs, for example), the information provides high-level 
messaging without providing valuable data. 

The data provided in these reports is too limited to provide a rounded picture of the effectiveness and 
impact of OCA’s work at the farm level. The data used (number of farmers and brands, net farmer income, 
premium payments, among others), while essential, conveys little about the effectiveness of project 
implementation, including information on farmer training, farmer commitment to organic, uptake by in-
conversion farmers, and details on OCA’s seed work. As such, it hampers assessment of gains and 
challenges faced by OCA in its programmes, as well as of the outcomes of the platform. 

In response to requests for increased transparency and public availability of data, OCA has indicated an 
intent to publicly share data that sheds light on the benefits and business case for organic farmers and 
related indicators at the aggregate level. As of early 2022, M&E guidelines and adapted farm impact 
reports are being prepared for publication on the website. 

OCA tools 

OCA uses a range of tools to communicate its activities and share knowledge internally and externally. 
These include bimonthly newsletters, contributor meetings, task force meetings, annual reports, and 
OCA’s annual Organic Cotton Summit.58 Knowledge is also shared through webinars. 

Newer tools developed by OCA include the Claims Guidelines and a Risk Register, to support contributors 
in communicating and making credible claims about their involvement with OCA while also safeguarding 
the credibility of the sector.59 The Risk Register is a set of statements reflecting “OCA’s position on 
challenging topics facing the organic cotton sector, e.g., climate change, water consumption, biodiversity 
and more”.60 

 
57 Key informants mentioned the following factors in relation to its cautious stance: its newness to the sector, 
uneasiness about messaging as if speaking for the sector, and awareness of the communications sensitivities 
required in a multi-stakeholder setting. 
58 Open to contributors and non-contributors, the summit was held in 2018 (Bhopal, India) and 2019 (Nagpur, India), 
but was put on hold for 2020 due to COVID-19 and took place virtually on November 8–9, 2021. 
59 The OCA Claims Guidelines outlines the types of statements that can be made by contributors based on whether 
they are also engaged in the Farm Programme. OCA (2021). OCA Claims Guidelines, p. 18, 20–27. 
60 OCA (2021). Organic Cotton: A Risk Register for OCA Contributors, p. 2. 

“Any information that comes out of 
OCA will sound like [it’s] coming from 
the entire organic cotton sector, so 
[we] need to be careful about what 
we say. We want to be transparent 
but also careful.” – Board 

file:///C:/Users/nmartin/Dropbox/OCA%20-%20Laudes%20Foundation%20Evaluation/5.%20Report/3.%20Draft%20Report%20Revision%20-%20Jan%202022/A3-A4%20sections%20revised-ea.docx%23_Monitoring_and_Adaptation
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The onboarding process for new brands includes slide decks, as well as other documents. OCA’s 2021 
Contributor Onboarding Deck provides a clear introduction to, and overview of OCA with explicit 
reference to contributor engagement and education, as well as the Claims Guidelines and Risk Register. It 
also outlines OCA’s value addition in organic cotton sourcing.61 

The onboarding process has been a source of confusion for brands, with some indicating that the process 
lacks clarity and could be simpler or better tailored to individual brand needs. Brand informants indicated 
that the volume and packaging of information could be refined to show more immediately what they are 
paying for and getting from their involvement, and what the “journey” with OCA looks like. In this regard, 
packaging of information for brand leaders in roles not directly related to sustainability was also 
mentioned. Key informants observed that OCA’s information seemed to be geared to bigger brands. 

Survey responses for the current evaluation show mostly “good” ratings for communications on OCA’s 
Farm and SI programmes and “fair” to “good” ratings on communicating overall progress in the organic 
cotton sector (Figure 3.1).62 The 2020 Contributor Survey results indicate that the OCA Annual Report 2019 
and OCA Farm Programme Report 2019/20 have been the most helpful communication tools.63 
Contributors have voiced interest in having more farmer stories, a centralised information repository, and 
access to a wider range of data. 

Figure 3.1  Perceived Effectiveness of OCA Communication Tools in Keeping Organisations  
Informed on Select Topics (n = 12)64 

 

OCA is currently updating its website, which, once launched, is expected to provide more tailored 
information and resources for contributors, with clear articulation of who OCA is and what it does, 

 
61 Note that the evaluation team has not viewed previous onboarding decks, or the compilation of materials provided 
to contributors during the onboarding process. OCA (2021). OCA Contributor Onboarding Session. 
62 OCA’s 2020 Contributor Survey indicated that contributor meetings, webinars, reporting related to the Farm 
Programme, and OCA’s Annual Reports were all perceived as helpful. Indeed, in the 2020 survey, 88% of contributor 
respondents found the OCA’s communications tools “helpful” or “very helpful”. 
63 OCA (2021). Contributor Survey 2020 Results, p. 11. 
64 Question 9: “OCA employs various communications tools (e.g., website, webinars and other learning events, 
annual reports, and impact studies). How would you rate the effectiveness of these tools in keeping you/your 
organisation informed about OCA’s vision; OCA’s value proposition to the organic cotton sector; OCA’s programmes 
(Farm Programme and Seed and Innovation Programme); Overall progress in the organic cotton sector at large.” 
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including an overview of the OCA platform and programmes. It will also have a contributor portal, 
providing password-protected access to “key collateral”.65 This new tool has potential to enhance 
stakeholder access to important information. 

The new OCA Communications Plan outlines a strategic approach for communications leading to the 
launch of OCA’s 2030 Strategy. The plan speaks to who OCA is trying to reach and how, with an emphasis 
over the year on: 1) educating and engaging contributors;66 2) establishing a reputation “beyond the OCA 
community” through partnerships;67 and 3) leveraging the new network of partners.68 The plan indicates 
the creation of a new brand ID and communications strategy to “consolidate our Contributors’ 
understanding of OCA’s role within the sector”.69 

OCA has expanded its communications team over the years, hiring a brand and communications director 
(2019) and a global communications manager (2020), with plans to hire a fundraising and partnership 
manager.70 

The OCA team itself is recognised as responsive, generous with their time, and open to listening.71 OCA 
reports document the role of the organisation during the COVID-19 pandemic, during which the OCA 
Secretariat hosted “weekly check-ins with Farm Programme brands and Implementing Partners”.72 These 
discussions reportedly fed into OCA’s rapid response planning, and are reflected in articles published on 
OCA’s website.73 They also influenced OCA’s June 2020 Contributor’s Meeting, which became a “webinar 
and panel discussion focused on COVID-19”.74 

Learning role 

Finding 8:  OCA supports knowledge sharing and learning related to the organic cotton sector, 
particularly through its Farm and SI programmes. The potential to expand learning is 
considerable given stakeholder interest in sector developments and the opportunities 
that can be tapped. 

Overall, as described in Sections 3.1 and 3.2, OCA’s design and implementation reflects a learning 
orientation. The initiative routinely exchanges information and seeks feedback from its contributors and 
its partners through larger scale meetings of the OCA platform (Section 4.2), task-oriented working groups 
(Section 3.5), annual Contributor Surveys, as well as through one-on-one or small group conversations. At 

 
65 Laudes Foundation and OCA (2021). Mid-Year Monitoring Report, p. 13. 
66 Through contributor engagement, contributor education, and communication tools, which include the Claims 
Guidelines and Risk Protocol. 
67 This includes development of communication products and other efforts to enhance OCA’s media presence 
(through executive profiling, podcasts, roundtable interviews, webinars) while leveraging the five pillars of purpose, 
programmes, progress, people, and partners. 
68 OCA (2020). OCA Communication Plan: Building a solid foundation to communicate our organic cotton platform, 
p. 4–24. 
69 Ibid., p. 14. 
70 OCA (2020). OCA Annual Report 2019, p. 32; OCA (2021). News from OCA, July 2021 [Newsletter]. 
71 In one example, a brand contributor recalled how the team provided clear insights on developments regarding 
the farmer protests in India in 2020/21. 
72 Laudes Foundation and OCA (2020). End-of-Project Self-Evaluation Report, p. 27. 
73 OCA (2020). Mapping the impact of COVID-19 on the Organic Cotton Sector, 
https://www.organiccottonaccelerator.org/blog/mapping-the-impact-of-covid-19-on-the-organic-cotton-sector; 
OCA (2020). OCA Unites Against COVID-19, https://www.organiccottonaccelerator.org/blog/oca-unites-against-
covid19.  
74 OCA (2020). OCA Annual Report 2020, p. 17. 
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an operational level, the learning orientation is reflected in routine, programme-wide staff learning and 
sharing sessions.75 

Within its programmes, OCA has used data to improve its internal operations (as discussed in Section 3.3). 
While the Farm Programme initially focused on establishing the business case for organic cotton, 
increasingly, it has developed tools and identified best practices to support learning and improvement 
within the sector. The SI Programme has also built-in learning throughout, whether through its piloting 
approach or through its dissemination and outreach activities. Tools to support learning and improvement 
include the following: 

Farm Programme 

▪ The development of an M&E platform to support aggregation and sharing of farm data with 
affiliates and other contributors. 

▪ The M&E guidelines for 2020–22 identify learning opportunities, including collective learning 
sessions with IPs and participating brands “to share the lessons learned from the data, as well as to 
facilitate knowledge exchange and hands-on experiences in the monitoring work”.76 In the 2020/21 
season, online capacity building workshops were held for field teams with knowledge transfer from 
sector experts. Digital tools were also developed to support field staff in conducting farmer 
outreach.77 

Seed and Innovation Programme 

▪ Training and capacity building of farmers through a participatory process that promotes two-way 
learning for IPs and farmers. 

▪ Field monitoring visits that encourage learning and exchange for all programme partners. 

▪ National and international workshops, conferences, symposiums, and webinars that allow for 
learning and dissemination of programme results and challenges to a wider audience.78 

In the survey conducted for this evaluation, 10 out of 11 respondents (90.9%) said that they or their 
organisation had received support from OCA to help them move toward adopting organic cotton or new 
ways of working in the supply chain. For most, the benefits have accrued through knowledge sharing 
activities (formal and informal).79 To lesser degrees, the support has come through the introduction of 
new models and approaches (54.6%), tools (45.5%), and skills (27.3%). 

 
75 In early November 2021, for example, OCA held its third Organic Cotton Summit. This two-day event was a virtual 
gathering of about 250 registrants encompassing brands and retailers, suppliers, standards organisations, and 
philanthropy, among other sector actors. 
76 OCA (2020). Monitoring and Evaluation Guidelines: Farmer Engagement and Development Projects 2021/22 
(version 2.2). 
77 OCA (2021). Farm Programme Impact Report 2020/21.  
78 Examples of this include the National Workshop of Organic Cotton Stakeholders held in India in 2018 for all SGF 
partners, FiBL, Laudes Foundation, and others; International symposium held in Switzerland in 2019, which aimed 
to bring together researchers to foster innovation in agriculture. 
79 One respondent noted that OCA is a great partner for brainstorming and exchange, and another noted the greatest 
benefit has been learning, leading to improvement and interaction with relevant stakeholders. 
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3.5 Organisation and networking 

The discussion under the A5 rubric considers the development of OCA’s organisational and networking 
capacities and assesses whether the initiative has the right knowledge, skills, and capacity to create 
change and deliver on important outcomes. For an initiative to be considered thrivable it should have a 
strong and clear vision, mission, and strategy; strong, credible, and inclusive 
leadership; strong governance that provides excellent fiduciary oversight; a strong 
mix of staff with the required knowledge, skills, and capacities to implement the 
initiative; a very positive and highly inclusive organisational culture; high financial 
stability and very strong fundraising capability; strong capability to assess 
organisational capacity development needs and implement strategies to address 
them; and a strong organisational learning culture demonstrating an openness to 
learning and highly effective use of monitoring and adaptive management.80 

Based on this, OCA’s organisation and networking are rated conducive and supportive. Most of the above 
attributes of a “fit for purpose” organisation are in place. Some gaps remain around the incorporation of 
human rights and climate change drivers into OCA’s governance and strategic management, and in the 
operationalisation of a results monitoring schema for the whole organisation. 

Finding 9:  The organisation has moved beyond an early period of uncertainty about its role, 
relationships, and strategic direction. OCA’s readiness to lead a systems-change 
approach in sustainable cotton has advanced considerably. On governance and in 
operations, there is consolidation with regard to stakeholder ownership and direction, 
skills acquisition and deployment, and critical systems upgrades. More limited progress 
is evident in developing a human rights orientation, in OCA’s overt inclusion of climate 
change concerns, and in its alignment to the Sustainable Development Goals. 

The evolution of OCA’s governance and operations  

OCA’s organisational journey to the present is summarised in Figure 3.2 (see also notes in Appendix II). 

Figure 3.2 OCA Key Organisational Changes, 2016–2021 

 

The diagram describes an organisation in a five-year transition, from a concept to an incubated 
organisational structure to an independent entity. It shows the elaboration of OCA’s governance functions 

 
80 Laudes Foundation (2021). Process Rubrics, https://www.laudesfoundation.org/grants/rubrics/a.  

 

https://www.laudesfoundation.org/grants/rubrics/a
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and the growth of its staffing capability, which has allowed for the development of its programmes and 
operations. OCA’s first Summit in May 2018 was formative for the platform, drawing together a range of 
stakeholders that would subsequently help shape OCA’s new and current governance structure. A 
leadership transition in 2019 was also formative, occurring against a backdrop of organisational 
uncertainty. In the year since the launch of its own Secretariat, OCA had struggled to build team cohesion, 
create a positive and distinct identity in the sector, and bring its growing membership to a sense of shared 
purpose.81 

Over the past two years, addressing stakeholder concerns related to governance, making headway on a 
global strategy, building the staff team, and initiating improvements to key office systems has been a 
focus of attention for the new leadership at OCA. Laudes Foundation grant funds (Phase 2 and 3 grants) 
have been earmarked accordingly, with the intent to help OCA be ready to scale its change ambitions for 
the sector. 

OCA’s board structure has evolved to be compliant with Dutch laws. It is now more attuned to the multi-
stakeholder environment in which OCA operates and better positioned to provide strategic direction. The 
new structure features a Board of Trustees with 11 seats apportioned to represent the different 
stakeholder constituencies of the MSI. Oversight on OCA’s democratic processes is provided by a 
Governance and Nominations Committee (GNC) (see Figure 3.3 and notes in Appendix II). In early 2022, 
OCA was putting the new governance arrangements to work in its first board election. The two governance 
bodies are functioning as intended despite having to operate remotely in response to the COVID-19 
pandemic. Meetings are well facilitated with good documentation, both narrative and financial.82 

OCA’s Articles of Association have been updated as of 2021, and its 2017 Charter has become a fully 
fledged Policy Manual. The new manual includes, for the first time, a Contributor Code of Conduct and 
policies covering conflict of interest,83 the handling of complaints, financial delegation, procurement, and 
the handling of continuity reserves. In addition, Terms of Reference are set out for OCA governance bodies 
and for the chairperson role.84 

 
81 KIIs. 
82 KIIs (Board of Trustees and OCA staff). 
83 The inclusion of a code of conduct and policy to address conflicts of interest and stakeholder grievances aligns 
with what is considered “good practice” in literature examining the development of MSIs. USAID (2019), p. 10; The 
Partnership Initiative (2012), p55; Federal Ministry of Labour and Social Affairs (Germany) (2020), p. 5–6; and MSI 
Integrity (2020), p. 6. 
84 The 2017 Charter set out OCA’s defining statements, summarised its operating context, explained its governance 
structure with roles described, and provided high-level expectation related to reporting and evaluation. The 
document provided a membership structure, budget rules, and guidance related to compliance and dispute 
settlement. Source: OCA’s governance documents (Articles of Association, 2017 Charter, and 2021 Policy Handbook). 
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Figure 3.3 OCA Governance Structure 

The meeting of contributors (centre of the 
diagram in Figure 3.3) has occurred three 
times per year and aims to “provide critical 
input, support and credibility in order to 
advance OCA’s mission and optimise 
impact”.85 

OCA retains the ad hoc task force modality 
and uses it selectively at the request of the 
Secretariat. To date, the mechanism has been 
deployed to generate recommendations 
related to the Farm and SI programmes, 
traceability, and communications to guide the 
formulation of the 2030 Strategy.86 
Otherwise, OCA engages stakeholders 
(members and affiliates) in more informal 

working group settings or consultations. Annually since 2019, OCA has tapped into its base with 
Contributor Surveys to gauge perceptions on the way it undertakes its mandate. 

Progress on vision, mission, and strategy 

OCA’s vision and mission statements have evolved over the years (see Table ii. 2 in Appendix II). While in 
earlier Annual Reports (2016/17), OCA presented its vision, mission, and objectives separately, in its later 
reports (2019/20), OCA’s identity is presented with the narrative of the “Organic Cotton Effect”. The 2030 
strategy further emphasises the “Organic Cotton Effect” and the role of OCA in uniting the sector and the 
impact of investing in OCA. 

The 2030 Strategy, OCA’s first, was approved in 2021. The strategy is shaped around a statement of beliefs 
that anchor the organisation’s intentions squarely with the interests of the organic cotton farmer. It builds 
toward a set of strategic priorities distinguishing between those where OCA leads87 and where OCA 
partners.88 The delineation acknowledges a need to align with its comparative strengths while also 
conveying the organisation’s farmer-focused orientation. Each strategic priority where OCA is leading is 
elaborated with objectives and interventions, and with milestones and strategic targets.89 Stakeholders 
who have reviewed the document find that it reflects well their understanding of what is needed in the 
organic cotton sector, that it is well crafted, and that it sets out a clear path for OCA’s scaling up and 
scaling out.90 Overall, the strategy positions OCA to align the entire range of supply chain actors with the 
programming focus that it has honed over the past five years, but centred on the farm level. 

 
85 OCA (2021). Policy Manual, p. 25. 
86 OCA 2030 Strategy, p. 27. 
87 These include securing farmer’s livelihoods and resilience; prioritising the availability and diversity of good quality 
non-GMO seeds; leading the scalability of organic farming; delivering robust social and environmental farm-level 
data; and driving sector change through a collaborative approach. 
88 These include engaging with policymaking and advocacy; supporting the traceability of organic cotton products; 
and championing organic farming systems development beyond cotton. 
89 Those priority areas where OCA is supporting are also broken down into objectives, OCA interventions, and key 
activities. Ibid., p. 20–29. 
90 Ibid., p. 80–102 (lead strategic priorities) and p. 103–106 (priorities where OCA partners). 
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In a trend and ecosystem analysis at the front of the strategy document, climate change mitigation is 
identified as a recurrent theme warranting attention across “all commitments”. However, in the strategy 
part of the document, the evaluators found the incorporation of climate change mitigation more implicit 
than explicit. There is no one place in the Strategy where OCA describes how the climate crisis bears on 
its choice of strategic priorities and interventions. Climate change impacts (current and projected) were 
not explicitly considered in the list of criteria for choosing OCA’s expansion countries. And, in OCA’s choice 
of strategic priorities, it is not immediately obvious where the entry points are for OCA to engage on and 
respond to the topic. Relatedly, the trend and ecosystem analysis also highlights the relevance of the 
SDGs. Six of the 17 are highlighted. Yet, in the Strategy itself, the SDGs are not mentioned, leaving the 
reader unsure of how OCA intends to align with, report against, or use the SDGs as a point of leverage. 

The lack of an explicit tie-in to climate change and to the SDGs suggests a gap in an otherwise 
comprehensive document and belies the extent to which the organisation is integrating climate change 
factors into programme implementation.91 Key informant commentary (brands and civil society mainly) 
substantiates the findings of the trend and ecosystem analysis that these are increasingly important 
factors bearing on OCA systems-change ambitions. Looking forward, the Cotton 2040 platform’s recent 
release of a global analysis of climate risks to cotton production will be useful to OCA in clarifying its 
strategic orientation in these areas. 92 Indeed, as part of the working group stewarding this work, OCA is 
already apprised of the risks and is incorporating them into its cottonseed breeding programme. 

Secretariat –  staffing and systems 

Since 2018, Secretariat staffing has grown from three to 15 members, distributed between a global office 
in Amsterdam and a country and regional hub in India. There are mixed views on whether the size of the 
staff team is well matched to the demands on the organisation.93 Both OCA and non-OCA stakeholders 
note the full workloads of OCA staff. At the same time, a prevailing worry across the organisation is that 
it not become staff-heavy and bureaucratic, but rather that it embed its work as much as possible through 
partnerships and collaborations. As such, the intent is to maintain a small, nimble team, with growth 
focused on regions. 

The skill sets across the two offices cover the major competencies described in the Strategic Plan.94 The 
replacement of one key team position in India has occurred with minimal loss of momentum. Commentary 
on the calibre of OCA staff is universally positive. Staff members are seen to be approachable, 
knowledgeable, and energetic.95 

In 2019, the role of operations manager was created to relieve that burden from the executive director 
and to put in place more robust systems to manage OCA finances and human resources (HR). On both 
counts, this has been accomplished. On the finance side, the Secretariat’s ability to track and report 
revenues, expenditures, and other financial indicators is more fully developed than before. A formal HR 
system is now in place to support the management of OCA’s growing staffing requirements. 

 
91 Reported by OCA staff.  
92 The Cotton 2040 initiative has launched a website to showcase the release of two studies: “Global Climate Risk 
Assessment for Cotton Production”, and “Physical Climate Risk and Vulnerability Assessment for India” carried out 
by the climate risk specialist, Acclimatise (https://www.acclimatise.uk.com). The site also hosts the interactive tool 
– the Cotton 2040 Climate Risk Explorer, which shows physical climate risk to cotton growing regions globally. The 
site can be accessed at: https://www.acclimatise.uk.com/collaborations/cotton-2040/.  
93 In particular, on whether the team needs growth to scale up, as opposed to staying lean and nimble. 
94 This includes supply chain management, agronomy, development economics, communications and stakeholder 
relations, monitoring and evaluation, project management, and finance. 
95 KIIs (brands, IPs, affiliates, board); evaluation survey of contributors. 

https://www.acclimatise.uk.com/
https://www.acclimatise.uk.com/collaborations/cotton-2040/
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Commentary on OCA’s current set up for institution and platform planning and management is set out in 
Section 3.3. At this stage, OCA’s capacity to manage for results is confined to its programming arenas. 
Output indicators exist for many operational aspects of OCA’s work, but institution and platform 
contributions to the system change results that OCA seeks remain to be mapped and tracked. 

Leadership and organisational culture 

Overall, OCA’s leadership is credited with having been able to refocus OCA and its purpose, and to 
successfully carry it through an organisational consolidation over the past two years.96 The leadership 
qualities in evidence over this period align well with a listing of preferred leadership attributes found in a 
2020 study of MSIs (see notes in Appendix II). Team members feel both part of a whole and supported, 
and credit OCA’s inclusive and engaging leadership for this. Current leadership (that of the executive 
director and programme director, in particular) is described as calm, empathetic, pragmatic, and 
collaborative. In addition, the executive director is valued for having longevity in OCA, and both are valued 
for the relevant technical knowledge they bring to the organisation.97 In considering the skills required of 
OCA’s leadership as the organisation moves from consolidating to scaling, key informants noted the rising 
importance of OCA’s leadership also possessing the capacities to give the organisation a stronger outward 
profile to enhance OCA’s external engagements within the sector. 

Confidence in OCA’s organ isation and networking 

To varying degrees, the above-mentioned developments in OCA governance and operations are evident 
to OCA stakeholders. Citing the current strength of the Secretariat, accumulating programme experience, 
the platform’s democratic development, and the emergence of a strategic roadmap, stakeholder 
feedback indicates a confidence that OCA has mostly or completely achieved a level of readiness to scale 
up and out. In the survey conducted for this evaluation, respondents see, between “to a moderate” and 
“to a major extent”, a governance structure that holds organisational leaders accountable, organisational 
capacities (and team skills) to implement its programmes, and a strategy to guide them. 

Finding 10:  Considerable progress has been made operationally to move OCA toward financial self-
reliance. Contributing factors include the introduction of a workable fee-paying regime, 
an increasing number of contributors to OCA, an expanding Farm Programme that is 
responsive to global demand for organic cotton, and fiscal prudence on the part of 
OCA’s leadership. 

Over the evaluated period, Laudes Foundation has been the single largest donor to OCA. Over three grants 
spanning back to 2016, it has contributed EUR 4.76 million.98 After five years, Laudes Foundation’s 
centrality as a donor appears to be changing. The budget for 2022 shows a decided increase in donor 
funding from non-Laudes sources, bringing Laudes’ share of philanthropy’s contribution down from the 
90% range (2019/21) to just over 70%.99 This change coincides with the launching of OCA’s new funding 
model introduced in Section 4.2 and discussed in Section 5.1. 

Contributor Fees and Farm Commitment Fees have become an increasingly important source of income 
for OCA. Since 2019, those fees have shown increases each year commensurate with the increasing 
number of contributor memberships. Projections for the 2022/23 season show a continuation of this 

 
96 KIIs (brands, staff, board); Contributor Surveys, Evaluation Survey. 
97 The executive director has a background in sustainable market mechanisms, standards, and impact assessment. 
The programme director comes to OCA with a career background in retail including purchasing and sourcing in raw 
materials. 
98 This represents the three Laudes grants totalling less than EUR 300,000 included in Phase 1 as a contribution from 
brands. 
99 Financial data provided by OCA based on audited financial statements and on board-approved budget projections. 
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trend with the addition of new contributors and an increase in volumes of organic and in-conversion 
cotton procured.100 With these income streams now in place, OCA has exceeded expectations regarding 
its ability to cover staffing and operations costs.101 At the same time, OCA financial statements from 2017 
to 2020 combined with data for the current year show that the organisation has accumulated sufficient 
funds to cover organisational costs for one annual cycle.102 

Additional notes in Appendix II describe a third source of revenue designated as leveraged funding. These 
are financial flows generated through the implementation of OCA activities. Principal among these is the 
premium amount paid by brands to farmers as per the Farm Commitment Agreements. Figure 3.4 shows 
the lessening of OCA’s reliance on Laudes Foundation with reference to income and to income combined 
with the value of these leveraged resources. 

Figure 3.4 Laudes Foundation Grant Contribution as a Share of OCA Income (2019–2022)103 

 

 
100 Ibid.  
101 According to the financial data provided to the evaluators, the sum of all income sources – contributor fees, 
donors and supporters, fees for service, and Farmer Commitment Fees – less Laudes Foundation contributions for 
the year represents about 85% of Governance and Operations Expenses in 2020 and is expected to represent closer 
to 100% in 2021.  
102 In August 2020, the Board of Trustees approved a Continuity Reserve Policy setting out the intention (as per Dutch 
law) to build reserves to cover 100% of annual fixed organisational costs. 
103 Financial data provided by OCA is based on audited financial statements and on board-approved budget 
projections. 
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4. Early and Later Changes 

4.1 Progressive businesses leading 

This section covers rubric B3 on progressive businesses and other sector actors leading the change. For 
an initiative to be considered thrivable, there must be evidence of a growing mass of businesses leading 
the change that are well advanced in their adoption of new practices (the direct-to-farm approach) and 
advocating for organic cotton. These businesses should also be recognised as change leaders, while able 
to influence and persuade others.104 Specific expectations on OCA are that, increasingly, brands and 
retailers embed the Farm Programme sourcing model into their operations, and that cotton farmers opt-
in to the Farm Programme in increasing numbers. 

The baseline rating was harmful as few brands were directly sourcing cotton in 2016. Brands still had a 
transactional mindset and were less willing to commit to buying cotton upfront and to the costs that this 
entailed. They were disconnected from the lower levels of their supply chains and did not have long-term 
partnerships with their suppliers. Also, the farmer business case was underdeveloped due to the 
unavailability of quality organic seeds, lower yields, lack of a secure offtake of organic produce, and 
premium payments not reaching farmers. 

The current rating is partly conducive, with movement 
toward conducive. OCA has been able to bring on board 
10 brands that have begun to shift their approach to 
sourcing organic cotton. Among these are a few large and 
influential brands that can be considered leaders in the 
field. In addition, 79,000 farmers are participating in the 
Farm Programme in India as of 2021/22. While this is a significant proportion of that country’s cotton 
farmer population, further growth is needed, especially among brands and other supply chain actors. The 
level of influence of participating brands, farmers, and other supply chain actors in the organic cotton 
industry remains modest. 

Finding 11:  OCA has built a clear business case for brands and farmers, evidenced by significant 
growth in the number of participating farmers since 2017 and growing interest from 
brands to join the Farm Programme. The motivation for supply chain actors to 
participate in OCA’s direct-sourcing model is less evident and all actors continue to face 
challenges in adopting organic cotton and participating in the direct-to-farm model. 

The Farm Programme has been a critical component of OCA’s work as it aims to build a business case for 
organic cotton for sector actors, including brands, farmers, and other supply chain actors. As explained in 
Section 3.1, the Farm Programme was designed to address significant constraints that were observed in 
the organic cotton supply chain. The programme set out to incentivise farmer engagement in organic 
cotton farming within an enabling environment supportive of production and supply. This includes 
building incentives for brands to invest further and deeper into the supply chain to facilitate transparent 
procurement of organic cotton. 

 
104 Laudes Foundation (2021). Laudes Rubrics, https://www.laudesfoundation.org/grants/rubrics/b.  

 

 

https://www.laudesfoundation.org/grants/rubrics/b
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The programme has grown significantly since 2017, when it began as four sourcing pilot projects – the 
2021/22 season features 40 projects. Table ii. 3 in Appendix II summarises the results of the Farm 
Programme since the pilot season in 2017/18, showing growth in the number of projects, the number of 
participating farmers, and the amount of organic cotton lint sourced by brands. While the number of 
participating brands showed slower progress at first, the Farm Programme has grown to include 10 
brands, as well as 79,000 farmers, including both organic and in-conversion farmers, for the 2021/22 
season. OCA has therefore achieved its target of 8–10 brands by 2022/23, and far surpassed its target of 
20,000 farmers by 2021/22. While this is modest on a global scale, the progress and momentum 
demonstrate important change within India’s cotton sector, the system boundary for this evaluation. 

The success of the Farm Programme can be attributed to OCA building a business case for adopting organic 
cotton farming practices and the increasing numbers of brands and farmers participating in the direct-to-
farm sourcing model. While the motivations and business case are most clear for brands and farmers, 
they are less clear for supply chain actors, especially those at lower levels (such as ginners and spinners) 
who are a key part of the cotton supply chain. The interests, motivations, and barriers for each group of 
actors is presented below. 

Farmers 

Figure 4.1 OCA Organic Cotton Farmers as a Percentage of Organic Cotton Farmers in India and 
Globally105 

The business case for 
farmers has been central 
to the success of the Farm 
Programme, and more 
broadly, the organic 
cotton sector. OCA 
focused its initial efforts 
on farmers who were 
already growing organic 
cotton as it was essential 
to retain existing farmers 
who were at risk of 
dropping out. In 2019/20, 
organic cotton farmers 
participating in OCA’s 

programme represented 7% of all organic cotton farmers in India and 5% globally. Today, OCA’s farmers 
represent 35% of organic cotton farmers in India and 25% of organic cotton farmers globally, 
demonstrating significant uptake by organic farmers of OCA’s direct-sourcing model (see Figure 4.1). 

Since 2019, OCA has also been working with increasing numbers of in-conversion farmers (239 farmers in 
2019/20, 889 farmers in 2020/21).106 Farmers continue to face considerable barriers converting from 
conventional farming to organic cotton as it takes at least three years for a farmer to obtain certification. 
Farmers in the process of conversion have been unable to recoup from buyers the costs associated with 

 
105 No recent figures are available for global and Indian cotton farmers for 2020/21 and 2021/22. We have used 
2019/20 figures instead. In 2019/20, Indian organic cotton farmers made up 72% of global cotton farmers. (Textile 
Exchange (2021). Organic Cotton Market Report). 
106 Based on figures provided by OCA. 
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this transitional phase, including compensating for lower yields, thereby limiting farmer incentive to 
switch to organic.107 In-conversion farming is essential to accelerate the growth of organic production and 
to address the widening demand-supply gap.108 In the 2020/21 season, OCA’s in-conversion cotton 
production made up 3.1% of the total hectares of cotton production109 and in-conversion farmers are 
expected to account for over a quarter of all farmers in the 2021/22 season (21,000 farmers).110 

Farmer surveys undertaken by OCA to understand motivation and commitment to organics show the 
different motivating factors for farmers in choosing to pursue organic agriculture. Among these, 
production costs and support services by IPs were ranked of highest importance, followed by premium 
payments. Offtake security, soil health, and farmer health were rated of lesser importance (Figure 4.2).111 
When asked what types of support they would need to continue to grow organic, farmers said they 
needed secure inputs for organic production, cash advances, an increase in premiums, and more clarity 
on buybacks and premiums. This data shows that while premium payments are important to farmers, 
other factors warrant consideration in fostering continued farmer buy-in and commitment. Many of these 
relate to barriers that organic farmers continue to face in growing organic, including lower yields, lack of 
quality seeds, and the labour intensity of organic production (see Section 1.1). The data indicates that 
support services (that provide access to seed and to credit) and training are key to ensuring retention and 
continued farmer buy-in. As one OCA contributor put it: “without proper support and training, organic 
will fail; (indeed) this is where organic has failed in the past.” 

Figure 4.2 Motivating Factors for Farmers to Produce Organic Cotton by Level of Importance112 

 

A key element to OCA’s multifaceted strategy for building the farmer business case was improving the net 
income of farmers who were growing organic. This has been achieved by ensuring farmers are paid the 

 
107 As stated in the 2021 Organic Cotton Market Report: “Converting to organic production can be a big risk for both 
individual farmers and farm groups. Without support or long-term guarantees of a market, there is little incentive 
for farmers to enter the conversion period.” (Textile exchange (2021) Organic Cotton Market Report 2021, p. 10.) 
108 In-conversion cotton featured a “future proofing strategy” at a panel discussion at the 2021 Organic Cotton 
Summit, organised by OCA. (Textile exchange (2021). Organic Cotton Market Report; KIIs with brands, OCA staff, and 
industry observers.)  
109 743 of 24,022 hectares. (Laudes Foundation and OCA (August 2021). Mid-Year Monitoring Report (January 2021–
June 2021), p. 11.) 
110 OCA (2021). Farm Programme Impact Report 20/21, p. 46. 
111 To note that the survey asked farmers about their initial motivation for switching to organic, which would have 
been before they joined OCA, when premium payments were nonexistent. 
112 OCA (2020). Farmer Engagement and Development Programme 2019–2020. Results and Learnings from the Field, 
p. 5.  
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premium price that is set for their organic cotton, ensuring a secure market, providing prefinanced access 
to seeds, and supporting farmers with training and other inputs.113 

Through OCA, the average percent margin of premiums paid since 2017 has ranged from 5 to 10% above 
market price and from 7 to 22% above the minimum support price.114 While the net income of farmers 
declined slightly in 2020/21 season, the average net income of organic farmers has generally improved 
since 2017 and is consistently higher than that for conventional farmers, with OCA organic farmers having 
on average a 9% higher profit compared to conventional farmers.115 Income comparisons were not 
available between OCA organic farmers and organic cotton farmers not participating in OCA. However, 
pre-OCA, organic cotton farmers in India often sold their cotton on the open market and without 
guarantee of a higher premium price.116 

In addition to guaranteed premiums, OCA has contributed to the provision of support services to farmers, 
such as supplies of non-GM seeds through the SI Programme (as further discussed in Section 4.3) and 
farmer training provided by IPs. Through the SGF initiative, IPs work with their farmers to ensure that 
quality requirements for organic cotton fibres are met, and provide training in crop diversification and use 
of organic fertilisers and pesticides, which have helped farmers improve their yields.117 However, a few 
stakeholders noted that the quality of training is variable.118 An assessment of the quality of the services 
provided by IPs and the extent to which they are meeting the needs of farmers is outside the scope of this 
evaluation. OCA has recognised that quality of training content and delivery is crucial to farmers producing 
quality organic cotton. Since 2020, OCA has been developing a harmonised Organic Cotton Training 
Curriculum in collaboration with the Research Institute for Organic Agriculture (FiBL) and funded by the 
German international development agency (Deutsche Gesellschaft für Internationale Zusammenarbeit, or 
GIZ). The curriculum was expected to be launched near the end of 2021. 

OCA and participating brands are also providing these incentives for in-conversion farmers through in-
conversion premium,119 as well as support services that resemble those extended to organic farmer 
peers.120 Following the 2022/23 season, OCA will be able to assess the extent to which its interventions 
for in-conversion farmers are incentivising and enabling the conversion process. 

 
113 Prior to OCA, organic farmers sold their cotton on the open market and premium prices did not make into the 
hands of farmers (KIIs). 
114 Figure ii.7 in Appendix II shows the average percent margin of premiums paid since 2017. 
115 Data from third-party reports shows that organic farmers have an 18% lower cost of production, but also a 3% 
lower revenue (including premiums) compared to conventional farmers. The latter is likely due to lower yields of 
organic. Nevertheless, because of high premium payments, organic farmers were able to make a higher profit from 
their cotton than conventional farmers. Data for OCA and non-OCA organic cotton farmers was not available to 
assess to what extent farmers are benefitting specifically from OCA’s approach. (Annual Farm Programme reports).  
116 KIIs. 
117 SGF Annual Reports; External Evaluation of the SGF (2021). 
118 KIIs from two stakeholders noted that quality of training is good but not the best, and that quality of 
implementation is variable across OCA projects. 
119 In-conversion premiums are lower than organic premiums, but increase with each successive year. For this study, 
exact data on the premiums provided was not available. 
120 The evaluation was unable to assess the extent to which farmers are changing mindsets or able to influence each 
other and bring new farmers on board. A presentation by Vivek Rawal from BioRe during the 2021 Organic Cotton 
Summit (8 November 2021) noted the political nature of in-conversion in India and the importance of changing 
beliefs and mindsets. Because of this, working with in-conversion farmers can be more challenging than working 
with existing organic farmers who are already convinced of the benefits of organic.  
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Brands 

Building the business case for brands has been essential to the success of the Farm Programme. OCA has 
made considerable effort to establish brand buy-in for the direct-to-farm sourcing model. This model has 
not been an easy sell for all brands, partly explaining the growth trajectory of brand participation in the 
Farm Programme.121 Of the initial four farm pilot projects, two failed and two brands left the programme. 
As described by the brands interviewed, the direct-to-farm model poses challenges. One of them is the 
requirement that brands change their relationship and patterns of interaction with and across their supply 
chain. The Farm Programme also requires a long-term commitment of brands with their suppliers, 
requiring that they make sourcing decisions 12–18 months in advance.122 Brands are also required to 
understand and work directly with their entire supply chain, rather than only with their top-level suppliers. 

OCA has benefited from having a small group of dedicated and highly motivated brands to lead the way 
with its sourcing model. This group includes large and highly influential brands that have now accumulated 
successive cycles of direct-to-farm procurement. It also includes smaller and, in some instances, 
innovative brands that can be seen as role models for their commitment to more advanced forms of 
organic cotton production. Together, these leading brands have the potential to produce ripple effects in 
the system. For the time being, however, their overall influence in the sector remains modest. 

Among the brands surveyed, three motivating factors can be discerned: a commitment to sustainability; 
a desire for greater organic cotton volumes; and a need for greater assurance of the authenticity of their 
organic cotton. All brands interviewed for this evaluation noted that sustainability is part of their ethos. 
This is true both for OCA’s founding partners and the brands that joined OCA more recently. A key 
difference between early and later adopters is their level of understanding of the challenges in the organic 
cotton supply chain. Early adopters have long been aware of the constraints in the sector. Some had 
already been running trials of direct-to-farm approaches as a solution before OCA, but faced roadblocks 
when tackling systemic challenges associated with seed availability and the payment of organic premiums. 
Later adopters have come on board as their requirements for organic cotton have become more acute 
and as challenges in doing business in the sector have become more apparent. 

Obtaining a high level of commitment and buy-in from newer brands coming on board will continue to be 
a challenge. Key informants suggest that future entrants may be less experienced integrating sustainability 
considerations into their purchasing practices. Their motivations, initially at least, may be strongly 
transactional.123 Recent allegations of fraud, the imposition of sanctions in one large cotton producing 
country, and a surging market have brought instability to the sector.124 Brands are increasingly aware of 
the constraints in organic cotton supply and see in OCA a way to calm the waters. Along with having a 
reliable supply, brands increasingly want reassurance and traceability. 

Supply chain actors 

The business case for supply chain actors to participate in the OCA model remains uncertain and not yet 
fully explored by the Farm Programme. While the programme has understandably put its focus on farmers 
and brands, suppliers, and especially those at lower levels of the supply chain such as ginners and spinners 
play a critical role in the supply chain, not least because the majority of IPs are suppliers. In addition, 

 
121 OCA also was careful not to engage too many brands at the start while still establishing the business model and 
calibrating demand to available supply.  
122 Some fashion brands make sourcing decisions just 4–6 months in advance (KIIs). 
123 KIIs (OCA staff and board members). 
124 GOTS detects evidence of organic cotton fraud in India (Press Release, 30 September 2020); The Economic Times 
(October 8, 2021). Cotton prices may stay above minimum support levels in 2021-22 cotton year. 

https://global-standard.org/news/gots-press-release-gots-detects-evidence-of-GOTS%20DETECTS%20EVIDENCE%20OF%20ORGANIC%20COTTON%20FRAUD%20IN%20INDIA-cotton-fraud-in-india
https://economictimes.indiatimes.com/news/economy/agriculture/cotton-prices-may-stay-way-above-minimum-support-levels-in-2021-22-cotton-year/articleshow/86858485.cms?utm_source=contentofinterest&utm_medium=text&utm_campaign=cppst
https://economictimes.indiatimes.com/news/economy/agriculture/cotton-prices-may-stay-way-above-minimum-support-levels-in-2021-22-cotton-year/articleshow/86858485.cms?utm_source=contentofinterest&utm_medium=text&utm_campaign=cppst
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Farmer Commitment Agreements, which are the backbone of the Farm Programme, are made between 
brands and their suppliers, and not directly with farmers. As such, the interest and motivations of suppliers 
to participate in the Farm Programme cannot be ignored. 

Most of OCA’s participating suppliers are NGOs or companies that are already dedicated to organic (such 
as Suminter and Chetna Organic) or already involved in direct-to-farm schemes (Pratibha Syntex). Some 
were also already involved with participating brands before joining OCA. As such, joining OCA makes 
practical sense. Interviewed suppliers mentioned the benefits of having secure markets and supports 
provided by OCA (for example through OCA’s monitoring and feedback process). At the same time, 
suppliers are subject to many competing market forces in the supply chain that test commitments to the 
more ordered approach of the OCA model. 

The impetus to be anything beyond a market player is less prominent for actors in the middle of the supply 
chain than it is for brands facing a consumer market. Under the direct-to-farm business model, increased 
transparency in pricing and the presence of buying commitments decreases supplier flexibility to sell on 
the open market. In conditions where market prices are high, suppliers stand to lose money by selling 
through OCA. The discipline imposed through the Farmer Commitment Agreements exposes IPs to this 
possibility, especially when market prices are high. At least one OCA IP has been dropped by a brand for 
not honouring its commitments through the Farm Programme.125 OCA and its brand partners are aware 
of these risks but note that the programme’s success hinges on building trusted, long-term partnerships 
between brands, suppliers, and farmers. It remains to be seen whether the trust factor alone is enough 
to keep suppliers on board and whether OCA will be able to attract newer suppliers, especially ones that 
are not already committed to organic. As a positive signal, most IPs in 2021 are honouring their 
commitment. The 2021/22 season is the first year where OCA’s model has been tested due to 
exceptionally high cotton prices, and price negotiations between brands and suppliers have been 
particularly difficult according to brand and OCA key informants. It is still too early to know the results for 
the 2021/22 season, but it is likely that commitments will be tested further before the season ends. 

4.2 Multi-stakeholder movements pressure 

This section covers rubric B6 on the creation of OCA as a multi-stakeholder platform. It addresses the 
progress made by OCA in establishing a movement that creates intense pressure for businesses and 
industry actors to do the right thing with respect to building a sustainable organic cotton market.126 For 
OCA’s MSI to be considered thrivable, it needs to: a) attract a diversity of contributors; b) coalesce around 
a common agenda and exert increasing influence in the sector focused on putting the farmer first; c) adopt 
a robust system of social and environmental data measurement and reporting to enhance awareness and 
advocate within the sector; and d) launch a financing mechanism to support the financing needs of the 
organic cotton sector.127 

The baseline rating was harmful. At OCA’s inception (2016), organic cotton was a fragmented sector with 
no alignment on a common vision for the future and only a few scattered initiatives to tackle supply and 
demand challenges. In 2018, OCA was in its formative stages with a lead group of stakeholders. The 
funding and financing environment was unconducive given that no dedicated fund was in place to address 
the challenges and financing needs of the organic cotton sector. 

 
125 KIIs. 
126 Laudes Foundation (2021). Laudes Rubrics, https://www.laudesfoundation.org/grants/rubrics/b.  
127 Taken from the OCA Rubrics Template (Version, September 27, 2021). 

https://www.laudesfoundation.org/grants/rubrics/b
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The current rating is partly conducive, with movement 
toward conducive. OCA’s size and degree of influence as 
an MSI has grown, though it remains modest despite 
significant development in a short period. OCA has been 
able to expand its contributor base to include a variety of 
actors, including large and small brands, CSOs, suppliers 
and manufacturers, and philanthropic donors. To date, 
however, the farmer voice on the platform is carried via OCA’s IPs rather than more directly by any FPO. 
OCA’s fund structure, originally conceived as a single financing mechanism, is now emerging as a project 
funding modality (launched in 2021), and an impact investment modality is in a final phase of feasibility 
analysis. 

Finding 12:  While still modest in size and in its ability to influence change on a global scale for 
organic cotton, the OCA platform has grown ahead of expectations and widened its 
base beyond an original group of brands and retailers. The platform is perceived to bring 
greater predictability and fairness to the sourcing of organic cotton, as well as a useful 
precompetitive space with which to explore “win-win” scenarios among stakeholders 
to address sector constraints. Recent governance and operations enhancements at 
OCA, including the creation of a global strategy, answer well to stakeholder needs and 
are consistent with MSI good practices. 

Progress on the development of the platform has been consistent with expectations, in most respects.128 
From a baseline of eight founding members in 2016, OCA has grown to 31 official contributors in 2021, 
out of which 15 are brands and 7 are suppliers. 

With 18 months left in Laudes Foundation’s Phase 3 grant, OCA increasingly aligns with the defining 
characteristics of an MSI (see Box 2). Membership is growing and diversifying, the platform’s governance 
and secretariat functions are consolidating, and contributors are coalescing around a shared strategy. 
With its membership of 31, OCA is small for an MSI.129 At this early stage in its development, curating an 
initial core group of stakeholders with long-term commitment to the sector, diverse perspectives, and a 
willingness to engage in dialogue is an advised practice in starting an MSI.130 Trust is a critical base 
ingredient and is easier to garner when the numbers are small. 

At its present scale, key informants see in OCA 
the benefit of an uncomplicated bureaucratic 
structure and a degree of order and predictability 
that did not previously exist. In the current 
scenario, a lead pack of contributors is asserting 
greater control and accumulating experience 
with direct-to-farm sourcing practices while also 
demonstrating a willingness to exchange with 

 
128 The growth trajectory is shown in Figure ii.4 in Appendix II . 
129 As a point of comparison, the Better Cotton Initiative has 2,100 members across civil society, producer 
organisations, suppliers and manufacturers, retailers and brands, and associate categories; the Global Coffee 
Platform has approximately 470 members across trade, industry, civil society, association, and other supply chain 
members, and individual categories; and the Roundtable on Responsible Soy has approximately 180 members across 
producers, industry trade and finance, and civil society categories. (MSI websites). 
130 The evaluation examined nine studies on MSIs issued between 2004 and 2021. All examine design and 
implementation practices and offer suggestions regarding challenges and effective practices; USAID (2019), p. 10 
and GDI (2015), p. 4, 18. 

“Brands are coming in with an egalitarian approach. 
I’ve been in other MSIs where we have (just) been 
tolerated. I feel like a full partner.” – CSO 
representative to the Board 
“It’s important for both sides to come together as CSOs 
can’t change things alone, and industry can’t change 
things alone either.” – Brand/Retailer 
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each other. At the same time, key informants (brands mostly) see in the platform limitations associated 
with the size of the talent and experience pool for learning and problem-solving, and the influence it can 
yet muster in the organic cotton industry.131 

On inclusiveness of sector stakeholders, 
survey respondents rate OCA favourably 
and in interviews, key informants 
(brands, CSOs, and IPs) acknowledged a 
diversifying trend while also seeing the 
still considerable presence and power of 
brands and retailers on the platform and 
in OCA’s governance. Survey respondents 
scored OCA as “inclusive” to a major 
extent (8/12) or to a moderate extent 
(4/12) on a four-point scale. Interviews 
echoed this finding. Noncommercial 
actors describe the platform as inclusive 
and appreciate its commitment to long-
term supply chain reform. 

At the same time, there is a widely 
acknowledged risk among key informants 
that the level of inclusivity already gained 
at OCA could be eroded with the entry of additional brands and retailers (and suppliers) procuring organic 
cotton on a more traditional transactional basis and with less commitment to sustainable sourcing (see 
discussion in Section 4.1). In managing the growth of an MSI like OCA, getting the right mix of stakeholders 
is foundational.133 

Differentials in the population sizes within each 
category of stakeholder – a vast number of farmers 
and farmer organisations, a still large number of 
ginners, spinners, and traders, and then smaller 
numbers of NGOs, supplier organisations, and 
brands – complicates the task of coalescing across 
multiple interests. The diversity in each category 
adds more complexity. The farmer voice remains underrepresented, filtered as it is through the IP. 
Underrepresentation is also evident among lower-level supply chain actors such as ginners, spinners, and 
traders. Language and cultural barriers are seen as impediments to participation of farmers and lower-
level suppliers. 

Signals indicate that OCA holds both legitimacy and utility as an MSI among its contributors. OCA’s own 
Contributor Surveys administered at the end of 2019 and 2020 show overall satisfaction with the platform 

 
131 KII (Board), Evaluation Survey of Contributors. 

132 2020 Global Development Incubator’s “More than the Sum of its Parts: Making Multi-Stakeholder Initiatives 
Work”. 
133 Additional notes in Appendix II provide an analysis based on a review of the literature on the variables to consider 
with regard to inclusiveness. 

Box 2 – Multi-Stakeholder Initiatives132 

Definition 
“MSIs are organisations (1) focused on bringing about collective 
action solutions for global public benefit, (2) comprised of 
actors across the public and private sectors (both for-profit and 
philanthropic), and (3) whose governance bodies and 
capabilities are wholly new, rather than simply reliant on those 
of the constituent actors.” 

Description: 
MSIs first emerged in the 1990s and grew rapidly in the first 
decade of the twenty-first century. As of 2015, global MSIs 
numbered approximately 75, operating in agriculture, forestry, 
and fishing; consumer goods and services; and mining and 
energy among other sectors. Their goals fall into one or more 
of three areas: industry and market development, policy and 
political support, and resource mobilisation and optimisation. 

[“Makes sense to join (OCA) because we are in the 
Farm Programmes – not sure what the added 
value is in OCA for those not in the Farm 
Programme. In it, we learn all we need to help us 
manage deeper into the supply chain.” – Brand 
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and contributor likelihood to recommend to a peer or colleague.134 Universally, brand contributor 
informants indicate that OCA provides appropriate value for the money invested. This sentiment is echoed 
in OCA’s Contributor Surveys. Brand informants value the summits and contributor meetings for the 
learning and exchange provided, though at least half of those interviewed indicate that they place the 
greatest value on the Farm Programme itself. They point to the practical significance of this programme 
for their operations and note the learning that occurs through their interactions with the OCA team. 

A less-than-ideal “hub and spoke” configuration is observed in the way platform stakeholders interact 
with each other and with the Secretariat. In it, OCA team members engage with brands and retailers on a 
project-by-project basis. The Farm Programme, built around individual farmer sourcing agreements, 
explains the prevalence of this pattern of interaction. Nevertheless, brands indicate that the 
precompetitive spirit present in OCA today does support a measure of lateral connectivity among 
stakeholder groups that would temper the dominant pattern of interaction.135 

Maintaining platform momentum and guarding against participant fatigue is a factor to manage in the 
sustainability movement where the span between action and desired results is so large.136 With multiple 
forums calling for the attention of its stakeholder leaders, managing for positive momentum is relevant 
to OCA. The platform’s continuing ability to differentiate itself from other multi-stakeholder efforts will 
be important in its bid to grow. Boding well for OCA in this regard is the platform’s farm and seeds 
programming, which links directly to desired impacts. To those viewing the platform from a 
noncommercial vantage, OCA’s utility hinges on the opportunities it can provide to foster shared, holistic, 
longer-term thinking on the organic cotton sector. 

As a platform, OCA is exploring where and how to flex 
its collective influence in the industry to support the 
systems change it seeks. It has engaged as a member 
and partner with other organic cotton industry 
forums such as Textile Exchange’s OCRT and Organic 
Cotton Collective Impact Initiative, and with 
platforms beyond organic cotton such as the global 
organics industry through its membership in the principal umbrella organisation for organics, the 
International Federation of Organic Agriculture Movements (IFOAM – Organics International). OCA’s 
mandate is compatible with IFOAM’s with its vision, “to foster broad adoption of truly sustainable 
agriculture, value chains, and consumption in line with the principles of organic agriculture”.137 

 
134 Meaningful comparison between the two data sets is complicated by the inclusion of respondents with limited 
exposure to the platform at the time of the survey (as indicated by presence of neutral responses). Regardless, all 
respondents in both years gave positive scores or neutral scores on the Likert scales for the questions related to 
satisfaction and likelihood to recommend. OCA (2020). Contributor Survey 2019 Results and OCA (2021). 
Contributor Survey 2020 Results. 
135 KIIs (Brands). 
136 Smith, D (2012). Sustainability fatigue: could healthy competition be the cure? 
https://www.theguardian.com/sustainable-business/blog/sustainability-fatigue-healthy-competition-cure; 
Foley and others (2017), p. 7. 
137 Founded in 1972, IFOAM currently has a membership of 700 organisations and networks and a presence in 100 
countries. It is organised through a matrix of regional bodies and sector platforms (including one dedicated to seeds 
and another to organic farmer organisations). Its 2017/25 Strategic Plan trains IFOAM’s focus on supply through 
capacity development; demand through campaigns to raise consumer awareness and encourage support for organic 
solutions; and policy and guarantee – advocacy for enabling global and national policies.  

“OCA could take more of a role in getting brands 
inter-linked. More exchange with each other; 
more dialogue on challenges and headaches 
encountered as brands shift to this new way of 
sourcing.” – Brand 

https://www.theguardian.com/sustainable-business/blog/sustainability-fatigue-healthy-competition-cure
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On a regional level, OCA has engaged with the Organic and Fairtrade Cotton Secretariat (OFCS) in Madhya 
Pradesh, India, on an initiative to boost organic seed availability to farmers. This builds on the organic 
cotton breeding activities carried out under the OCA/FiBL, Seeding the Green Future initiative and is 
consistent with the recommendations of the OCA initiated Global Seed Task Force (2019–2020) (see 
discussion of these initiatives in Section 4.3).138 

In a slightly different way, platform influence in the industry manifests through the demonstration effect 
of peer supply chain stakeholders aligning with and benefitting from OCA and, in particular, from its Farm 
Programme. In addition, peer pressure is observed to play a part in keeping contributors to their farm 
commitments, even without any declaration of collective volume commitment or system of performance 
disclosure in place.139 

To this point, a policy advocacy role has been beyond OCA’s mandate. At the same time, its leadership 
recognises the strategic relevance of advocacy at a policy level for bringing about systems change in 
organic cotton. Movement toward a greater policy role is reflected in its 2030 Strategy, which includes 
global and regional policymaking and advocacy as one of its eight priorities.140 The strategy recognises 
that OCA’s pragmatic, solution-focused industry and supply chain orientation may not always be 
compatible with a policy advocacy stance and designates this priority as one where it will rely on partner 
engagement. 

Finding 13:  After a period of conceptualisation that lasted longer than anticipated, OCA has 
launched a grant-based funding mechanism and is in the final stages of developing 
larger scale loan-based financing mechanism to introduce additional financial resources 
to the organic cotton sector. 

In its incubation phase (2016/17), OCA identified funding and financing as a key to addressing the known 
production constraints in the organic cotton sector. Since then, the creation of a “fit for purpose” OCF has 
been listed as a core activity across the three phases of Laudes Foundation funding. Initial expectations 
were to have in place a revolving loan fund launched by the second quarter of 2017.141 In practice, it has 
taken longer to see a financing mechanism take shape. Board discussions in 2017 indicated difficulty in 
designing a fund until OCA’s own change pathways were more clearly laid out.142 

Today, the scaling of organic farming is as one OCA’s five strategic priorities for the period to 2030. To 
catalyse this, two discreet approaches have emerged, one grant-based, the other loan-based: 

▪ A grant funding model anchored to Farmer Commitment Agreements, and specifically to the 
premiums paid to farmers and the Farm Commitment Fees that are used to support extension 
services provided by IPs. Through this mechanism, donor funds are matched with brand and 

 
138 A 2018 co-creation of Laudes Foundation, Action for Social Advancement (ASA), Solidaridad Network, and WWF 
India, the OFCS platform brings together government, research institutions, and NGOs to address drivers affecting 
organic cotton in the State of Madhya Pradesh. In 2020, OFCS spearheaded an MoU with the State Agricultural 
University, seed suppliers, seed breeders, smallholders, and private companies to commercialise the most 
promising lines of non-GMO seed. See: https://www.laudesfoundation.org/latest/news/2020/07/sowing-seeds-
for-an-organic-cotton-future.  
139 KIIs. 
140 OCA (2021). 2030 Strategy, p. 24. 
141 NewForesight (2016). p. 46. 
142 Senior Board Minutes, 6 November 2017. 

https://www.laudesfoundation.org/latest/news/2020/07/sowing-seeds-for-an-organic-cotton-future
https://www.laudesfoundation.org/latest/news/2020/07/sowing-seeds-for-an-organic-cotton-future
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retailer payments to support the costs of capacity building for organic and in-conversion farmers, 
as well as for the costs for certification and GM testing.143 

▪ A financing model – a loan fund – that, if judged feasible, would attract impact investors and 
brands and retailers to foster global organic cotton. As conceived, the OCF is to provide financing 
solutions to organic cotton farmers and farm groups (mainly through local financial 
intermediaries) and to support the transition from conventional to organic cotton production in 
selected countries. Investors would be attracted by the prospect of making Environmental, Social, 
and Governance (ESG) impacts and earning a return on investment (see Additional Notes in 
Appendix II). 

4.3 Redefined value 

This section covers the B7 rubric, which relates to redefining value in the sector to refocus the system on 
what really matters. The rubric covers ways in which risk, value, and performance are measured to place 
greater value on the environment and climate and on social equity.144 For OCA, this is examined through 
the SI Programme’s enabling contributions to ensuring quality cottonseed supply and supports for 
farmers, as well as to putting in place methodologies and practices to ensure the integrity and 
transparency of the organic cotton supply chain. For the initiative to be considered thrivable, the enabling 
conditions need to be in place to ensure supply and availability of quality seeds and a system needs to be 
in place to ensure the integrity of the organic cotton supply. 

The baseline rating for this rubric is harmful. Before OCA, brands had paid little attention to seed quality 
and supply, considered a key constraint for organic cultivation. In 2016, there were no non-GM cotton 
cultivars available and no data on their performance, nor were there any seed producers certifying non-
GMO seeds and providing seeds to farmers. As a result, farm groups would receive contaminated seed 
and supply chains suffered from contaminated cotton, with no effective way to assess it. Furthermore, 
traceability in the organic cotton supply chain was lacking, affecting the integrity of the organic cotton 
supply. 

The current rating for this rubric is partly conducive. OCA is 
making progress through the SI Programme in developing and 
providing non-GM seeds to farmers through its participatory 
breeding programme and the certification of seed companies 
for non-GMO production. OCA has also contributed to 
improving the capacity for GMO testing, thereby improving 
the assessment of GMO contamination along the supply 

 
143 The German Partnership for Sustainable Textiles, supported with funds from GIZ, is the first to use this 
mechanism with an in-conversion pilot involving 500 cotton producers in South Odisha, India. Starting in 2022, 
using OCA’s direct-to-farm sourcing model, participating brands and IPs will procure in-conversion cotton in an 
arrangement that provides a minimum support price, a full organic cotton premium, provision of non-GM seed 
packages, and extension supports that include training to support conversion to organic production and encourage 
inclusion of women in lead roles. Additional funding has been made available through the retailer Kering and 
Conservation International that will be used in much the same way with an additional 50,000 in-conversion 
farmers. Kering Announcement, “Kering and Conservation International Announce First Grantees for Regenerative 
Fund for Nature”, https://www.kering.com/en/news/kering-and-conservation-international-announce-first-
grantees-for-regenerative-fund-for-nature.  
144 Laudes Foundation (2021). Laudes Rubrics, https://www.laudesfoundation.org/grants/rubrics/b.  

 

 

https://www.kering.com/en/news/kering-and-conservation-international-announce-first-grantees-for-regenerative-fund-for-nature
https://www.kering.com/en/news/kering-and-conservation-international-announce-first-grantees-for-regenerative-fund-for-nature
https://www.laudesfoundation.org/grants/rubrics/b
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chain. Through its engagement in participatory research, launch of production guidelines, and facilitation 
of a seed network, the SI Programme is drawing attention across the supply chain to the environmental 
and farm-level requirements for organic cotton to thrive. Through this and the Farm Programme, OCA’s 
initiatives are positioned to shift mindsets and support a redefining of value within the supply chain, with 
some evidence this is already occurring within the scope of OCA’s programmes. There are also positive 
signs of increasing attention to measuring environmental, climate, and social equity within OCA’s 
activities. While this represents nascent progress, several major challenges remain with regard to seed 
availability and traceability in the sector. 

Finding 14:  OCA’s SI Programme has been designed to address key constraints in the organic cotton 
sector, with a focus on enhancing organic cotton integrity and seed supply. While 
progress has been made in assessing GM contamination in the supply chain, traceability 
remains a challenge. OCA’s work on seed supply and availability has attracted the 
attention of brands, although much work remains to ensure the availability of non-GM 
seed for farmers. 

OCA was created to address constraints in the organic cotton sector related to supply and integrity issues 
(see Section 3.1). While the Farm Programme targets a dimension of supply by building an organic cotton 
business case for sector actors and facilitating direct brand-to-farm links (see Section 4.1), the SI 
Programme addresses the enabling conditions required for organic cotton integrity, namely seed quality 
and supply, and supply chain integrity. To this end, the SI Programme features initiatives tackling seed 
availability, access, and quality; farmer capacity in organic production; GM contamination; and traceability 
across the supply chain. Some of these constraints, notably GM contamination and traceability, were 
known concerns to brands. Others, like seed supply, were less known and understood. While progress has 
been made in achieving the SI Programme performance targets (see Appendix VI for all Phase 3 grant 
targets), challenges remain in achieving results from certain SI Programme components. Progress and 
challenges are discussed below as they pertain to the two key aspects of the SI Programme components: 
supply chain integrity and seed supply. 
 

Organic Cotton Supply Chain Integrity 

The integrity of organic cotton within the supply chain is key concern of brands. OCA has made some 
progress in this area, particularly in improving the assessment of GMO contamination within the supply 
chain. The initiative provided leadership in developing international standards for GMO screening and 
developing internal guidelines for testing cottonseed and cotton lint for GM presence (see Box 3). 

Through partnership with GOTS and Textile Exchange, OCA developed the ISO/IWA 32 GMO screening 
protocol, which brings a common, standard approach to GMO screening for laboratories.145 In line with 
this, OCA, GOTS, and Textile Exchange launched a proficiency test for laboratories that perform GMO 
testing against the international ISO reference protocol. As of 2021, 21 laboratories worldwide had been 
accredited for screening, having successfully passed the proficiency test. GMO screening from accredited 
laboratories was made mandatory within GOTS, OCS, and OCA Farm Programme supply chains. 

The internal guidelines for GMO testing for OCA’s third-party validators have also allowed OCA to track 
GMO presence within its own supply chain, with data then shared with brands participating in the Farm 
Programme. OCA tests for GMO presence at the seed lot, farm, and ginning stages of the supply chain. 

 
145 OCA Annual Report 2020; KIIs (OCA staff); OCA (January 2022). OCA, GOTS, and Textile Exchange Expand the 
Successful GM Cotton Testing Lab Initiative, available at: https://www.organiccottonaccelerator.org/blog/oca-gots-
and-textile-exchange-expand-the-successful-gm-cotton-testing-lab-initiative. 

https://www.organiccottonaccelerator.org/blog/oca-gots-and-textile-exchange-expand-the-successful-gm-cotton-testing-lab-initiative
https://www.organiccottonaccelerator.org/blog/oca-gots-and-textile-exchange-expand-the-successful-gm-cotton-testing-lab-initiative
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Results of GMO testing across multiple years show a decline in the detection of GMO contamination since 
2017.146 

Another concern for OCA partners, 
especially brands, is enhancing 
traceability across the supply chain that 
goes beyond GMO contamination. The 
aim is to bring greater transparency to 
the organic cotton supply chain by being 
able to trace cotton from farmer to 
consumer. In 2018, OCA developed the 
Organic Cotton Traceability pilot project 
in partnership with Laudes Foundation, 
Fashion for Good, and Bext360. The pilot 
tested the use of a combination of 
technologies such as blockchain, 
machine vision, microbiome sequencing, 
and markers to trace the origin, purity, 
and distribution of organic cotton. While 
the pilot showed some positive results, it 
was put on hold for several reasons, one 
being that other actors were already 
working in this area. There were 
concerns at the time that OCA’s scope was too wide and that it was preferable for the organisation to 
maintain its focus on supply-side issues.149 

Traceability remains a challenging issue due to its complexity and the lack of an adequate technological 
solution that is feasible to implement. In 2019, OCA set up a task force to develop a comprehensive and 
harmonised traceability vision and roadmap for the organic cotton sector. As set out in its 2030 Strategy, 
OCA will take steps to partner with other organisations already working on traceability and provide 
support, but it will not take a lead role on the topic. 

Organic cottonseed supply and availability 

Cottonseed is the starting point of the organic cotton value chain. The paucity of non-GM seed suitable 
for organic agriculture has been an ongoing challenge, particularly for Indian cotton farmers, due to the 
widespread use of GM cotton. This issue had attracted limited interest and support before the creation 
of OCA, especially among brands. FiBL has had a cotton breeding programme in India since 2011 funded 
by C&A Foundation, among others. OCA partnered with FiBL in 2017 as a main funder, continuing the 
work of FiBL through the SGF initiative. SGF has undergone two phases since 2017.150 The programme 
involves three of OCA’s Farm Programme IPs ─ Chetna Organic, Pratibha Syntex, and Action for Social 
Advancement (ASA) ─ as well as other implementing actors and research partners in India. The initiative 

 
146 OCA internal documents. 
147 The International Organisation for Standardisation International Workshop Agreement (ISO/IWA) protocol 
ensures screening of genes that are involved in all known GM cotton events across the four used commercial species. 
148 OCA (2021). Recommended Guidelines for GMO Testing in Organic Cotton Projects in India, p. 5. 
149 Based on interviews with two stakeholders. 
150 Phase I (April 2017 to March 2018) and Phase II (April 2018 to March 2022). Phase I was entirely funded by OCA, 
whereas Phase II is funded by OCA and the Mercator Foundation. Seeding the Green Future – History, 
https://www.sgf-cotton.org/about/history.html.  

Box 3. GMO Testing 

ISO/IWA GMO screening protocol 
In 2019, OCA initiated and led development of the ISO/IWA147 
32 protocol through a participatory process with laboratories 
and experts. The protocol sets guidelines for laboratories to test 
for the presence of GMOs in cotton and processed cotton fibres. 

Internal Guidelines for GMO Testing 
OCA has also developed internal guidelines for GMO testing for 
its third-party validators. The purpose of the guidelines is to 
ensure “effective, uniform, and credible testing for GMO 
presence in cotton sown, grown and harvested across the 
different [Farm Programme] projects in India”.1482 The 
guidelines set out the roles and responsibilities of the third-
party validators and IPs with regard to GMO testing, as well as 
providing the technical aspects of testing (such as sampling 
requirements and testing stages). Testing occurs at various 
stages, allowing for some level of traceability from seed to gin, 
which can help identify where GMO contamination may occur. 

https://www.sgf-cotton.org/about/history.html
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works directly with farmers using a participatory approach to develop appropriate non-GM breeding lines 
suitable for local conditions. Since 2017, eight breeding lines have been developed and are showing 
promising results, although as of early 2022 none were yet ready for commercial use (this is targeted for 
2022/23). 

OCA’s Seed Assurance Project has contributed to 
addressing the issue by working with seed 
companies to ensure availability and access to non-
GM seeds for farmers, while minimising the risk of 
contamination. OCA has partnered with three Indian 
seed companies, providing capacity building 
support, as well as market data and feedback to help 
improve the seed lines. OCA has also developed the 
Non-GM Cottonseed Production Guidelines (2020) 
with plans for verification audits against the 
guidelines to be piloted to create a baseline for 
continuous improvement.151 

Despite this progress, many stakeholders noted that 
access to quality seed remains a significant challenge and that there is a long way to go before concrete 
results are seen. As such, the evaluation was unable to assess the extent to which seed supply is meeting 
needs, and especially whether supply has been able to keep up with the significant growth of farmers in 
the Farm Programme.152 Nevertheless, OCA has contributed to bringing greater awareness to brands and 
partners about the challenges surrounding seed availability and ensuring continued investments in this 
area. 

Finding 15:  OCA’s initiatives are positioned to shift mindsets and support a redefining of value in 
the organic cotton sector, with some indication of this evident within the scope of OCA 
programmes and initiatives. A purposive focus on measuring environmental, climate, 
and social equity impacts has not been reflected in OCA’s early activities, though there 
is indication that this is forthcoming. 

Through its programmes, OCA is contributing to a shift in mindsets and ways that different actors in the 
sector work. Examples are: 

▪ Brands and retailers recognising the net benefit of long-term commitments, deepening engagement 
with the entirety of the supply chain and maintaining direct relationships with farmer organisations 
over short-term procurement, and continued reliance on tier one suppliers procuring from the open 
market. 

▪ IPs being more open to work with greater transparency in pricing through OCA’s open-costing 
system. 

▪ Brands and retailers acknowledging the need to extend the payment of premiums to support not 
just organic cotton farmers but also in-conversion farmers as they complete their multiyear 
transition. 

 
151 OCA (August 2020). Mid-year Monitoring Report. 
152 The evaluation team was not able to assess seed access due to limited data and limitations in the evaluation 
design that did not allow for assessments to be conducted in India and directly with farmers. 

“Access to seed is one of the critical problems of 
the sector. GM seed is everywhere. There are not 
many seed retailers selling non-GM, or the seeds 
are not ideally suited to local conditions. So, 
working on this is essential. OCA is working on this 
and moving in the right direction, but there has 
been no big impact yet” – OCA Board member 

“Seed development – I hear that it is a gap on the 
production side. I was not aware of this before 
OCA. Brands are blind to these deficits. I’ve been 
learning a lot about this through OCA.” – Brand 
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▪ Brands recognising the need to support and provide resources for farmer training and capacity 
building, seed development, and other inputs. 153 

▪ IPs and farmers opening minds and opportunities for female farmers to receive training under the 
SGF programme (for example, a doubling of female farmers from 2018/19 to 2019/20).154 

Many of the changes identified are nascent, with more 
time required to substantiate impacts observed so far. 
A main concern for brands continues to be sourcing an 
adequate supply of organic cotton to meet their 
procurement targets, despite growing awareness on 
their part of the need to support farmers with a longer-
term perspective. At least seven non-brand 
stakeholders pointed to the need for brands to invest 
more in areas that benefit farmers, such as seed availability and capacity building, and away from issues 
like traceability and GMO contamination, which have minimal impact on farmer well-being and 
environmental sustainability. 

Within the realm of organic cotton production, OCA staff and board members have expressed a desire to 
shift mindsets toward a more holistic view of organic, enlarging the focus beyond GMOs toward other 
social and environmental aspects of organic cotton (such as new M&E indicators on climate and labour 
rights).155 This intention is reflected in the OCA 2030 Strategy’s priority to “deliver robust social and 
environmental farm level data”. The strategic priority has the objective of demonstrating “positive social 
and environmental impact of organic cotton farming” and includes several OCA interventions to that 
effect, including the collection and reporting of environmental impact data.156 A related strategic target 
for OCA is, by 2023, to “establish [a] baseline for reporting on environmental farm level data, including 
soil health, crop biodiversity, carbon sequestration and water use”.157 In its Farm Programme Impact 
Report for 2020/21, OCA included reporting on hectares of regenerative organic cotton production, which 
made up 3.7% of the total hectares of cotton production with OCA (891 of 24,022 ha).158 It is still too early 
to tell the effects this will have on shifting values in the industry toward measuring and reporting on 
environmental, climate, and social equity. 

 
153 Stakeholder interviews indicate that brands (and specifically their sustainability teams) are increasingly 
understanding of the challenges at the farm level, especially regarding seed availability and integrity, and of the 
long-term investments needed to address sector constraints. 
154 Female training participation decreased during COVID-19. Laudes Foundation and OCA (2020) End-of-Project Self-
Evaluation Report, p. 16.  
155 KIIs (OCA staff); minutes of the June 28, 29 2021 Board of Trustee’s meeting. 
156 OCA (2021). OCA 2030 Strategy Report, p. 25. 
157 Ibid., p. 28. 
158 OCA (2021). Farm Programme Impact Report 20/21, p. 9. 

“Organic cotton lost its way when balance of 
actors shifted from philanthropy to private-sector 
funders – so focus shifted from farmers to the 
market. Buyers focused on cost of production, 
rather than on investment in the sector.” – OCA 
Board of Trustees 
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5. 2025 Outcomes 
5.1 Businesses transforming 

Rubric C3 focuses squarely on the progress made by businesses toward adopting a comprehensive and 
coherent mix of bold, climate-positive industry policies, business models, and practices.159 The discussion 
in this section addresses progress to 2021, that is, the extent to which farmers, and the manufacturers 
and brands to whom they sell, have taken up these new ways of working in the organic cotton industry 
and system, primarily in India, while acknowledging the global nature of the system. 

Specific expectations are that within the organic cotton industry: a) implementation of the direct-to-farm 
business model is undertaken by a critical number of farmers and brands; b) the business model has 
attracted high levels of philanthropic, commercial, and institutional capital; c) farmers are provided 
adequate support services to continue in their organic cotton journey; and d) the organic cotton supply 
chain has a high degree of integrity and transparency.160 Thrivable success hinges on the existence of a 
business case underpinning the direct-to-farm modality, the means to ensure the authenticity the organic 
cotton produced, and a sufficient, sustainable flow of investment to scale up and scale out the initiative. 

The baseline rating for the overall system was harmful. The business case for farmers and other actors in 
the organic cotton supply chain was undeveloped and the industry was unpredictable, without 
transparency, and with little to no assurance against GMO contamination. Also, there was little availability 
of philanthropic, commercial, and institutional capital beyond those philanthropic resources invested to 
champion the business case for organic cotton. 

The current rating is unconducive, with movement 
toward partly conducive. The impact of OCA’s presence 
on the global organic cotton market has been modest 
and focused on one country, India. There, progress has 
been made scaling the organic cotton industry in a 
climate-positive way. OCA’s use of key market drivers has 
helped in building the direct-to-farm business model, which shows steady gains in volumes of organic 
cotton procured and numbers of farmers engaged, but with a small number of brands engaged to date. 
Continuing this positive trajectory requires increasing attention to an array of country and regional drivers 
that hold potential to enable or frustrate progress. There is evidence of growing financial commitments 
being made toward transforming the cotton system, but they have yet to reach the levels required. For 
the most part, organic cotton remains a fragmented industry with multiple financing needs. 

 
159 Laudes Foundation (2020). Evaluation Rubric System, https://www.laudesfoundation.org/grants/rubrics. 
160 These three expectations are based on the “initiative outcomes” in the rubrics table prepared for Laudes 
Foundation during the formative stages of the evaluation. 

 

https://www.laudesfoundation.org/grants/rubrics
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System change momentum 

Finding 16:  After four growing seasons, OCA's direct-to-farm business model is gaining traction. At 
this still early stage in its development, OCA's impact on the global organic cotton 
market remains modest. On volumes produced and on number of farmers engaged, 
trends are positive, but these remain limited to a single growing country with a small 
number of leading brands. 

Section 1.1 profiles a global cotton industry with upwards of 100 million farmers producing around one 
million metric tonnes of cotton each year.161 In this cotton universe over the past decade, sustainably 
produced cotton has increased its share of total production, reaching about 30% in 2019–20.162 

Supporting this trend under the 2025 Sustainable Cotton Challenge, more than 120 brands, retailers, and 
other supply chain actors have committed to source nothing but sustainable cotton by 2025. At that point, 
if realised, 50% of the cotton in the world will be grown under Textile Exchange’s list of recognised organic 
and sustainable cotton initiatives, known as Preferred Cotton.163 The 2020 Sustainable Cotton Ranking 
website lists 11 companies as “leading the way” on sustainable cotton.164 Of these, five are OCA 
contributors and among them four are participants in the Farm Programme. 

As the name suggests, OCA’s immediate domain of systems change nests within and contributes to this 
larger push for sustainable cotton.165 Intrinsic to OCA’s change ambition is the consolidation of organic 
farming practice and its expansion through conversion to address growing demand.166 

With 58,000 certified organic farmers engaged in the Farm Programme in the 2021–22 season, OCA’s 
coverage of organic cotton in its launch country, India, is 35%.167 On a global scale, this level of 
participation amounts to 25%.168 At the same time, OCA is converting an additional 21,000 conventional 
farmers, a number that will increase the size of the organic farmer pool in India by as much as 13% after 
the conversion period. 

A similar pattern is evident on the production side. In the third (2019/20) season of the Farm Programme, 
organic cotton lint procured by brands through the Farm Programme grew to 15.4% of India’s organic 
cotton production for that season, a significant growth since 2017/18 (1.3%). In 2020/21, the procurement 
of organic cotton through the Farm Programme increased by a further 63%.169 

Given the strength of the market for organic cotton and growing brand and retailer support for OCA’s 
incorporation of in-conversion cotton into the programme, the growth trend is set to continue. There is 
no specific target for 2025, but OCA’s 2030 Strategy sets a target of 150,000 farmers across multiple 

 
161 IISD and SSI (2020). p. 2. 
162 Textile Exchange (2021). Preferred Fibre and Materials Market Report 2021, p. 13. 
163 Ibid. p. 18. 
164 The Sustainable Cotton Ranking is a joint initiative by Pesticide Action Network UK, Solidaridad, and WWF and 
assesses consumer-facing companies that are significant cotton users (over 10,000 metric tonnes of cotton lint per 
year). Seventy-seven companies assessed in 2020 are rated on their sustainable cotton policies, their uptake, and 
their traceability. Two other OCA contributors are on the list but ranked lower (at numbers 15 and 30), 
https://www.sustainablecottonranking.org/check-the-scores.  
165 Most OCA contributors (~20) are also signatories to the 2025 Sustainable Cotton Challenge. 
166 As per the discussions in the recently held Organic Cotton Summit, Textile Exchange and OCA have reached out 
to more than 75 brands, out of which 27 have integrated “in-conversion” in their sourcing practices. 
167 The growth trend in the Farm Programme is discussed in Section 4.1. 
168 Based 2019/20 figures for global organic cotton farmers (229,280) and Indian organic cotton farmers (164,677). 
More recent totals were not available. (Textile Exchange [2021]. Organic Cotton Market Report).  
169 Lint procured grew from 19 metric tonnes to 31 metric tonnes between 2019/20 and 2020/21. Cotton fibre 
production for India in the 2020/21 season was not available in early 2022. 

https://www.sustainablecottonranking.org/check-the-scores
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countries by the end of the decade with the volume of organic cotton processed via OCA farmers reaching 
100,000 metric tonnes.170 This would represent a shift in the share of organic cotton to total cotton 
produced from less than 1% currently, to about 10% based on current annual volumes.171 

While growth in farmers and volumes looks promising, OCA’s efforts have focused on India with initial 
expansion-related activities underway in Pakistan and Turkey. And while also growing, the number of 
brands coming on board remains modest, with a small number of highly committed leading brands 
accounting for much of the growth in farmers and organic cotton volumes. Table ii.6 in Appendix II 
provides an assessment of brand influence and potential for impact on the sector of six of the most 
influential brands that participate in OCA’s Farm Programme. Based on the data in the 2020 Sustainable 
Cotton Ranking, four out of the six are considered large or influential enough to have a considerable 
impact on the sector and, among these, three were rated as “leading the way”. 

Factors influencing systems improvement toward 2025 and beyond  

Through the OCA initiative, a stable, independently monitored regimen of support has given OCA organic 
farmers a consistent income advantage over their peers in conventional cotton. This includes premium 
payments, secure markets, provision of non-GM seed, training, and extension services, along with lower 
input costs compared to those routinely incurred by conventional farmers. The prospect that this 
advantage will be durable rests on several assumptions: that farmer knowledge and skills will continue to 
deepen through the accumulation of experience; that input costs will go down and productivity will go up 
with the application of good organic practices; and that with localised expansion, the benefits of landscape 
approaches can take hold thus strengthening the resilience of the farming systems. Making headway on 
non-GM seed availability is particularly complex and incremental. Financing and the spread of knowledge 
at the farm level are critical ingredients for this process to obtain the scale and coverage that safeguards 
seed availability. 

Strong market growth for organic cotton over the past few seasons is forecast to continue to at least 2026 
according to market intelligence reports.172 This gives impetus to the change process described above. 

At the same time, fashion industry observers see brands and retailers in a period of turmoil where a few 
companies are faring well and many are failing or being absorbed by others. The COVID-19 pandemic has 
exacerbated this trend. It has dampened sales, reduced profits, and added stresses to supply chain 
relationships. In the short run, these stresses have intensified use of the transactional business practices 
between brands and their suppliers that OCA has been trying to shift. In the longer run, this unsatisfactory 
situation is expected to yield to one more amenable to OCA’s change ambitions, where brands become 
more directly engaged in, and intentional about, their supply chains.173 

The presence of an enabling policy environment is described by key informants and shown in sector 
studies to be an important precondition for successful systems change. On its journey so far, OCA has 
encountered policy gaps across different jurisdictions and on a variety of topics, including the promotion 
of organic cotton as a preferred alternative; pricing; non-GM seed availability and seed testing; the 
availability and use of biological inputs and controls on the use chemical inputs; incentives to support 
conversion and controls on the use of subsidies to support conventional farming practices; 
implementation of certification schemes; the presence of credit facilities to address financing needs; and 

 
170 OCA (2021). OCA 2030 Strategy, p. 29. 
171 OCA (2021). OCA 2030 Strategy; Textile Exchange (2021). Organic Cotton Market Report. 
172 Mordor Intelligence (n.d.). Cotton Market – Growth, Trends, COVID-19 Impact, and Forecasts (2021–2026), 
https://www.mordorintelligence.com/industry-reports/cotton-market. 
173 In their annual survey of the fashion sector, 73% of the sourcing community expected the trend toward deeper 
partnerships to accelerate over the coming year. (BoF and McKinsey & Co 2021. p. 73–75). 

https://www.mordorintelligence.com/industry-reports/cotton-market
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the demarcation of growing zones to insulate organic growing areas from GM contamination.174 For the 
cotton system to change, in India and globally, and for that change to be sustainable, such policy gaps will 
need to be addressed strategically at first, and then comprehensively and systematically. 

Financial  sustainability of  the direct-to-farm business model  

Finding 17:  On attracting philanthropic and business investments to advance systems change in 
organic cotton, OCA has generated interest and investments in its business model as 
well as potential for further growth. There is early traction in attracting grant-based 
funding to the sector on a cost-sharing basis with brands. Introducing a commercial 
financing mechanism to support the development of organic farming systems is proving 
more challenging due to the large investment needed, the presence of a fragmented 
sector with multiple financing needs, and the vast number of farmer beneficiaries. 

The availability of philanthropic, commercial, and institutional capital will be an important determinant of 
the magnitude and pace of change in the organic cotton industry. Beyond the payment of organic cotton 
premiums, brand commitment to the direct-to-farm business model is secured through contributor and 
Farm Commitment Fees, these provide a steady stream of resources to ensure premium payments are 
received, and that farmers obtain seed inputs, training, and other support services. 

Two additional investment approaches, introduced in Section 4.2, are now coming to the fore, one 
targeting philanthropy, the other targeting investors. The newly minted funding model encourages 
philanthropic investments through a grants mechanism that matches donor and brand resources to 
implement projects anchored to (direct-to-farm) Farmer Commitment Agreements. OCA’s leadership is 
encouraged by the uptake of donors using this mechanism after only a few months. They see in the 
mechanism a clear and attractive role for philanthropy in supplementing market-derived revenue to 
expand organic cotton production and strengthen farmer livelihoods. They also see in the model the 
prospect of securing donors from an expanding list of candidates as the direct-to-farm business model 
becomes prominent in other cotton producing countries. 

Demonstrating feasibility on the larger scale financing structure centred on impact investors is a more 
complicated proposition. Factors to overcome include: 

▪ OCA’s still relatively small market share of the organic cotton market; 

▪ The cost-effectiveness challenge of differentiating financing packets to target a variety of financing 
needs and at a scale that is manageable for small and marginal landholders; 

▪ The multijurisdictional lending landscape; 

▪ The need to structure the fund to protect investment funds with guarantees; and 

▪ The challenge of meeting investor “impact” criteria over and above a simple return on 
investment.175 

There are differing views on the extent to which brands and retailers can be tapped for additional support. 
One point of view, shared primarily by non-brand stakeholders, is that OCA could make a case for a levy 
on organic cotton sales to support the development of seeds and regenerative approaches at the farm 
level. The brand perspective was that they are already making sufficient investments through premium 
payments and Farm Commitment Fees. As noted earlier, industry studies show the same variance in brand 
and retailer willingness, though with signals suggestive of greater willingness to co-invest in the future. 

 
174 Key informant interviews – Brands, IPs, staff team. CABI (2020). National Organic Cotton Policy Gaps (Pakistan), 
p. 32.  
175 OCA (2021). 2030 Global Strategy, p. 67; KIIs (OCA staff). 
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Drivers of system change 

Finding 18:  Progress on scaling and sustainability of organic cotton will depend on the continuous 
management of distinct and often competing agendas along the supply chain and 
advocacy where needed. OCA has made good use of global market drivers to garner the 
support of brands and retailers. Now, as OCA deepens its programming within 
production countries, it is challenged to go further, identifying and engaging those 
drivers best able to strengthen farming systems. 

There are multiple dichotomies with competing motivations to manage as OCA considers its scaling 
ambitions. Most prominent and evident from the findings of this evaluation is the task of balancing the 
short-term requirements of brands and retailers for organic cotton with the need to stabilise and 
strengthen the social, economic, and environmental aspects of organic cotton farming, all of which 
requires long-term investment. 

A related task is balancing the push for economies of scale with the push for economies of scope. Here, 
the tension centres on the cost-benefit of a more singular focus on organic cotton production versus a 
focus on obtaining value from the yields of a more holistic organic farming system. This dichotomy brings 
into focus the presence of a continuum of relevant farm system typologies,176 as well as the constraints 
and opportunities posed by the climate emergency. 

A third area relates to a duality of choices at an operational level. On one hand, there is the current need 
to tailor interactions with supply chain stakeholders understanding their unique characteristics, especially 
because expansion will bring an enduring requirement to build buy-in and interest in the direct-to-farm 
sourcing model. On the other hand, there is the need to standardise operations and processes for 
efficiency, quality assurance, and breadth of impact. Orchestrated action on both sides of this dichotomy 
will be key to the sector’s success. 

OCA’s readiness to address the dichotomies together with its current level of organisational readiness to 
operate as an MSI (see Sections 3.5 and 4.2) suggest that it is on the right trajectory to contribute toward 
wider system shifts and transformation in the organic cotton sector. 

Drivers observed to be supportive of the scaling of organic cotton are: 

▪ Increased environmental and social awareness among consumers and growing demand for 
organics;177 

▪ An increased number of companies making commitments to global compacts, such as the SDGs and 
others,178 and setting procurement targets for sustainable and organic cotton; and 

 
176 How organic relates to regenerative agriculture was the topic of a workshop at the November 2021 Organic 
Cotton Summit. The panellists described a spectrum spanning from conventional (monoculture) cotton to 
Regenerative Organic Certified (ROC) cotton production anchored on biodiversity and social equity principles (a focus 
on soil health, animal welfare, and social fairness) with an appeal to indigenous practices. Organic cotton production 
lies in the middle of this spectrum. Advocates of ROC cotton argue that regenerative organic methods are a 
responsible way to address climate change and that a step-by-step conversion process is feasible with appropriate 
supports. The workshop entitled, “How Does Organic Related to Regenerative Agriculture” (November 8) can be 
accessed at: https://www.ocanational.org/virtualsummit. More information on ROC can be accessed at: 
https://rodaleinstitute.org/wp-content/uploads/rodale-white-paper.pdf. 
177 OCA (2021). OCA 2030 Strategy Report, p. 16; BOF and McKinsey (2021). p. 65; and KIIs. 
178 These include the 2025 Sustainable Cotton Challenge https://textileexchange.org/2025-sustainable-cotton-
challenge/ and the German Partnership for Sustainable Textiles, 
https://www.textilbuendnis.com/en/textilbuendnis-mitglieder-beziehen-ueber-die-haelfte-der-weltweit-
verfuegbaren-bio-baumwolle/.  

https://rodaleinstitute.org/wp-content/uploads/rodale-white-paper.pdf
https://textileexchange.org/2025-sustainable-cotton-challenge/
https://textileexchange.org/2025-sustainable-cotton-challenge/
https://www.textilbuendnis.com/en/textilbuendnis-mitglieder-beziehen-ueber-die-haelfte-der-weltweit-verfuegbaren-bio-baumwolle/
https://www.textilbuendnis.com/en/textilbuendnis-mitglieder-beziehen-ueber-die-haelfte-der-weltweit-verfuegbaren-bio-baumwolle/


   51 

© UNIVERSALIA 

▪ A sizeable gap between global demand for and supply of organic cotton, on account of the above-
mentioned shifts in brand and retailer procurement patterns along with disruptions in the 
sustainable cotton supply chain occasioned by sanctions against China and fraud allegations in 
India.179 

For as long as those market drivers prevail, they warrant continued attention to ensure successful scaling 
and sustainability. 

As OCA deepens its involvement in India and expands into new production countries, it will become 
increasingly important to act on those drivers closest to the supply dynamics of the organic cotton sector. 
As indicated under Finding 16, policy remains an important driver that will challenge the ability to scale 
up in India and beyond. For example, the government of Baluchistan’s growing interest in organic cotton 
following a successful pilot project could enhance OCA’s planned scale up in Pakistan. Similarly, in India, 
the Ministry of Agriculture’s endorsement and promotion of the newly created organic cotton curriculum 
could greatly increase its reach and impact once launched in 2023. In commerce, the potential for the 
Indian seed industry to become a source of support in the development and distribution of organic 
cottonseed depends on the extent to which the business case and the policy environment for such can be 
established.180 

Replicating the MSI model within more specific geographies is one way to bring attention to these drivers. 
At least one precedent exists for this with the 2020 formation of the OFCS. A co-creation of Laudes 
Foundation and three other entities, the platform brings together government, research institutions, and 
NGOs to address drivers affecting organic cotton in Madhya Pradesh. 

All in all, the task of discerning opportunities to engage drivers ─ to accelerate change, deepen impact, or 
to mitigate against factors dampening progress ─ will be complex. It will require consideration across 
multiple streams of systems change work and multiple jurisdictional landscapes. 

 
179 Textile Exchange (2021). Organic Cotton Market Report, p. 8. 
180 KIIs and OCA Annual Reports. 
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6. Conclusions and Recommendations 

6.1 Conclusions 

This evaluation assessed the progress and impact of OCA since 2018, under Phases 2 and 3 of Laudes 
Foundation grants. It examined the initiative’s Farm and SI programmes, its development of a fund 
mechanism, and its function as a multi-stakeholder platform. In addition to assessing the effectiveness, 
efficiency, and impact of OCA, the evaluation used the Laudes Foundation rubrics to gauge OCA’s 
contribution to systems change in both the Indian and global organic cotton industry. Table 6.1 compiles 
the ratings for each rubric assessed and summarises the key findings of the evaluation. 

Table 6.1 Compendium of Rubrics Ratings and Analysis 

RUBRIC RATING 

PROCESS-RELATED 

A1. Design  Conducive & supportive. OCA’s design is innovative and exploratory and addresses 
important needs in the sector. The initiative aligns substantially with Laudes’ 
objectives. Early challenges in establishing cooperation among sector actors are 
abating. In this busy space, where the potential for overlapping mandates and 
approaches has existed, there is scope for yet greater collaboration, exchange, and 
learning between OCA and its sector peers. 

A2. Implementation Conducive & supportive. OCA’s programme implementation shows the attributes of 
good delivery using a deliberate, inclusive, enabling, and capacity-enhancing approach. 
It demonstrates a solutions-oriented focus and a commitment to using evidence. Some 
vulnerabilities are evident as OCA navigates the more complex interactions among its 
stakeholders. Implementation has been efficient and in line with the planning set out 
in Laudes’ grant agreements. 

A3. Monitoring and 
adaptation 

Partly conducive. OCA’s monitoring and evaluation system uses a mix of evidence from 
various sources and covers more than minimum compliance requirements. Resources 
have been strained as the Farm Programme grows and the scope of the data sought 
widens, but this is not excessive and is currently being addressed. So far, data collection 
and reporting have been tailored more to the needs of brands and less to those of IPs, 
with an intention to improve usefulness for farmers. Finally, OCA’s monitoring practices 
show signs of good learning and adaptive management. Limitations were observed in 
data quality and timeliness, data specificity across different user groups, and the use of 
M&E insights for decision-making. Finally, untapped opportunities exist to broaden 
M&E system coverage to include institutional and platform aspects of OCA’s work. 

A4. Communication and 
learning 

Partly conducive. For those engaged, the initiative demonstrates an openness to 
learning and reflection on its mission, but it has not been as effective in its 
communications to the wider community. Its internal communication systems are good 
and facilitate learning, but with some notable challenges for its external 
communications. Publicity and other external messaging are well aligned and coherent, 
though with untapped potential to extend influence and improve OCA’s impact in the 
organic cotton sector. OCA’s new Communication Plan, staff team, and newly 
developed tools are responding well to the challenges observed. 

A5. Organisation and 
network capacity 

Conducive & supportive. Most of the attributes of a “fit for purpose” organisation are 
in place including a clear vision, mission, and strategy; strong, credible, and inclusive 
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leadership; strong governance with good fiduciary oversight; a strong mix of staff with 
requisite knowledge, skills, and capacities; financial stability and strong fundraising 
capability; and a good organisational learning culture. Gaps remain around the 
incorporation of human rights and climate change drivers into OCA’s governance and 
strategic management, and in the operationalisation of a results monitoring schema 
for the whole organisation.  

EARLY AND LATER CHANGES 

B3. Progressive 
businesses leading 

Partly conducive, with movement toward conducive. OCA has been able to bring on 
board 10 brands that have begun to shift their approach to sourcing organic cotton. 
Among these are a few large and influential brands considered leaders in the field. In 
addition, as of 2021/22, 79,000 farmers are participating in the Farm Programme in 
India, OCA’s launch country. While this is a considerable proportion of that country’s 
cotton farmer population, further growth is needed, especially among brands and 
other supply chain actors. The level of influence of participating brands, farmers, and 
other supply chain actors in the organic cotton industry remains modest at this stage. 

B6. Multi-stakeholder 
movements pressure 

Partly conducive, with movement toward conducive. OCA’s size and level of influence 
as an MSI is modest, despite significant platform development in a short period. It has 
expanded its contributor base to include large and small brands, CSOs, suppliers and 
manufacturers, and philanthropic donors. To date, though, the farmer voice remains 
at a distance, carried by OCA’s IPs. Support is coalescing around its 2030 Strategy, and 
OCA’s financing is taking shape with a project funding mechanism in place and an 
impact financing mechanism in a final feasibility phase. 

B7. Redefined value Partly conducive. OCA is making progress on seed supply and supply chain integrity. 
Through the SI Programme, the initiative is developing and providing non-GM seeds to 
farmers with its participatory breeding programme and the certification of seed 
companies for non-GMO production. OCA has also contributed to improving the 
capacity for GMO testing, thereby improving the assessment of GMO contamination 
along the supply chain. Through its engagement in participatory research, launch of 
production guidelines, and facilitation of a seed network, the SI Programme is drawing 
increasing attention across the supply chain to the environmental and farm-level 
requirements for organic cotton to thrive. Through this and the Farm Programme, OCA 
is positioned to shift mindsets and support a redefining of value within the sector 
toward these key constraints in the supply chain, with some evidence that this is 
already occurring. There are also positive signs of increasing attention to measuring 
environmental, climate, and social equity within OCA’s activities. While this represents 
nascent progress, several major challenges remain with regard to seed availability and 
traceability in the sector.  

2025 OUTCOMES 

C3. Businesses 
transforming 

Unconducive, with movement toward partly conducive. The impact of OCA’s 
presence on the global organic cotton market has been modest and focused on India. 
Preliminary progress is being made on planning for scaling and sustainability of 
organic cotton. OCA’s use of key market drivers has helped in building the direct-to-
farm business model, which shows steady gains in volumes of organic cotton 
procured and numbers of farmers engaged, but with only a few brands engaged so 
far. Continuing this positive trajectory will require increasing attention to an array of 
country and regional drivers that hold potential to enable or frustrate progress. There 
is evidence of growing financial commitments to transforming the cotton system, but 
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these have yet to reach the levels required. Organic cotton remains a fragmented 
industry with multiple financing needs. 

6.2 Recommendations 

Eight recommendations for OCA under three headings address the challenges identified in this evaluation. 
The first area addresses topics associated with the early and later stage outcomes of OCA’s engagement 
with the organic cotton industry (the B rubrics, mainly). The second addresses topics pertaining to OCA’s 
contribution to systems change in global organic cotton. Under the third heading, recommendations 
address topics identified through the design and delivery of the OCA initiative over the period evaluated. 
A single final recommendation applies to Laudes Foundation and other philanthropic interests supporting 
systems change in fashion and materials. 

Regarding early and later changes  

Recommendation 1:  OCA should clarify its claim of being a farmer-centric or farmer-first organisation, 
as the claim is not fully reflected in its approaches. A more realistic positioning for OCA would be to 
describe itself as poly-centric with a farmer focus. This positioning would reflect OCA’s awareness of the 
existing power structure that holds actors along the supply chain in relation to each other, as well as its 
commitment to strengthen farmers and endeavour to create a fair and balanced platform where all have 
an equal voice. Putting this into practice will entail more meaningful engagement with farmers and farmer 
producer organisations and ensuring that a farmer-focused programming approach is fully realised. OCA 
should better integrate the voice of farmers into its governance and programmes, such as by strategically 
engaging FPOs and farmers directly on the platform and more fully obtaining farmer perspectives on their 
needs and on the quality of services experienced. Mechanisms that could be pertinent to OCA’s 
engagement with farmers include informal and formal consultations or periodic dialogue with farmer 
representatives (from various localities, regions, or countries); creating an advisory board, caucus, or 
working group made of up farm leader representatives (from various localities, regions, or countries); 
implementing training and capacity building opportunities for farmer representatives to enhance their 
capacities to participate in OCA; and the systematic inclusion of farmers in farm-related pilot initiatives.181 
Related rubrics: A5 and B6. 

Recommendation 2:  While OCA has made significant efforts to build partnerships with brands, it needs 
to better engage with supply chain actors, especially those at lower levels who work more closely with 
farmers. Those lower-level actors are important to the success of OCA’s farm sourcing model. A holistic 
and transparent supply chain will need the participation of actors from across the supply chain. OCA 
should develop a more strategic approach to the selection of its IPs, demonstrating the advantages of the 
direct-to-farm model over the benefits of being contributing platform members. Investment at this level 
of the supply chain should yield mutually beneficial partnerships, create opportunities for these actors to 
differentiate themselves in the marketplace, and thereby incentivise additional engagement of these 
actors in the reform of organic cotton. Related rubrics: B3 and B6. 

 
181 The Partnership Initiative (2012), p. 52. 
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Regarding 2025 outcomes  

Recommendation 3:  As OCA scales up and out, it should pay greater attention to the various drivers of 
change that affect the supply dynamics in each production country setting. These include market and 
supply chain dynamics; barriers for farmers and farmer commitment to organic cultivation; and policy and 
legislative opportunities and barriers; among others. With constraints on time and resources, OCA will 
need continuous discernment to determine which drivers are most pertinent and the mix of activities best 
suited to advance OCA’s systems change ambitions. Related rubrics: B7 and C3. 

Regarding process-related aspects  

Recommendation 4:  OCA should better communicate and incorporate a holistic perspective of 
“organic” in its strategies, communications, M&E system, and programmes. For instance, OCA should 
communicate its interest in moving organic beyond a focus on non-GMO. It should also introduce and 
better anchor climate change, the SDGs, and social equity content in its strategy, approach, and 
programmes. It could do this by measuring and communicating the social and environmental impacts of 
its work and by integrating those effects in its strategy for scaling up. While there are positive indications 
that OCA is heading in this direction, through the inclusion of new socio-environmental indicators in its 
M&E system, this needs to be more explicit and intentional, and better communicated in its public reports. 
Related rubrics: A4, A5, B7, and C3. 

Recommendation 5:  OCA should better delineate its role and value in the cotton industry, and 
communicate both to its external stakeholders and members (particularly those contributors getting 
involved in direct-to-farm programming for the first time). As part of this challenge, OCA should enhance 
the user experience in using the wealth of information available, while preserving its record of diligence 
on matters of confidentiality. Related rubrics: A2 and A4. 

Recommendation 6:  Building on a strong foundation of M&E practice, OCA should enhance system 
capacities to undertake comparative and longitudinal assessments within its Farm and SI programmes. 
For longitudinal assessments, tracking of farmers across years would be important to assess the extent to 
which OCA’s programmes and services are meeting farmers’ needs and to better understand the barriers 
for retention of farmers within the system. Comparative assessments would enable OCA to assess 
implementation across countries, regions, IPs, and implementing modalities. M&E system improvements 
should be geared toward making better assessments of impact, effectiveness, and efficiency across OCA’s 
programmes and toward feeding information into the OCA setting that supports mind shifts over what is 
important and incentivises change. Related rubrics: A3, B3, and B7. 

Recommendation 7:  While OCA tracks some organisational and institutional components of its 
mandate (through the Contributor Survey, for example), it should further develop its system to improve 
monitoring and reporting on the outcomes and impacts of the platform. The system primarily provides 
reporting on outputs. As yet, however, the array of outcome and impact data is insufficient to assess the 
effectiveness of the platform. Literature on MSI evaluation provides insight on the kinds of platform and 
institutional variables that could be considered. Variables that might be included are representation, 
participation and equity, accountability, capacities, platform resources, adaptive management (based on 
review, complaints and conflicts), leadership, facilitation and communication, and trust and 
commitment.182 A focus on cross-cutting themes (such as human rights and inclusion) in relation to a the 

 
182 Kusters, K., and others (2017). Advocating for participatory approaches to MSI evaluation, the authors suggest 
three components (perspectives) are important to consider: looking ahead – to consider priorities for multi-
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platform’s governance and accountability mechanisms is also suggested.183 Tracking OCA as a sector 
influencer is another area for consideration, together with better understanding of the prevalence of 
policy and regulation as drivers of systems change. With stakeholder groups, sensitivity to their distinct 
results pathways in OCA makes it possible to test value propositions and measure contributions against 
commitments.184 MSI literature also recommends the use of time-bound, measurable commitments by 
platform members both for transparency and to differentiate actors among peers on the basis of good (or 
bad) performance.185 Related rubrics: A3, A5, and B6. 

Recommendation 8:  OCA should be yet more intentional about integrating learning on reflexive 
systems change into its work. It should consider doing so by identifying in its setting the more complex 
and repeating instances of stakeholder interaction, identifying where it is positioned, how it has been 
supportive, and how it can further strengthen and build on appropriate roles. OCA should develop its 
understanding of what is required for systems change at scale, how trust figures across stakeholder 
perspectives, clarifying roles for OCA so others know what to expect, and identifying tools and processes 
to streamline relevant workstreams. Two candidate instances for this “learning lab work” pertain to 
country expansion and to engagement around the formulation of Farm Commitment Agreements. 
Learning labs could take the form of facilitated group discussions using After Action Review methods 
either virtually or in person.186 Looking inward like this is an important facet of system change work that 
builds adaptive management capacity.187 Related rubric: A2 and A5. 

Recommendation for Laudes Foundation  

Recommendation 9:  In the remaining period of the current grant, Laudes Foundation and OCA should 
analyse the continuing role of philanthropy in the service of OCA’s mission and identify additional catalytic 
roles that would be of mutual relevance to OCA and the foundation. Philanthropy can play a critical role 
addressing the costs of system change work that lie beyond what can be asked for through a fee-for-

 
stakeholder collaboration in a landscape; looking inward – to consider priorities to assess the process within a multi-
stakeholder platform; and looking backward – to compare actual outcomes to original objectives. 
183 MSI Integrity and others (2017). 
184 Thorpe, J., and others (2021) p. 10–16. 
185 Commitments are to be relevant to the shared vision and strategy for the MSI and its planned results. Process 
and substance related commitments are differentiated; the first focused on the ways of working, the second on the 
material contribution. The Partnership Initiative (2012), p. 48 and 57; Federal Ministry of Labour and Social Affairs 
(Germany) (2020), p. 5. 
186 After Action Review methodology is widely documented as an organisational best practice. It revolves around 
four critical lines of inquiry: What was expected to happen? What actually occurred? What went well and why? What 
can be improved and how? It is described succinctly in a 2005 article in the Harvard Business Review’s online 
magazine, https://hbr.org/2005/07/learning-in-the-thick-of-it. 
187 In the literature, much of the work on “organisational learning”, “self-referencing”, or “adaptive management 
and governance” can be traced to biologists Humberto Maturana and Fransico Varela. In the early 1970s, they 
developed the theory of autopoiesis. Drawing on cell biology they observed that cells, as living systems, are self-
referential. They maintain and renew themselves by regulating their composition and conserving their boundaries. 
This is done recursively. As systems, they are closed but are “coupled” with their medium or environment and their 
boundaries are semi-permeable. It is through this interaction with the outside that adaptation occurs. Autopoiesis 
has come to the fore in social theories and the study of organisations. Systems thinker Gregory Vigneaux looks at 
the relevance of autopoiesis to risk management in organisations in his 2019 blog 
https://gregoryvig.com/definingrisk/. A more extensive exploration of how organisations learn from their 
environments can be found at: van Assche, K., Valentinov, V. and Verschraegen, G. (2021), “Adaptive governance: 
learning from what organizations do and managing the role they play”, Kybernetes, Vol. ahead-of-print No. ahead-
of-print. https://doi.org/10.1108/K-11-2020-0759. 

https://hbr.org/2005/07/learning-in-the-thick-of-it
https://gregoryvig.com/definingrisk/
file://///insight/search%253fq=Kristof%20van%20Assche
file://///insight/search%253fq=Vladislav%20Valentinov
file://///insight/search%253fq=Gert%20Verschraegen
https://www.emerald.com/insight/publication/issn/0368-492X
https://doi.org/10.1108/K-11-2020-0759
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service regimen, or that bear high risk for low return. As has been demonstrated with this initiative, 
philanthropy can also be critical in priming systems at their start or fuelling aspects of organisation and 
network growth with capacity and research inputs. Supporting OCA to gainfully incorporate 
understanding of the climate emergency, to advance industry understanding of the continuum of 
sustainable practices relevant to organic cotton, to attract impact investors, and to engage more fully in 
policy (for example, through research and advocacy-related support) are four areas where there may be 
a catalytic role to play. 
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Appendix I  List of Findings 
Finding 1: In its design, OCA squarely tackles the challenges and obstacles identified before its creation. 

It does this through its two complementary programmes that are supported by a multi-
stakeholder platform. OCA’s mandate and approach occupy a niche as an operationally 
focused “problem-solver” for the organic cotton sector. 

Finding 2: OCA’s design is substantially aligned with Laudes’ mission and vision. In particular, it speaks 
to the industry and ecosystem building element of the foundation’s Sustainable Cotton 
Programme Strategy that was in play during the granting period. 

Finding 3: A deliberate, inclusive, and enabling approach features strongly in OCA’s implementation. 
Activities are suited to the complexities of its mission by virtue of focusing more on 
“discovery” and “solutions” than being prescriptive, and by being evidence-based. Instances 
observed where implementation is misaligned with its approach serve more as opportunities 
to refine than to rethink. 

Finding 4: Philanthropy in general, and Laudes Foundation in particular, have been decisive in OCA’s 
implementation, providing financial latitude and a base of relevant experience on which to 
build. Most of what has been planned in Laudes grant agreements has been implemented. 
And, while having latitude to spend, the Secretariat has operated within its means with a 
clear understanding of this time-limited opportunity to build self-reliance as an MSI. 

Finding 5: OCA’s M&E system has been integral to the success of its Farm Programme, where the 
function is critical to ensuring buy-in from actors, especially brands. The M&E system has had 
to keep up with significant growth in the organisation and its operations as OCA strives to 
stay relevant and useful to the various actors involved. OCA demonstrates good adaptive 
management overall through its use of continuous learning and improvement. The 
application of M&E beyond the Farm Programme is less well developed. 

Finding 6: Monitoring and adaptive management has focused on the programme dimensions of OCA 
with appropriate links to OCA’s strategic priorities for organic cotton. Variables tracking the 
functioning of the OCA platform itself are mostly pitched at the output level and are 
insufficient to understand the platform’s contribution to impact. 

Finding 7: While contributors see the OCA team as approachable, responsive, and learning-oriented, its 
communications have not been consistently effective in conveying OCA's purpose and the 
impacts of its work. Identified challenges are recognised in OCA's 2020 Communications Plan 
and 2030 Strategy, and new measures are coming on stream to hone OCA communications 
and help the initiative to engage more directly with distinct stakeholder users. 

Finding 8: OCA supports knowledge sharing and learning related to the organic cotton sector, 
particularly through its Farm and SI programmes. The potential to expand learning is 
considerable given stakeholder interest in sector developments and the opportunities that 
can be tapped. 

Finding 9: The organisation has moved beyond an early period of uncertainty about its role, 
relationships, and strategic direction. OCA’s readiness to lead a systems-change approach in 
sustainable cotton has advanced considerably. On governance and in operations, there is 
consolidation with regard to stakeholder ownership and direction, skills acquisition and 
deployment, and critical systems upgrades. More limited progress is evident in developing a 
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human rights orientation, in OCA’s overt inclusion of climate change concerns, and in its 
alignment to the Sustainable Development Goals. 

Finding 10: Considerable progress has been made operationally to move OCA toward financial self-
reliance. Contributing factors include the introduction of a workable fee-paying regime, an 
increasing number of contributors to OCA, an expanding Farm Programme that is responsive 
to global demand for organic cotton, and fiscal prudence on the part of OCA’s leadership. 

Finding 11: OCA has built a clear business case for brands and farmers, evidenced by significant growth 
in the number of participating farmers since 2017 and growing interest from brands to join 
the Farm Programme. The motivation for supply chain actors to participate in OCA’s direct-
sourcing model is less evident and all actors continue to face challenges in adopting organic 
cotton and participating in the direct-to-farm model. 

Finding 12: While still modest in size and in its ability to influence change on a global scale for organic 
cotton, the OCA platform has grown ahead of expectations and widened its base beyond an 
original group of brands and retailers. The platform is perceived to bring greater 
predictability and fairness to the sourcing of organic cotton, as well as a useful 
precompetitive space with which to explore “win-win” scenarios among stakeholders to 
address sector constraints. Recent governance and operations enhancements at OCA, 
including the creation of a global strategy, answer well to stakeholder needs and are 
consistent with MSI good practices. 

Finding 13: After a period of conceptualisation that lasted longer than anticipated, OCA has launched a 
grant-based funding mechanism and is in the final stages of developing larger scale loan-
based financing mechanism to introduce additional financial resources to the organic cotton 
sector. 

Finding 14: OCA’s SI Programme has been designed to address key constraints in the organic cotton 
sector, with a focus on enhancing organic cotton integrity and seed supply. While progress 
has been made in assessing GM contamination in the supply chain, traceability remains a 
challenge. OCA’s work on seed supply and availability has attracted the attention of brands, 
although much work remains to ensure the availability of non-GM seed for farmers. 

Finding 15: OCA’s initiatives are positioned to shift mindsets and support a redefining of value in the 
organic cotton sector, with some indication of this evident within the scope of OCA 
programmes and initiatives. A purposive focus on measuring environmental, climate, and 
social equity impacts has not been reflected in OCA’s early activities, though there is 
indication that this is forthcoming. 

Finding 16: After four growing seasons, OCA's direct-to-farm business model is gaining traction. At this 
still early stage in its development, OCA's impact on the global organic cotton market remains 
modest. On volumes produced and on number of farmers engaged, trends are positive, but 
these remain limited to a single growing country with a small number of leading brands. 

Finding 17: On attracting philanthropic and business investments to advance systems change in organic 
cotton, OCA has generated interest and investments in its business model as well as potential 
for further growth. There is early traction in attracting grant-based funding to the sector on 
a cost-sharing basis with brands. Introducing a commercial financing mechanism to support 
the development of organic farming systems is proving more challenging due to the large 
investment needed, the presence of a fragmented sector with multiple financing needs, and 
the vast number of farmer beneficiaries. 



60  

© UNIVERSALIA 

Finding 18: Progress on scaling and sustainability of organic cotton will depend on the continuous 
management of distinct and often competing agendas along the supply chain and advocacy 
where needed. OCA has made good use of global market drivers to garner the support of 
brands and retailers. Now, as OCA deepens its programming within production countries, it 
is challenged to go further, identifying and engaging those drivers best able to strengthen 
farming systems. 

 
  



   61 

© UNIVERSALIA 

Appendix II  Additional Notes Supporting 
the Narrative 

OCA design 

Extent to which OCA is addressing historic constraints in the sector 

Figure ii.1 Perceptions on Extent to which OCA is Addressing Historic Constraints in the Sector 
(n=12)188 

 

OCA Implementation 

A diversity of actors among IPs provides additional grist for testing and learning about OCA’s direct-to-
farm business model as it matures – Table ii. 1 characterises the different farmer engagement models 
employed by IPs. Relational dynamics likely differ across this range. It can be expected that the type of IP 
and how the IP engages with farmers will influence the extent to which the farmer business case can be 
demonstrated. As well, it can be expected that the type of farmer engagement model will influence how 
the integrity of organic cotton is being ensured. There are several good practices across different 
implementing modalities and partners with respect to the quality of implementation, farming system 
approach, land area certification, and community development approach. 

 
188 Question 4: Please rate the extent to which OCA is addressing the following historic constraints in the organic 
cotton sector. 
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Table ii. 1 Type of IP and Farmer Engagement189 

TYPE OF IP 
SPECIFIC FUNCTION IN THE 

SUPPLY CHAIN 
FARMER ENGAGEMENT MODEL IP EXAMPLE 

Supply chain actor Ginner, Spinner, and 
Manufacturer 

IP working through NGOs. It is not 
clear whether farmer groups are 
used as engagement model  

Pratibha Textile, 
Arvind Mills 

Supply chain actor Processor, Trader, Exporter IP working with farmers and with 
farmer groups  

Suminter 

Supply chain actor Ginner, Spinner, and Trader IP working with farmers through 
contract farming approach 

Spectrum 
International 

NGOs Decentralised ginning in 
some cases 

IP working with farmers through 
farmer groups 

AKF, ASA, Chetna 

On factors constraining implementation of OCA – On a day-to-day basis, OCA encounters constraints on 
the realisation of its mission from sources that in some instances lie at the edge of or beyond its sphere 
of influence. These encounters occur at all points between farm and market and at all scales of 
implementation from global to local. Be they market, policy, or climate related; geopolitical; criminal or 
other; these constraints challenge OCA’s implementation approach while also allowing it to demonstrate 
its merits for converting problems into solutions. 

On the brand/retailer side of the organic cotton supply chain, shifting a deep-seated transactional 
approach and mindset driving procurement has been a pre-occupation of OCA during these early years as 
it engages the sector to refine its direct-to-farm sourcing model and to hone a narrative that supports a 
new way of working. Here, the progress made countering transaction-focused mindsets and 
demonstrating the merits of the business case – evidenced by the number of brands investing as OCA 
Contributors and adjusting their sourcing practices accordingly – suggests that an inclusive and enabling 
implementation approach is giving the initiative traction on its mission. 

On the supply side, where OCA is becoming increasingly focused, the constraints on OCA’s work are 
considerable and likely more complex and broad ranging than those featured on the demand side. Indeed, 
as OCA expands beyond India it will take on multiple supply landscapes each with unique characteristics. 
It is still early-on to be assessing the extent to which OCA’s way of working is also allowing it to make 
headway here (see discussion on drivers of systems change in 5.1). 

Farm-level implementation challenges for OCA to manage in strengthening the supply side of organic 
cotton include: 

a. Logistical challenge of GMO testing; 
b. Quality assurance across different modalities of IP arrangement and farmer engagement/training 

models;190 
c. Credibility of certifications especially in the trader/ginner-led IP model; 
d. Checking of potential farmer exploitation in contract farming modalities; 
e. Farmer retention in the organic journey; 
f. IP expectations around more focus and investments on farmer capacity building; 

 
189 KIIs 
190 In interviews, several IPs specifically commented on this matter. 
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g. Farmers’ traditional relationships with intermediaries/dealers who are recommending and selling 
pesticides, or with commissioning agents/traders in the supply chain who provide them with 
money in time of need; 

h. Ensuring the organic integrity of farms while also securing an economic return for farmers; and 
i. New potential carbon credit revenue streams that are currently being introduced and which run 

the risk of benefitting IPs to the exclusion of farmers. 

Monitoring and adaptation 

Figure ii.2 provides an overview of the structure of OCA’s M&E system. Data collection occurs at the farm 
level and at the IP/Supply Partner level, with IPs being responsible for data collection on the ground for 
each farm project they manage.191 Data from all farm projects are aggregated into OCA’s Farm Intelligence 
and Impact System (FIIS).192 In addition to self-reported data from IPs, OCA also employs third-party 
validators who conduct annual independent data collection and analysis. This approach is to ensure 
credibility of data from IPs by checking the accuracy of IP reporting, while also providing opportunities to 
collect additional data beyond the standard indicators that IPs use in their reporting. For instance, third-
party validators collect qualitative data from farmers (through surveys and focus groups) allowing 
generation of the “change” stories from farmers that brands appreciate. Third-party validators also collect 
data from control groups of farmers who grow conventional cotton. The data serves as a basis for 
differentiating conventional and OCA farmed organic cotton and, with that, provides evidence to inform 
on the benefits of OCA’s sourcing model. The M&E system also generates more complex data like labour 
costs and farmer household income. 

Figure ii.2 OCA’s M&E System 

 

 
191 IPs can either nominate a lead farmer or using their own staff for data collection. OCA provides some flexibility 
for IPs in terms of data collection processes, which can be done using a mobile application, Excel, or paper-based 
approach. All IPs are, however, required to report on OCA’s standard indicators to collect uniform data across 
projects. Additional indicators may be collected as per brand needs. OCA also supports IPs to integrate OCA’s 
indicators into existing M&E systems that the IP may have in place. (OCA M&E guidelines, 2021). 
192 In 2018, OCA developed and implemented the FIIS, which acts as a central database. It provides aggregate 
sourcing and impact data for all farm projects, as well as visualisations to help with communication. 
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An examination of OCA’s Theory of Change (version from OCA’s 2030 Strategic Plan – Figure ii.3, below) 
The evaluation offers the following observations of current OCA strategic orientation and readiness to 
measure platform performance: 

▪ The OCA platform’s Theory of Change, as drafted in the 2030 Strategy, is inclusive of OCA and key 
supply chain actors at the activity level. In it, OCA animates/supports (level 1, bottom) and IPs, seed 
producers/ research partners, brands & retailers, and investors/ donors take action on the supply 
chain (level 2). 

▪ From outputs to impact (levels 3 to 5), results statements are trained on farm level changes. The 
causal logic is inclusive of economic, social, and environmental dimensions; accommodating of 
alternative farming models; and sensitive to the platform’s diminishing level of control/influence 
with each level of result. Overall, the Theory of Change reflects the organisation’s “farm first” 
orientation and programmatic focus. 

▪ In the Theory of Change: 

– The value proposition for farmers is explicit and detailed, while for all other actors in the supply 
chain, it is assumed and implicit at the activity level. 

– The platform/institutional dimensions of the OCA platform are implicit within the activity levels 
(levels 1 and 2). 

Figure ii.3 Simplified Theory of Change Diagram (OCA) 
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Figure ii.4 Simplified Theory of Change Diagram193 

The (simplified) theory of change diagram in Figure ii.4, above is taken is from the MSI, Bon Sucro, a global 
sustainability platform for sugarcane. It differs from OCAs by setting out more explicit results pathways, 
by key stakeholder group. Some results are shared, some are particular to the stakeholder group.194 

Organisation and network 

Historical overview of OCA: OCA was incorporated as a foundation (stitching) on 30 August 2016. It began 
with two governing bodies. The first was a Senior Board consisting of five members representing brands 
and retail (two), supply chain (one), civil society (one) and philanthropy (one). The Senior Board met three 
times per year, providing strategic guidance and high-level scrutiny of financial statements and budget 
plans. The second was the more operational Investment Committee consisting of representatives of seven 

 
193 Thorpe, J., Guijt J., Sprenger T. and Stibbe D. (2021). Multi Stakeholder Platforms as System Change Agents: A 
guide for assessing effectiveness. IDS Institute of Development Studies and Wageningen University & Research. 
194 The Bonsucro theory of change diagram is used in a 2021 guide on assessing multi-stakeholder platform 
effectiveness, by the Institute of Development Studies and Wageningen Research. Accessible at: 
https://edepot.wur.nl/548294.  

https://edepot.wur.nl/548294
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organisations (five brands, Textile Exchange and C&A Foundation).195 A secretariat was established to be 
the executive arm of the foundation. Initially, the secretariat function was hosted by the organisation 
NewForesight Consulting, the same organisation that undertook the original design work for the 
organisation in 2015. During their tenure, OCA established its India office. A permanent secretariat was 
created with the hiring of an executive director in February 2018, and the tenure of NewForesight’s 
interim Secretariat ended a month later. Within the year, the programme director and two programme 
officer roles were added, giving the organisation a Secretariat staff of two in India and three in 
Amsterdam.196 

Alongside this early evolution of OCA’s operations and governance functions (2017–18), the organisation 
introduced the Farm Sourcing Pilots and set in motion OCA’s M&E system to underpin the Farm 
Programme with third-party validated farm data. Investments also started in the SI Programme. In May 
of 2018, OCA organised its first Organic Cotton Summit in India (open to all interested stakeholders) and 
later in the year brought its Contributors together to review OCA’s progress to date and discuss the design 
of the organisation’s new governance framework, which went on to be approved by the Senior Board in 
2019.197 

Around this time, OCA entered a leadership transition. The outgoing executive director was replaced on 
an interim basis by the programme director, a move that was to become permanent in January 2020.198 
The leadership change occurred against a backdrop of organisational uncertainty. In the year since the 
establishment of an independent secretariat, OCA had struggled to build team cohesion, create a positive 
and distinct identity for OCA in the sector, and coalesce its growing membership around a shared 
purpose.199 

Over the past two years, addressing stakeholder concerns related to governance, making headway on a 
global strategy, building the staff team, and initiating improvements to key office systems has been a 
focus of attention for the new leadership at OCA. Laudes Foundation grant funds (Phase 2 and 3 grants) 
have been earmarked accordingly with the intent to help OCA be ready to scale its change ambitions for 
the sector. 

The new structure features a Board of Trustees and an overarching GNC. The GNC is to periodically 
review OCA’s policies and procedures, and lead nominations and elections processes. A total of 11 Board 
seats are available and are designated for brands and retailers (3), suppliers and manufacturers (2), 
organic cotton farm groups and IPs (2), civil society organisations (2), and philanthropic or independent 
partners (2). The term of office is three years with a maximum of two consecutive Board terms. Where 
the size of the constituency is greater than ten Contributors, seats are to be filled in a democratic process 
that involves that constituency. On an annual cycle, the GNC initiates a nominations process to generate 
a slate of candidates. For constituencies with less than ten Contributors, the Board of Trustees elects from 

 
195 OCA’s initial governance structure was adapted from the model proposed by NewForesight Consulting in the 
Phase I grant proposal. The model included: A Senior Board for executive decisions (followed); An Advisory Council 
(AC) for expertise (3–7 key organic stakeholders put aside by the Senior Board in early 2017); Independent 
Chairperson for guidance and to lead AC meetings (not used); Investment Committee (IC) for guidance with 
representatives of brand/retailer and major donors (followed); Daily Board for guidance with two members who 
speak for the group and have regular contact with IC; and OCA Secretariat for operations with weekly contact with 
Daily Board, six reports to IC per year and hosted by NewForesight and independent over two years. 
196 OCA (2018). OCA Annual Report 2017 and OCA (2019) OCA Annual Report 2018; minutes of 6 February Senior 
Board Meeting. 
197 Ibid. 
198 OCA (2020). OCA Annual Report 2019. 
199 KIIs. 
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among the nominees. Candidates can only be nominated by Trustees or by the members of the GNC. With 
each Board rotation, the policy states a commitment to achieving a balance in gender representation. 

On adherences to global guidelines: In advising on adherence by the MSI to global codes of conduct, 
reference is given to the UN Guiding Principles on Business and Human Rights and the OECD Guidelines 
for Multinational Enterprises. The UN document sets out existing obligations for States and business 
enterprises to respect internationally recognised human rights. Of particular relevance in this document 
is Principle 30, “Industry, multi-stakeholder and other collaborative initiatives that are based on respect 
for human rights–related standards should ensure that effective grievance mechanisms are available.” 
Principle 31 follows with effectiveness criteria for grievance mechanisms. The OECD document is broader 
in its scope. It represents a joint statement by member states to multinational corporations 
recommending good practices in such areas as: disclosure, human rights, employment and industrial 
relations, environment, and competition. See OHCHR (2011), p. 3–28; and OECD (2011), p. 19–63. On 
human rights matters (p. 31–34), OECD guidance draws on the UN Guiding Principles including its 
Principles for Implementation. As it stands, neither of these documents are referenced in OCA’s related 
policy documents. As part of having in place a grievance mechanism, the UN document in particular calls 
on companies to make explicit policy commitments to respect human rights, to undertake due diligence 
in managing those commitments, and to have in place a process for remediation.200 

Evolution of OCA’s Vision and Mission Statements 

Table ii. 2 OCA’s Vision and Mission Statements, 2017–2021 

SOURCE VISION AND MISSION STATEMENTS 

2017/2018 Annual 
Reports 

“The vision of OCA is to create a prosperous organic cotton sector that benefits 
everyone – from farmer to consumer […] 

Our mission is for our investments to tackle the challenges in the sector and realise the 
benefits that organic cotton can bring for people, planet and long-term prosperity.” 

2019/2020 Annual 
Reports 

“Envision a future where, every time a farmer switches to organic cotton, there is a 
ripple effect of positivity; farmers earn more, their families and communities flourish, 
and their land and soils are fertile for future generations, protecting our planet. Call 
this the Organic Cotton Effect. Committed to galvanising the collaborative effort 
required to realise this vision. Believe that by working together we can create the 
conditions for organic cotton to thrive, delivering positive change for people and the 
planet.” 

OCA 2030 Strategy 

“Organic Cotton 
Effect” 

“We envision a future where, every time a farmer switches to organic cotton, there is 
a ripple effect of positivity; farmers earn more, their families and communities 
flourish, and their land and soils are fertile for future generations, protecting our 
planet. We call this the Organic Cotton Effect. But we’re not there yet – and it’s going 
to take a collaborative effort to realise this vision. OCA unites the sector to unleash 
the potential of organic cotton and deliver positive change for people and the planet. 
We believe that working together we can create the conditions for organic cotton to 
thrive. Every dollar invested in OCA programmes improves farmer profitability and 
prosperity, contributes to environmental sustainability, and ultimately bolsters the 
integrity of the cotton sector. We support farmers because they are the catalysts for 
this change. They are stewards of the land; support the farmer, you strengthen the 
sector, and you safeguard the planet. Change is possible. The time to act is now.” 

  

 
200 OHCHR (2011). p. 26. 
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On the attributes of good MSI leader201 

Diplomacy 

▪ Excellent public speaking skills and effective communication to a wide range of audiences 

▪ Orientation as a chief cheerleader, or even evangelist 

▪ Strong coordination skills 

▪ Political negotiating skills 

▪ Ability to be seen as a neutral party who is sympathetic to the interests of particular stakeholders, 
but who, in practice, can balance across all of them 

▪ Little ego or need to put themselves in the spotlight 

Entrepreneurial management 

▪ Fundraising skills 

▪ Ability to take a stance and push back without alienating stakeholders 

▪ Productivity in ambiguous and uncertain environments 

▪ Strong builder (as opposed to operator) who executes effectively 

Technical 

▪ Experience navigating and speaking the same language as the different kinds of organisations 
involved, such as government or the UN system 

▪ At a minimum, some technical grounding (note: sometimes stronger technical skills are required) 

On Perception about Platform Governance and Operations 

Figure ii.5 2021 Contributor/Affiliate Perceptions of Platform Governance and Operations (n=12)202 

 

 
201 Taken from: More than the Sum of its Parts: Making Multi-Stakeholder Initiatives Work, The Global Development 
Incubator, p. 37. Accessed at: https://globaldevincubator.org/wp-content/uploads/2016/02/Making-MSIs-
Work.pdf.  
202 Question 8: OCA is governed by a Board of Trustees and managed by a Secretariat. Rate the extent to which: [see 
specific choices in figure]. 

https://globaldevincubator.org/wp-content/uploads/2016/02/Making-MSIs-Work.pdf
https://globaldevincubator.org/wp-content/uploads/2016/02/Making-MSIs-Work.pdf
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On OCA’s Journey Toward Self-reliance 

As discussed in the main text, Contributor Fees and Farm Commitment Fees have become an increasingly 
important source of income for OCA over the evaluation period. A third source of revenue, designated as 
leveraged funding, refers to financial flows generated to support the organic cotton supply chain through 
OCA’s programming. OCA began tracking these financial flows in 2020. By far, the largest proportion of 
these flows are the premiums paid by brands/ retailers to farmers as per the Farmer Commitment 
Agreements (around 60% in 2020). The second largest category of leveraged funding (around 32% in 2020) 
is that assessed by IPs to cover the costs of support services provided at the farm level. This is paid by 
brands and retailers through the Farm Commitment Fee. The third category of leveraged funding (around 
9% in 2020) has so far been in the form of donor co-financing to support the implementation of SI 
programming.203 

Figure ii.6 shows the changing profile of Laudes Foundation’s grant contribution as a share of OCA’s total 
income over the period 2019 to 2022 (projected). Since 2019, Laudes’ contribution to OCA’s total annual 
income has declined each year on account of increased revenues through Contributor and Farm 
Commitment Fees. When leveraged funding (described above) is factored in to show a full picture of 
resources generated annually through OCA’s work, Laudes’ contribution is significantly lower on account 
of the sharply increasing number of farmers receiving premiums and the value of the funds transferred 
by brands to support IP services to farmers. 

Figure ii.6 Laudes Foundation Grant Contribution as a Share of OCA Income (2019–2022)204 

 

  

 
203 Ibid. 
204 Financial data provided by OCA based on audited financial statements and on Board-approved budget 
projections. 
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Progressive businesses leading 

Farm Programme Results 

Table ii. 3 Farm Programme Results 2017/18 to 2020/21 

 2017/18 2018/19 2019/20 2020/21 2021/22205 

Number of farm 
projects206 

4 11 15 20 ̴40 

Number of active 
farmers in OCA 
Farm 
Programme207 

1,797 11,639 

12,271 
(including 

239 in-
conversion) 

22,146208 (including 889 
in-conversion) 

79,000 (including 
58,000 certified 
and 21,000 in-

conversion) 

Volume of organic 
cotton lint 
contracted by 
brands (MT)209 

1,100 4,760 6,392 12,140 ̴34,000 

Volume of organic 
cotton lint 
procured by 
brands (MT)210 

1,100 11,670 19,134 31,290 N/A 

Organic cotton 
procured by 
brands as a 
percentage of total 
organic cotton 
production in India 

1.3% 9.6% 15.4% N/A N/A 

Number of brands 
participating in the 
Programme211 

4 6 4 6 10 

 
  

 
205 The 2021/22 season was still in progress at the time this report was prepared. The numbers presented here are 
based on preliminary figures provided in the 2020/21 Farm Programme Report 
206 2017/18–2019/20: Annual Farm Programme reports; 2020/21: KIIs. 
207 2017/18–2019/20: Annual Farm Programme reports; 2020/21: Internal communication with OCA staff. 
208 Figure does not include two projects where no cotton lint uptake from brand occurred. 
209 Shows amount of cotton committed to at the beginning of the season in metric tonnes. Sources: 2017/18: End-
of-Year Monitoring Report (2019); 2018/19: Phase III grant report; 2019/20: End-of-Project Self-Evaluation Report 
(2020); 2021/2021: Internal communication with OCA staff. 
210 Based on self-reported data from IPs. Sources: 2018/19 and 2019/20 Farm Programme reports; 2017/18: Internal 
communication with OCA staff; 2020/21 figures are not yet available. 
211 2017/18–2019/20: Farm Programme reports; 2020/21: Internal communication with OCA staff. 
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Premium Payments to Farmers 

Figure ii.7 Average Margin of Premiums for OCA Sourced Organic Cotton (%) and Average Net 
Incomes for Farmers (euros per hectare)212 

  

Figure ii.8 Cost of Production, Revenue and Profit (average euros per ha) for OCA Organic Farmers 
and Conventional Farmers213 

 

 
212 Farm Programme reports; OCA Annual Reports; Internal communication with OCA staff. 
213 Farm Programme reports. 
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Multi-stakeholder movements pressure 

On OCA’s convening function: The origins of a “convening” function for OCA trace back to a 2015 scoping 
and priority setting exercise that advanced the case for a global organic cotton platform. The document 
proposed the creation and implementation of an “actionable communications strategy” by a newly 
formed secretariat, geared to supporting OCA’s supply chain interventions. Under two work streams 
dedicated to building the organisation, this included: creating awareness of OCA and organic cotton, 
attracting new members and supporting them with their external communications, engaging relevant 
stakeholders in building a strategy for the organic cotton sector, and convening members around a 
strategy and sector reform agenda. 

The convening function, as described above, is reflected in Laudes Foundation OCA Phase 1 (2016–17) 
and Phase 2 log frames (2018–2020). The latter sets out an expectation that by 2020, OCA would have an 
increased number of additional paying affiliate organisations, resources allocated to marketing and 
communications, and an approved OCA Strategic Plan. The Phase 3 log frame (2020–22) layers additional 
outcome expectations related to platform recruitment and fundraising and to the use of branding and 
communications tools to strengthen OCA’s identity. In addition, it commits to the creation of a global 
strategy for OCA and the assembly of financing to support its implementation. 

The growth trajectory of the OCA platform: This is shown in Table ii. 4. The composition of OCA’s 
membership has widened beyond a founding core of brands and retailers to include 
manufacturer/suppliers, CSOs, and philanthropic donors. In addition, the platform has approved its first 
global strategy document (discussed in Section 3.5). 

Table ii. 4 Number of OCA Contributors, 2017–2021214 

INDICATOR BASELINE TARGETS 2017 2018 2019 2020 2021 

Number of 
Contributors 

8 Founding 
Partners215 

2019: 15 

2020: 20 

2021: 25 

9216 14217 29218 26219 31220 

On OCA’s growth as an MSI: In managing the growth of an MSI like OCA, getting the right mix of 
stakeholders is foundational. In one study of MSI practices, two variables were put forward for 
consideration in developing an inclusion strategy: a) the ability of the initiative to influence the 
stakeholder group, and b) the ability of the stakeholder groups to influence progress on the initiative (See 
Figure ii.9 below). Another study draws attention to observed trade-off situations wherein inclusive 

 
214 OCA website, Annual Reports, and communication with OCA staff. 
215 Laudes, H&M, Kering, Eileen Fisher, Textile exchange, Tchibo, Inditex and C&A. Source: OCA website. 
216 New (1): KappAhl. 
217 New (5): Carrefour, Superdry, Carrefour Foundation, Pratibha Syntex and Patagonia (Patagonia joined late 2018 
and was a member as of 2019). Source: 2020 End-of-Year Self Monitoring Report; 2018 Annual Report.  
218 Existing: C&A, H&M, Inditex, Eileen Fisher, Tchibo, KappAhl, Kering, Patagonia, Superdry, Carrefour, TRAID, 
Pratibha Syntex, RESET, CottonConnect, Textile Exchange, FiBL, PAN UK, ASA, Coyuchi, Reset, Solidaridad Asia, 
Spectrum International, Fashion for Good, Soil Association, and the International Institute for Sustainable 
Development (IISD). Sources: 2020 End-of-Year Self Monitoring Report; 2019 Annual Report. 
219 New (five): Aga Khan Foundation, Artistic Milliners, Bestseller, GIZ, and Solidaridad Europe; two dropped out 
(Carrefour Foundation and TRAID – were only Contributor the year they have OCA a grant). Source: 2020 Annual 
Report. 
220 This is the official number at the time of writing; there are an additional nine new Contributors to add this year 
pending a formal announcement.  
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practices (low eligibility criteria) work against the continued participation of others.221 A third study 
observes an inverse relationship between platform ambition (as expressed in goal commitments) and 
participation.222 All three angle of analysis are relevant to the OCA platform in its still early pursuit of its 
platform objective to, “unite the sector to drive change through strong engagement and results”.223 They 
stimulate platform strategy questions along the following lines: a) To wield desired influence in the sector, 
are there any sector actors missing from the OCA table? Or is it just a case of numbers/coverage? b) For 
OCA, what are the thresholds of participation (around use of stakeholder entry/engagement practices, for 
example) that, if exceeded, might dampen brand/IP or others’ engagement? c) For OCA, are there 
ambition thresholds (related to contributor performance commitments, or to engagement on social 
and/or environmental aspirations, among others) that might condition brand/IP or other’ engagement? 

Figure ii.9 Stakeholder Analysis Matrix224 

 

On platform legitimacy and utility – media coverage: Media coverage of OCA activities has increased 
considerably over the past three years as shown in Figure ii.10, which shows the number of media 
mentions between 2019 and 2021.225 The coverage, found mostly in sourcing and sustainable materials 
outlets, is focused on positive developments relevant to OCA’s mission.226 Much of it in the first six months 
of 2021 relates to OCA’s release of the Non-GM Cottonseed Production Guidelines and to the 
breakthrough development of a screening protocol for detecting the presence of GM cotton and a related 
proficiency test with which to assess eligibility of labs to conduct GMO testing as per the protocol.227 More 

 
221 GDI (2015), p. 26. 
222 Federal Ministry of Labour and Social Affairs (Germany) (2020), p. 9. 
223 OCA (2021), p. 25. 
224 IISD (2004), p. 4. 
225 The 2021 count only includes media coverage captured between January and June. Examples of media coverage 
(2019–2021) include interviews, news releases, brand sourcing announcements, editorials, social media 
announcements, among others. 
226 In a Board discussion (17 May 2021) it was confirmed that to that point, OCA had not received any critical press 
coverage. 
227 The screening protocol and related proficiency test were developed in a partnership with the Global Organic 
Textile Standard (GOTS) and Textile Exchange. Note, the media coverage reported under 2021 only accounts for the 
first six months of the year.  
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recent media uptake has focused on OCA’s hosting of the GIZ funded pilot on in-conversion cotton with 
the Partnership for Sustainable Textiles, and on OCA becoming a grantee under the Kering – Conservation 
International Regenerative Fund for Nature initiative.228 

Figure ii.10 Media Coverage of OCA (# of media mentions), 2019–2021229 

 

Since 2018, a positive trend in OCA-related referencing is also evident among its brand Contributors. In a 
scan of ten brand websites (seven Farm Programme participating brands and three randomly selected 
contributor brands not participating in the Farm Programme), references to OCA or the Farm Programme 
were found on six of the ten sites. For the most part, the references reside on company sustainability 
pages and in annual reports, and they range from a brief mention to a story. References tend to be more 
detailed among Farm Programme Contributors, where participation in OCA is linked to their own sourcing 
and sustainability targets. 

On Platform legitimacy and utility – “Insularity”: Insularity is posed as a risk to the platform to the extent 
that it relies on those directly engaged along the supply chain without also tapping into larger policy and 
programming contexts.230 OCA’s leadership has demonstrated sensitivity to this risk by intentionally and 
selectively reaching toward the edges of its ecosystem for relevant new perspectives and connections. 
Two examples of this are: the organisation’s practice, to date, of including external resources on its Task 
Forces; and, securing dedicated time on the agenda at the January 2020 Board of Trustees meeting to 
hear, “strategic insights from the field”.231 OCA also makes it a practice to engage platforms with mandates 
that are wider in scope than its own.232 

 
228 An announcement on this pilot went out at the very end of June 2021. EcoTextile News coverage is available at: 
https://www.ecotextile.com/2021062527987/materials-production-news/oca-links-up-with-german-cohort-for-
new-pilot.html. The Kering-CI award was mentioned as part of a longer article on corporate social responsibility. See: 
https://ww.fashionnetwork.com/news/Luxury-prada-kering-lvmh-boost-social-environmental-
commitment,1331100.html. 
229 Laudes Foundation and OCA (2021). Mid-Year Monitoring Report; Laudes Foundation and OCA (2020). End-of-
Project Self-Evaluation Report. 
230 An affiliate key informant. 
231 Task Force ToRs and member lists illustrate a desire to reach out to relevant experts in the field. This is particularly 
notable for the Global Seed Task Force and the Traceabilty Task Force. At the January 2020 meeting, viewpoints 
were solicited from the following perspectives: researcher community, IP and supply chain, farmer producer 
organisation, and trainer. 
232 OCA’s participation in Fashion for Good and Textile Exchange are notable examples.  
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On the financing vehicles emerging under the OCF: Two discreet approaches have emerged to secure the 
funding (grant-based) and financing (loan-based) flows for the scaling effort: 

▪ The funding model is anchored to Farmer Commitment Agreements, and specifically to the 
premiums paid to farmers and the Farm Commitment Fees that are used to support extension 
services provided by IPs. Through this mechanism, donor funds are matched with brand/retailer 
payments to support the costs of capacity building for organic and in-conversion farmers, as well as 
for the costs for certification and GM testing. Where in-conversion cotton is concerned, donors are 
to play a critical role in covering the additional farmer supports required in the transition period. 
For donors, there is a compelling vision, a business model, and supply chain arrangements 
established, the prospect of private sector matching funds, and a clear exit strategy. For supply 
chain actors, donor support enables more rapid advances in farmer capacity and farm systems 
improvements than could be accommodated within normal business cost parameters.233 

▪ The financing model is a fund. Its intent would be to attract impact investors and brands and 
retailers to foster global organic cotton. As conceived, the OCF is to: provide finance solutions to 
organic cotton farmers and farm groups (mainly through local [financial] intermediaries) and, to 
support the transition from conventional to organic cotton production in selected countries. 
Investors would be attracted by the prospect of making Environmental, Social, and Governance 
(ESG) impacts and earning a return on investment. Solutions could be loans, guarantees or credit 
enhancements to farm groups, and/or capacity building through grants aimed at building 
creditworthiness. Philanthropy would have a role to play in the fund by providing buffer capital. 
Most likely, the OCF would exist as a separate legal entity that is run by an external fund manager. 
OCA would occupy a seat on its Board and provide verification services to support the fund’s due 
diligence functions. At its September 2021 meeting, OCA’s Board of Trustees committed to a 
feasibility study that will set OCA up to make a “go/no go” decision by the middle of 2022. 

  

 
233 The German Partnership for Sustainable Textiles, supported with funds from the GIZ, is the first to use this 
mechanism with an in-conversion pilot involving 500 cotton producers in South Odisha, India. Starting in 2022, using 
OCA’s direct-to-farm sourcing model, participating brands and IPs will procure in-conversion cotton in an 
arrangement that provides a minimum support price, a full organic cotton premium, provision of non-GM seed 
packages, and extension supports that include training to support conversion to organic production and encourage 
inclusion of women in lead roles. Additional funding has been made available through the retailer Kering and 
Conservation International that will be used in much the same way with an additional 50,000 in-conversion farmers. 
Kering Announcement, “Kering and Conservation International Announce First Grantees for Regenerative Fund for 
Nature”, https://www.kering.com/en/news/kering-and-conservation-international-announce-first-grantees-for-
regenerative-fund-for-nature. 

https://www.kering.com/en/news/kering-and-conservation-international-announce-first-grantees-for-regenerative-fund-for-nature
https://www.kering.com/en/news/kering-and-conservation-international-announce-first-grantees-for-regenerative-fund-for-nature
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Redefined value 

Seed and Innovation Programme Results – SGF Project 

Table ii. 5 SGF Project Results, 2017/18 – 2020/21234 

INDICATOR 2017/18 2018/19 2019/20 2020/21 

Number of new 
cotton lines 
developed for 
local growing 
conditions235 

8 breeding populations were 
advanced from F1 to F2 
generation 

8 breeding 
lines 
introduced to 
farm trials for 
multi-location 
testing 

Performance 
testing of 6 
best-advanced 
cotton lines  

8 advanced lines 
introduced to on-
farm trials for 
multi-location 
testing under 
organic 
conditions 

Number of 
training sessions 
delivered on 
professional 
breeding and 
cultivar 
development and 
selection236 

- 43 41 95 

Number of 
farmers trained 
on professional 
breeding and 
cultivar 
development and 
selection 

1,879 farmers trained in cotton 
cultivar evaluation for 
participatory plant breeding 

63 farmers trained in testing 
new cultivars in their fields as 
well as basic training on seed 
multiplication 

1,042 1,285 1,357 

 

5.1 Businesses transforming 

On brand influence and motivation: A small number of brands are recognised for their leadership in the 
field. The 2020 Sustainable Cotton Ranking website lists 11 companies as leading the change on 
sustainable cotton, of which five are OCA Contributors and four (out of the five) are participants in the 
Farm Programme.237 There is no consolidated data on uptake of organic cotton by brands publicly 
available to make an assessment of their influence on the sector but Table ii.6 below provides an 
assessment of brand influence and potential for impact on the sector of six of the most influential brands 
that participate in OCA’s Farm Programme. Of these six, only four are considered large or influential 

 
234 Note that results reported in SGF projects are confidential in nature. 
235 Mid-Year Monitoring Report 2 (2019); 2018/2019: End-of-Year Monitoring Report (2019); 2019/2020: End-of-
Project Self-Evaluation Report (2020); 2020/2021: End-of-Year Monitoring Report (2020). 
236 Includes farmer exposure visits. 
237 The sustainable cotton ranking is a joint initiative by Pesticide Action Network UK, Solidaridad and WWF and 
assesses consumer-facing companies with a significant cotton use (over 10,000 MT of cotton lint per year). 77 
companies were assessed in 2020 are rated based on their sustainable cotton policies, their uptake and 
traceability. Two other OCA Contributors are on the list but ranked lower (at 15th and 30th) 
https://www.sustainablecottonranking.org/check-the-scores. 

https://www.sustainablecottonranking.org/check-the-scores
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enough to have a considerable impact on the sector, and of these four, only three are considered as 
leading the way (Brands 1, 3, and 4). 

Table ii.6 Sample of Brands Participating in Farm Programme 

 SIZE238 DEGREE OF 
INFLUENCE239 

SUSTAINABILITY 
RANKING 

CATEGORY240 

PUBLIC 
SUSTAINABILTY 
COMMITMENTS 

RELATED TO 
ORGANIC 

COTTON241 

MOTIVATIONS, CONCERNS 
AND VALUE ADD OF 

OCA/FARM PROGRAMME 

Brand 1 Large High Leading the way Sourced 100% 
sustainable cotton 
in 2020, of which 
20% is organic. 

Motivations: Need to scale 
organic; authenticity of 
organic; having direct 
connection to farmers; high-
level commitment from 
managers. 

Concerns: quality of impact 
data 

Value add: Can ensure better 
planning of our sourcing; 
OCA’s operational 
involvement on the ground; 
data and transparency 

Brand 2 Large High Starting the 
journey 

Commitment to 
100% sustainable 
cotton by 2023. 
Organic cotton 
sourced or 
commitments not 
available. 

Motivation: Commitment to 
sustainability; building long-
term relationship with 
farmers; Need for volume and 
quality of organic. 

Concerns: not enough control 
over IPs and prices 

Value add: OCA is the only 
organisation doing organic at 
significant scale 

 
238 Size based on annual revenue (Large: > USD 20 billion; Medium: USD  1–20 billion; Small: < USD 1 billion). 
239 Based on presence globally and notoriety of the brand (High: global presence and/or over 3,000 retail stores; 
Low: regional and/or less than 1,500 retail stores). 
240 According to Sustainable Cotton Ranking. 
241 Based on public statements on brand websites and/or reporting in brand sustainability reports. 
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 SIZE238 DEGREE OF 
INFLUENCE239 

SUSTAINABILITY 
RANKING 

CATEGORY240 

PUBLIC 
SUSTAINABILTY 
COMMITMENTS 

RELATED TO 
ORGANIC 

COTTON241 

MOTIVATIONS, CONCERNS 
AND VALUE ADD OF 

OCA/FARM PROGRAMME 

Brand 3 Medium Medium Leading the way 96% of cotton 
sourced sustainably 
in 2020, of which 
40% is organic. 

Motivation: Dedicated to 
direct-to-farm model. 

Concerns: Volumes from OCA 
are small. “We had to defend 
it to our sourcing”. Not fully 
convinced by OCA model, 
waiting for this year’s results. 

Value add: Addressing issues 
on the ground like premium 
payments, integrity issues. 
Brings credibility to the sector 

Brand 4 Large Medium Leading the way Commitment to 
100% sustainable 
cotton by 2022; 
30% organic by 
2025. 

Motivation: “New way of 
sourcing is needed” 

Concerns: Crowding within 
OCA if too many brands and 
not enough volume 

Value add: industry-wide 
approach; expertise; source 
of verification 

Brand 5 Medium Low Leading the way Target of 100% 
organic cotton by 
2020; 80% of cotton 
sourced was organic 
in 2018. 

Motivation: Wanted secure 
source of organic cotton due 
to consumer pressure; wants 
to be the most sustainable 
brand. 

Critique: OCA should be 
bolder, build more 
learning/exchange, push the 
agenda further 

Value add: support with 
direct-to-farm approach: 
interlinking all the supply 
chain actors: on-the-ground 
knowledge; open costing 

Brand 6 Small Low Not ranked due 
to size 

100% of cotton 
sourced is already 
organic. 

Motivation: Sourcing organic 
for a long time. Already had 
plans to test direct-to-farm 
model. OCA was good timing. 

Value add: 3rd party 
validation, GMO testing, and 
support from OCA due to 
challenges with direct-to-
farm approach. 
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Appendix III  Methodology 

1. Overall Approach and Design 

In 2021–2022, Laudes Foundation commissioned an external Interim Evaluation of the OCA initiative, of 
which this is the final report. This evaluation sought to assess the progress and impact of OCA to date. It 
examined the extent to which the initiative’s design and implementation have contributed to its ability to 
realise intended outcomes as set out in the Phase 2 and Phase 3 grant agreements. The evaluation has 
also had a learning focus, providing lessons learned and recommendations for the ongoing initiative. It 
has sought to assess OCA’s contribution to systems change of the organic cotton sector, primarily in India, 
and with considerations for scaling OCA’s work much beyond. Informed by the ToR (see Appendix IX ), 
this evaluation’s objectives were as follows: 

a. Results Achievement – To review the strategy, approach and design implemented by OCA in 
achieving and/or progressing toward outcomes; 

b. Learning for Continuous Improvement – To assess factors (in design and implementation) that 
have contributed to, or impeded achievement of outcomes; 

c. Implementation and Fit for Purpose – To examine the quality of the design and implementation 
of the initiative, the preconditions, and levers used by the initiative in achieving intended 
outcomes as well as the impact, sustainability, and scalability of OCA; and 

d. Strategic Choices – To distil actionable and strategic recommendations and lessons from the 
findings. 

1.1 Utilisation-Focused and Participatory Review 

For this evaluation, Universalia adopted a Utilisation-Focused Approach (UFA).242 This approach prioritises 
the usefulness of an evaluation to its intended users. As such, it reflects the ToR requirement to ensure 
the evaluation generates learning, informs decision-making, and supports improved performance. UFA is 
a well-tested approach that increases the likelihood for relevance and for utility of recommendations and 
their uptake. Tailored participatory and iterative processes with key stakeholders are essential to a 
successful application. While cognisant of its need to maintain independence, the evaluation team 
engaged OCA and Laudes Foundation in the evaluation design to address the above-mentioned objectives. 

The methodology herein describes how the evaluation team paid attention to grant performance (to date) 
against anticipated outputs and outcomes; to the contributions of Laudes Foundation’s grants to OCA’s 
organisational capacity and potency as a Multi-Stakeholder Initiative (MSI) in the organic cotton sector; 
to OCA’s operating contexts (from farm to retailer) to understand constraints and enablers as well as 
opportunities leveraged and missed; and to the prospects for and progress toward sustainable systems 
change. The team ensured that stakeholders were appropriately identified, that data collection tools were 
attuned to their vantage points on OCA’s work, and that data collection logistics supported meaningful 
engagement. 

This process of validation also occurred at an aggregate level with key OCA and Laudes Foundation 
personnel in a workshop setting. This supported an understanding among stakeholders of the data and 
reasoning that supports the conclusions and recommendations before delivery of the final report. 

 
242 Patton, Michael Quinn. (2008). Utilisation-Focused Evaluation: 4th edition. Thousand Oaks, Ca: Sage Publications. 
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Contributions sought from OCA and Laudes Foundation stakeholders are important to the quality of each 
step toward relevant and useful recommendations. 

Key stakeholders for this evaluation were understood to be: relevant OCA staff (both those in platform 
management and on programming aspects); OCA’s founding members and current Board of Trustees; key 
staff at Laudes Foundation involved with this initiative; retailers and brands; value chain affiliates (farmer 
producer organisations [FPOs], cotton processing companies); and associates (civil society organisations 
[CSOs], IPs, research bodies, and other organisations that support OCA’s mandate). 

1.2 Systems-Level Approach 

This is a multifaceted study that took into consideration the non-linearity and complexity of systems-level 
change. It integrated and built upon lessons learned about the approach and trajectory of actions since 
the inception of the initiative in 2016. The evaluation provides both a formative and summative (till date) 
assessment of programmatic, operational and contextual factors enabling/inhibiting OCA to create 
transformative changes in the organic cotton sector. A rounded assessment of OCA’s success to date 
under Laudes Foundation grants required that the evaluation team understand the contextual factors – 
climate, strategy/policy and industry/market – that bear on organic cotton stakeholder traits and 
relationships, the initiative’s progress in relation to intended outcomes, and the organisational aspects of 
building and maintaining the multi-stakeholder platform that is OCA. 

1.3 Rubrics Rating System 

Laudes Foundation is transitioning its portfolio of pre-Evaluation Rubric System (ERS) grant recipients 
toward greater use of the rubrics in planning and reporting. With funded initiatives like OCA, the 
foundation is shifting from a reliance on logical frameworks and Key Performance Indicators (KPIs) toward 
a rubric template that gives emphasis to systems change. As part of the inception phase of this mandate, 
the evaluation team initiated a process with OCA and Laudes Foundation to assign OCA grant outcomes 
to the most relevant Laudes Foundation rubrics and to show this assignment in the new rubric template. 
The rubrics identified to have been the most relevant to Laudes Foundation’s investment in OCA were 
used to structure the evaluation matrix (see Section 2.2). 

The ERS provides a framework for measuring what “good” looks like among Laudes Foundation 
investments using a set of standard criteria and a rating on a five-point scale, as laid out in Figure iii.1.243 
The evaluation team made use of the ERS in the development of the evaluation matrix and to assess the 
performance to date of OCA and the contributions made through Laudes Foundation grants. The 
evaluation provides a rating for each rubric assessed. For B and C rubrics, the evaluation also provides the 
baseline rating and the direction of change. 

 
243 The rubrics, rating system and criteria can be found on Laudes website at: 
https://www.laudesfoundation.org/grants/rubrics?locale=en. 

https://www.laudesfoundation.org/grants/rubrics?locale=en
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Figure iii.1 Rubrics Rating System 

 

 

 

 

 

 

 

 

At an advanced stage in report preparation, the team engaged key contacts in OCA and Laudes Foundation 
in a debriefing discussion over the use of rubrics. The purpose of this discussion was twofold: to assess 
the application rubrics ratings during the evaluation, and to consider the implications of their continued 
use in onward planning and reporting. Universalia expects that the evaluation findings will inform the 
continued development of the rubrics table for OCA that will supersede the logframe for the remainder 
of the Phase 3 grant. 

1.3 Evaluation Matrix  

The matrix guided the development of data collection tools and framed the analysis of findings. Its 
creation was informed by the key evaluation questions set out in the ToR, a preliminary review of key 
grant documents, and familiarisation discussions with key OCA and Laudes Foundation staff. This includes 
discussion related to the selection of rubrics that were used by the evaluation team to organise, interpret, 
and report evaluation findings in relation to Laudes Foundation’s Theory of Change (ToC). These rubrics 
were drawn from the ERS. 

The ERS addresses four dimensions of inquiry: A – Process-related aspects of grant support: these rubrics 
focus on the outputs of an initiative, including initiative design, implementation, monitoring and 
adaptation, communication and learning, and organisation and network capacity; B – Early and later 
changes: these rubrics primarily look at the short-term outcomes that are within the sphere of influence 
of an initiative, while also linking these to elements of larger systems change; and C – 2025 Outcomes: 
these rubrics focus on the medium-term outcomes and the contributions of an initiative to systems 
change. While guided by rubrics A–C, this evaluation will not touch on the fourth dimension of inquiry, D 
– 2030 impacts, which relate to long-term, sustained systems change toward which Laudes Foundation’s 
overall portfolio is contributing. The ERS provides a framework for measuring what “early and later” 
changes look like among Laudes Foundation investments using a set of standard criteria and a rating on a 
five-point scale, as laid out in Figure iii.1. 

Table iii.1 below shows the criteria from the ERS that were assessed by the evaluation team, based on the 
rubrics most relevant to this mandate (9 out of 21 listed in the full collection of ERS criteria). 
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Table iii.1 Rubrics to be Applied in Assessing Performance244 

PROCESS-RELATED EARLY AND LATER CHANGES 2025 OUTCOMES 

A1. Design 

Initiative design that addresses the 
important issues and/or needs. 

A2. Implementation 

Initiative implementation that is 
inclusive, enabling, empowering, and 
capacity-enhancing. 

A3. Monitoring and Adaptation 

A monitoring system that informs 
sound adaptative management. 

A4. Communication and Learning 

Communication that promotes 
internal and external collective 
learning. 

A5. Organisation and network 
capacity 

Organisation that has the capability 
and capacity to deliver on outcomes.  

B3. Progressive businesses leading 

Progressive businesses lead the 
change, which encourages others to 
follow and lays the foundation for 
progressive change in policy, the 
financial sector, and the real 
economy. 

B6. Multi-stakeholder movements 
pressure 

Unstoppable multi-stakeholder 
movements in the sector are 
influential and creating pressure. 

B7. Redefined value 

Businesses and the sector redefining 
value to refocus the system on what 
really matters. 

 

C3. Businesses transforming 

Businesses promote and 
implement bold climate-
positive policies, models, and 
practices that contribute to 
equity and inclusion. 

The evaluation matrix organises the key questions from the ToR under these criteria, provides sub-
questions for each along with a listing of baseline conditions (mostly) sourced from the grant design 
document. The matrix also identifies indicators (signposts of change to guide the evaluator), data sources, 
and methods of data collection. 

For this mandate, key questions were understood to be the following (see the full evaluation matrix in for 
details). 

  

 
244 Laudes Foundation (2021). Measurement and Learning Approach, 
https://www.laudesfoundation.org/grants/rubrics?locale=en. 

https://www.laudesfoundation.org/grants/rubrics?locale=en
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Table iii.2 Key Questions to be Answered by the Evaluation 

GROUPS OF 
CRITERIA 

KEY QUESTIONS 

Process-related A1. Design 

A1.1. How has the design, including the governance model, identify and allow creation of 
solutions for 1) the most important issues/needs; 2) the strengthening of organisations 
and networks; 3) the creation of and influence on a sector wide agenda for fixing 
problems in the organic cotton sector? 

A1.2. Has OCA been engaging with the ‘most appropriate and relevant’ stakeholders who 
could facilitate collective impact in the organic cotton sector? 

A1.3. How well is the initiative aligned to Laudes Foundation’s vision and mission and 
OCA’s strengths, capacities, and priorities? 

A2. Implementation 

A2.1. How well is Organic Cotton Accelerator being executed? 

A2.2. Did the approaches and implemented activities align with and contribute to the 
intended outcomes of the Organic Cotton Accelerator? 

A3. Monitoring and adaptation 

A3.1. What monitoring approaches have been put in place to inform adaptive 
management? 

A4. Communication and learning 

A4.1. How was communication conducted both internally and externally? 

A5. Organisation and network capacity 

A5.1. Is OCA fit for purpose for turning organic cotton into a prosperous sector that 
benefits all (from farmer to consumer) and aligning informed and reinforced multi-
stakeholder initiatives and business strategies for that change? 

Early and Later 
Changes 

B3. Progressive businesses leading 

B3.1. What have been the results of the Organic Cotton Accelerator (till date) with regard 
to the Farm Programme (sourcing pilots and projects)? 

B3.2. How well has the initiative been able to contribute to influencing mindsets, beliefs, 
and assumptions to create alignment with the vision for an organic cotton system? 

B3.3. How well has OCA been able to promote business model in the organic cotton 
sector that is just (provision of fair value to farmers) and environmentally sustainable? 

B3.4. Regarding the Farm Programme, what unintended results (positive or negative) has 
the processes employed by OCA produced? 

B3.5. What external and internal factors as well as challenges and risks have influenced 
the implementation of the Farm Programme, successes and failures? And why? 

B6. Multi-stakeholder movements pressure 

B6.1. What have been the results of the Organic Cotton Accelerator (till date) with regard 
to the Strategy and Governance, and the Organic Cotton Fund (OCF)? 

B6.2. Has Organic Cotton Accelerator functioned effectively and efficiently till date in 
convening business and industry actors around organic cotton? 

B6.3. Does OCA have the influence as an MSI to influence systems change in the organic 
cotton sector? 

B6.4. Has OCA sufficiently involved/ engaged/ collaborated with relevant actors and 
stakeholders in inclusive, powerful, and transformative ways? 
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GROUPS OF 
CRITERIA 

KEY QUESTIONS 

B6.5. What has been the effectiveness of engagement with OCA affiliate members 
(brands, civil society partners, etc.) and other stakeholders that are not OCA affiliate 
members (suppliers, implementing partners, etc.) in achieving the programme results? 

B6.6. Is OCA on the appropriate trajectory (using both foresight and agility) to strengthen 
action for enabling systemic change as a Multi-Stakeholder Initiative given the challenges 
that exist in that context? 

B7. Redefined Value 

B7.1. What have been the results of the Organic Cotton Accelerator (till date) with regard 
to the Seed and Innovation (SI) programme? 

B7.2. Regarding SI, what unintended results (positive or negative) has the processes 
employed by OCA produced? 

B7.3. What external and internal factors as well as challenges and risks have influenced 
the implementation of SI, successes and failures? And why? 

B7.4. How well has OCA been able to design, implement and in the new ways of working it 
creates ensured that the beneficiary groups (farmers and brands) are achieving the key 
outcomes they need and desire? 

2025 Outcomes C3. Businesses transforming 

C3.1. Is OCA on the correct trajectory to contribute toward wider system shifts and 
industry transformation in the organic cotton sector? 

C3.2. What are the drivers (both positive and negative) that influence the implementation 
of OCA’s strategic approach? 

C3.3. What are the main lessons learned from this initiative? 

C3.4. To what extent are there signs that the initiative is on track to promote a 
widespread and thorough implementation of sustainable practices? 

C3.5. Where has the initiative been able to build the foundations for its financial 
sustainability? 

C3.6. To what extent has OCA been able to assure viability (such as those for pilots) both 
for long-term and for scale? 

C3.7. What are the main factors that promoted and/or reduced OCA’s sustainability and 
results? 

C3.8. How likely is it that this initiative would be effective in other contexts? 

C3.9. What strategies or approaches adopted by the OCA could produce medium-term 
and long-term impacts for the sector? 

2. Data Collection Methods 

The Interim Evaluation followed a mixed method approach to data collection that features: 

▪ Document, report and monitoring data review of documents and data held by OCA and Laudes 
Foundation that were deemed of relevance to the evaluation; 

▪ Semi-structured (virtual) interviews with a purposive sampling of key informants, selected with the 
support of core OCA and Laudes Foundation staff. This included informants from global and national 
level private sector and nongovernmental organisations, including OCA Contributors, as well as 
some non-OCA affiliated stakeholders. It also included local level stakeholders through a purposive 
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sampling of local organisations including NGOs and private sector entities acting as OCA IPs, as well 
as a few non-OCA actors working in the organic cotton supply chain; 

▪ A survey of OCA partners and affiliates to complement the more textured qualitative data collected 
through KIIs. 

2.1 In Depth Document Review and Database Analysis  

The bulk of the portfolio and document review consisted of: OCA’s defining documents; Laudes 
Foundation grant agreements, plans, and reports; OCA communications and knowledge products; third-
party assessments of IP activities; and relevant sector studies. The evaluation matrix guided the evaluation 
team in the document review process. A list of documents reviewed is set out in Appendix VIII A general 
portfolio review included a review of OCA strategies and commitments regarding Laudes grant allocations 
and priorities, as well as a review of activities implemented to date under the specified grants, including 
those pertaining to the Farm Programme, the Seed and Innovation Programme, and the development, to 
date, of the Organic Cotton Fund (OCF). The review took stock of OCA’s institutional strategy development 
that was recently completed with Laudes Foundation support. 

An industry analysis was conducted to generate relevant insight on the development of organic cotton 
and its supply chain. It shows trends that bear positively and negatively on the development of a larger, 
more coherent, and more strategic organic cotton sector. The scope of the analysis included relevant 
trends evident in conventional and better cotton sectors; and supply chain dynamics up to the 
brand/retailer level. The purpose of the analysis was to understand where and how OCA has and could 
make system change inroads. 

2.2 Semi-Structured Interviews 

During the inception phase, the evaluation team prepared a stakeholder map/list based on a preliminary 
review of key documents and scoping interviews. The map provides a strong grasp of the stakeholder 
landscape, globally and in India for a virtual field visit, as well as the basis for discussions leading to a clear 
and shared understanding of the value of collecting interview data from these stakeholders. Figure iii.2 
below provides a diagrammatic overview of the different stakeholder categories. 
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Figure iii.2 Updated Stakeholder Map 

 

The evaluation team conducted a series of semi-structured interviews (and Focus Group Discussions in 
cases where it was feasible to convene more than one stakeholder) with stakeholders from the above 
categories. A total of 42 stakeholders were consulted, as reflected in Table iii.3 below. Interviews were 
between 60 and 75 minutes in length and were guided by a protocol derived from the evaluation matrix. 
Notetaking was structured in such a way that interview content for key questions could be compared 
across informants. 

After finalising the interview list, the evaluation team prepared a draft communiqué that was sent by OCA 
to identified individuals, providing a basis for the evaluation team to initiate contact, secure a 
commitment, and arrange a time. Lines of inquiry for the interview were provided to each informant prior 
to the interview session. 
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One consultant on the evaluation team was responsible for reaching out to India-based stakeholders and 
leading interviews. 

Table iii.3 Revised Stakeholder Sampling 

STAKEHOLDER TYPE LOCATION STAKEHOLDERS 
NUMBER OF 

INTERVIEWEES 

OCA 
International OCA Secretariat  7 

International OCA Board members (8)245 

Donors 
International Laudes Foundation246 3 

International GIZ 2 

International organisation 
and CSOs 

India and 
International 

Research organisations and Standard Bodies 
(FiBL, Fairtrade, GOTS, Textile Exchange)  

4 

International CSOs (Pesticide Action Network 
UK, Solidaridad Network, Forum for the 
Future)  

3 

Market actors  International 

Retailers and brands with a mix of founding 
members and long-term partners (C&A, H&M, 
Tchibo GmbH, Inditex), newly recruited 
partners (ESPRIT), larger brands (Patagonia, 
BESTSELLER A/S) and smaller brands (Coyuchi) 

11 

Farmer producer 
organisations and supply 
chain actors 

India 

Supply chain actors/ OCA implementing 
partners and associated farm groups (Pratibha 
Syntex/Vasudha Organic, Spectrum 
International, Suminter India Organics, Artistic 
Milliners)  

4 

India 

NGOs/ OCA implementing partners supporting 
farm groups (ASA, Agha Khan Foundation, 
Chetna Organic, and World Wildlife Fund 
[WWF] Pakistan) as well as one non-OCA 
NGO/Farm group (Grameena Vikas Kendram 
Society) 

6 

Other India OCA Third-party verifiers (Global Research) 1 

International Fashion media (Eco Textile News) 1 

Total 42 

2.3 Survey 

Concurrently with the semi-structured interviews, the evaluation team designed and conducted a short 
survey targeting industry actors in the organic cotton and textile sectors. The survey was deployed among 
all OCA Contributors, which includes brands, suppliers, farm groups, and CSOs for a total of 30 potential 

 
245 Not counted in the total as several OCA Board members are also representatives of brands, supply chain actors, 
and CSOs, which are represented elsewhere on this list. 
246 Laudes Foundation staff will be interviewed for their role as both a donor and an affiliate member of OCA. 
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respondents.247 Ultimately, the survey received 18 responses, including 11 complete responses, one 
partially complete response, and six incomplete responses.248 Select findings from the survey were 
included in KIIs to add specificity to the conversations and to help the team interpret what the survey is 
describing. 

The survey design featured predominantly closed-ended questions using a 4-point Likert scale. This 
allowed the team to combine the breadth perspective afforded by a survey with the depth perspective 
generated through KIIs. The survey was administered to those also involved in KIIs so that the statistical 
snapshot could be comprehensive of the stakeholder landscape. Using SurveyMonkey’s branching 
options, the survey tailored questions based on actor profiles and previous responses to questions. 

The survey was designed to capture perceptual data on a range of evaluation criteria and questions drawn 
from the evaluation matrix, adapted to survey format. A draft survey was prepared in advance and 
validated with foundation and OCA staff, shortly after Inception Report acceptance. 

The evaluation team is committed to preserving the confidentiality and anonymity of respondents. Where 
numbers of respondents were small on any given question, the evaluators merged response categories. 
With open-ended questions, care was taken to use quotes that could not be attributed to any individual 
organisation. 

2.4 Data Management 

The evaluation team used a series of online data management tools to ensure that the team was able to 
manage the evaluation process and large quantities of data produced in an effective and coherent way. 
Thus, the team relied on Dedoose data management software to organise all document reviews, 
interviews, and relevant virtual field mission data under predefined headings (or codes) that align with 
the evaluation criteria and the key and sub-questions under those criteria. This facilitated both the 
clustering of themes across different data sources and types of informants and the sharing of data across 
the evaluation team. 

2.5 Data Analysis  

The evaluation team conducted the following types of analysis to make sense of the data: 

▪ Contribution analysis – The team examined the extent of causality between grant activities and 
anticipated organisational development and programmatic outcomes identified in the grant 
agreements. This included an assessment of constraints and enabling factors. Across the areas of 
support in the two grants, the analysis teased out where activities showed causal versus 
contribution links to outcomes including those that may be related more to the work of OCA as a 
whole. This brought a focus on the added value dimensions of the Laudes contribution, to date, that 
allowed the evaluation to identify ways to optimise grant resources for greater impact in the latter 
part of the grant cycle. As part of this, the team gathered stakeholder perspectives on the prospects 
for OCA as an MSI in scaling and contributing to wider systemic shifts and industry-related 
transformations. 

▪ Contextual and stakeholder analysis – The organisational ecosystem within which OCA operates is 
comprised of a vast and distinct array of stakeholders connected in detailed reciprocal 
relationships in a global fashion supply chain buffeted by a context of climate, strategy/policy, and 
industry/market forces. A systems perspective of OCA’s work will support a contribution analysis. 
Based on the data gathered and the sector expertise resident on the team, the evaluation team 

 
247 Based on the list of OCA Contributors reached by OCA’s annual Contributor surveys. 
248 That is, no responses beyond initial two questions. 
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mapped its understanding of the ecosystem(s) where OCA evolves, and the array of actors with 
which it interacts. Building on the stakeholder mapping and analysis, a contextual analysis allowed 
the evaluation team to understand the relevance of the OCA as an MSI and identify enabling and 
hindering factors relevant to its effectiveness in nested contexts across the global supply chain. 
Some of these actors were specific to organic cotton, others were associated with the larger supply 
chain that links cotton producers to brands and retailers. As per the evaluation matrix, the team 
examine stakeholder inclusion, shared intent, and reciprocity, and identified ways that partnerships 
and collaborations are being made, reinforced, or strengthened. As such, it addressed evaluation 
issues in the ToR that pertain to “integration and cooperation”. 

▪ Content analysis – Document and interview notes were analysed to identify common trends, 
themes, and patterns for each of the key units of analysis. Interpretive content analysis was used to 
flag diverging views and opposite trends. Emerging issues and trends constituted the raw material 
for crafting preliminary hypotheses and observations that were subsequently refined to feed into 
the draft and final reports. A key output of the content analysis was the rubric analysis described 
above. 

▪ Institutional/organisational (“fit for purpose”) analysis – The team looked at management 
activities pertinent to the implementation of the grant. It assessed the effects of the grant so far on 
OCA operations, finance, communications, and approach to M&E. The team assessed the 
effectiveness and efficiency of the OCA operating model as set out under the OCA’s newly minted 
Global Strategy, to confirm its degree of fit for purpose to assume the challenges associated with 
its growth and planning for the future. 

▪ Cost-effectiveness analysis – The evaluation was anchored in a cost-effectiveness framework, 
aiming to assess whether and to what extent grant resources to support OCA have been used wisely 
and impactfully. 

Overall, the analysis tasks outlined above were supported by the following: 

▪ Cross-referencing and triangulation: As data was gathered using different methods from different 
sources, validity has been ensured though cross-referencing and triangulation (pursuing a 
convergence of multiple data sources). 

▪ Validation of findings: The team undertook a sense-making workshop with OCA and Laudes 
Foundation after conducting the synthesis and analysis of data, which served as an important 
touchpoint for the evaluation team. This ensured that the evaluation team was on track with our 
analysis and had strong buy-in from OCA. Following preparation and submission of the Draft Report, 
OCA and Laudes Foundation will also have the opportunity to provide written feedback to the 
evaluation team. This will be captured in a response matrix and integrated into the final report. This 
whole process is expected to increase the accuracy, robustness, reliability, value, and user-
orientation of findings and recommendations. 

▪ Quality assurance: Prior to submission of the Draft and Final Reports, the evaluation team will also 
ensure that the deliverables have undergone rigorous internal quality control processes. 

2.6 Limitations 

Several factors constrained the team in fulfilling this mandate as per the ToR. 

▪ All interactions for this evaluation were carried out remotely due to restrictions stemming from the 
COVID-19 pandemic. This eliminated the scope for “incidental” knowledge gathering. 
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▪ Engagement with stakeholders did not include individual farmers and FPOs. The evaluation team 
relied on documentation and discussions with implementing partners (IPs) to assess programme 
implementation on the ground, limiting the team’s ability to fully assess OCA’s impact at farm level. 

▪ Use of the recently developed rubrics framework generated challenges due to differing 
interpretations of the rubrics themselves and how they should be applied in such an evaluative 
assignment. 

Nevertheless, none of these challenges and limitations was deemed significant enough to have 
compromised evaluation findings or the development of conclusions and recommendations. 
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Appendix IV  Evaluation Matrix 

RUBRIC 
CATEGORIES 

RUBRICS KEY QUESTIONS SUB-QUESTIONS BASELINE INDICATORS DATA SOURCES 
DATA 

COLLECTION 
METHODS 

Process-
related 
aspects 

A
1

. D
e

si
gn

 

A1.1. How well 
has the Organic 
Cotton 
Accelerator’s 
(OCA) design, 
including the 
governance 
model, 
identified and 
allowed 
creation of 
solutions for:  

A1.1.1. the most 
important 
issues/needs in the 
organic cotton 
sector? 

A1.1.2. the 
strengthening of 
organisations and 
networks? 

A1.1.3. the creation 
of, and influence on 
a sector wide 
agenda for fixing 
problems in the 
organic cotton 
sector? 

 • Presence of data and 
judgement on the 
needs assessment 
process 

• Consistency of designs 
with assessed needs 
opportunities 

• Evidence of leveraging, 
by activity (other 
initiatives, financing 
support) 

• Perceptions of the 
appropriateness of the 
choice of activities 

Documents 

OCA staff 

Laudes Foundation 
staff 

Doc Review 

KII 

Survey 

A1.2. Has OCA 
been engaging 
with the ‘most 
appropriate and 
relevant’ 
stakeholders 
who could 
facilitate 
collective 
impact in the 
organic cotton 
sector? Has 

A1.2.1. Has OCA 
reached out to an 
appropriate range 
of stakeholders? Are 
there any notable 
omissions? 

A1.2.2. How 
effective is the 
initiative in engaging 
and motivating 
relevant partners? 

 • Peer assessment 
within the sector of the 
targeting decisions 
taken by OCA, to date 

• Stakeholder 
perceptions of OCA’s 
relevance/ utility and 
inclusiveness 

Documents 

OCA staff 

Laudes Foundation 
staff 

Affiliates and Partners 

Doc Review 

KII 

Survey 
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RUBRIC 
CATEGORIES 

RUBRICS KEY QUESTIONS SUB-QUESTIONS BASELINE INDICATORS DATA SOURCES 
DATA 

COLLECTION 
METHODS 

OCA employed 
foresight and 
action to tackle 
various 
challenges in 
the sector? 

A1.2.3. What factors 
have been most 
prominent in 
attracting some 
stakeholders and in 
keeping others from 
engaging with OCA? 

A1.3. How well 
is the initiative 
aligned to the 
Laudes 
Foundation’s 
vision and 
mission and 
OCA’s 
strengths, 
capacities, and 
priorities? 

A1.3.1 In what ways 
does OCA reinforce 
Laudes’ 
Foundation’s vision, 
model of 
philanthropy and 
materials strategy? 

A1.3.2 In what ways 
do the Phase 2 and 
3 grants align to 
OCA’s strengths, 
and its current 
capacities and 
priorities? 

 • Consistency of OCA 
activities with Laudes 
Foundation’s strategic 
commitments 

• Evidence of reciprocity 
and mutual 
reinforcement in the 
relationship 

• Consistency of grant 
agreements (designs) 
to OCA’s own strategy 
and planning 
documents 

Documents 

OCA Staff 

OCA Founders/ Board 

Laudes Foundation 
Staff 

Doc Review 

KII 

A
2

. I
m

p
le

m
en

ta
ti

o
n

 

A2.1. How well 
is the OCA 
initiative being 
executed?  

A2.1.1. To what 
extent have plans 
and targets under 
the grant logframes 
been realised, to 
date? What are 
factors supporting/ 
inhibiting progress?  

 • Consistency of 
implementation of 
activities and spending 
to OCA objectives and 
expectations 

• Examples of adaptive 
management 

• Listing of factors 
supporting/ inhibiting  

Documents 

OCA staff 

Laudes Foundation 
staff 

Doc Review 

KII 
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RUBRICS KEY QUESTIONS SUB-QUESTIONS BASELINE INDICATORS DATA SOURCES 
DATA 

COLLECTION 
METHODS 

A2.2. Did the 
approaches and 
implemented 
activities align 
with, and 
contribute to 
the intended 
outcomes of 
the OCA?  

A2.2.1. To what 
extent are the 
activities and 
targets of the grants 
harmonised with 
the work 
programmes of OCA 
as a whole? 

A2.2.2. Are the 
activities 
implemented by the 
OCA executed in an 
efficient manner? 

A2.2.3. Are the 
programme targets 
being achieved on 
time? 

A2.2.4. Are the 
targets realistic 
given the scale of 
operations? 

A.2.2.5 What trade-
offs and 
adjustments, if any, 
have been made by 
OCA in order to 
drive efficiency? 

 • Comparison of grant 
design (budget, 
activities, targets) with 
OCA working 
documents 

• Comparison of actual 
to planned outputs 

• Perceptions regarding 
the plausibility of 
targets 

• Comparison of 
cost/outcomes 
benchmark data (if 
relevant comparators 
exist) 

• Deviations on actual to 
planned spending to 
achieve greater 
economy 

• Evidence of costs 
savings 

Documents 

OCA staff 

Laudes Foundation 
staff 

Doc Review 

KII 
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COLLECTION 
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A
3

. M
o

n
it

o
ri

n
g 

an
d

 A
d

ap
ta

ti
o

n
 

A3.1. What 
monitoring 
approaches 
have been put 
in place to 
inform adaptive 
management?  

A3.1.1. What 
mechanisms (formal 
and informal) are in 
use to capture 
results and inform 
management? 

A3.1.2. To what 
extent does the flow 
of data: a) guide 
management 
decisions, b) inform 
reporting and 
communication, c) 
enrich team learning 
at OCA? 

A3.1.3. How has 
data and knowledge 
been collected and 
used by OCA to 
evaluate 
momentum in the 
industry? 

 • Coherence of results-
based planning and 
management 
arrangements 

• Evidence that: 

• OCA M&E system 
guidelines routinely 
updated and accessible 

• Indicators in place for 
Marketing Plan and 
Global Seed Strategy 

• Grant related 
indicators in log frames 
for both Phases 

• Data utilised in 
learning & decision-
making 

Documents 

OCA staff 

Laudes Foundation 
staff 

OCA Founders/Board 

Doc Review 

KII 
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RUBRIC 
CATEGORIES 

RUBRICS KEY QUESTIONS SUB-QUESTIONS BASELINE INDICATORS DATA SOURCES 
DATA 

COLLECTION 
METHODS 

A
4

: C
o

m
m

u
n

ic
at

io
n

 a
n

d
 L

ea
rn

in
g 

A4.1. How was 
communication 
conducted both 
internally and 
externally? 

A4.1.1. To what 
extent are 
stakeholder groups 
(internal and 
external) made 
aware of progress in 
OCA activities and in 
the sector at large? 

A4.1.2. To what 
extent are 
stakeholder groups 
(internal and 
external) clear on 
OCA’s vision and 
value proposition 

 • Stakeholder 
perception of the 
distinctness of OCA 
activities 

• Stakeholder 
perceptions on OCA’s 
vision, mission, 
programme, and value-
added contributions to 
the organic cotton 
sector 

Documents 

OCA Staff 

OCA Founders/Board 

Laudes Foundation 
Staff 

Affiliates and Partners 

Doc Review 

KII 

Survey 

A4.1.3. What 
communicative 
products or 
approaches have 
been useful to OCA 
and did any gaps 
exist? 

 • Stakeholder 
recollection of 
communication 
products and message 
bytes 

Farmer Production 
Organisations 

National/ 
International 
Research Bodies 

 

A
5

. O
rg

an
is

at
io

n
 

an
d

 N
et

w
o

rk
 

C
ap

ac
it

y 

A5.1. Is OCA fit 
for purpose for 
turning organic 
cotton into a 
prosperous 

A5.1.1. Does OCA 
have a strong and 
clear vision, mission, 
and strategy? 

In 2018… 

• Operational 
systems nascent 
and non-
standardised 

• Before-after 
comparison of OCA HR 
skills profile 

Documents 

OCA staff 

Laudes Foundation 
staff 

Affiliates and Partners 

Doc Review 

KII 

Survey 
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RUBRIC 
CATEGORIES 

RUBRICS KEY QUESTIONS SUB-QUESTIONS BASELINE INDICATORS DATA SOURCES 
DATA 

COLLECTION 
METHODS 

sector that 
benefits all 
(from farmer to 
consumer) and 
aligning 
informed and 
reinforced 
multi-
stakeholder 
initiatives and 
business 
strategies for 
that change? 

A5.1.2. Does OCA 
have a strong 
governance 
structure that 
provides fiduciary 
oversight and holds 
organisational 
leaders accountable 
for progress toward 
achieving its 
mission? 

A5.1.1. Does OCA 
have the right mix of 
staff with the 
knowledge, skills 
and capacity needed 
to implement the 
programme 
(quantity and 
quality) effectively 
and efficiently, 

particularly in the 
context in which it 
operates (namely at 
the level of farmers, 
and business actors/ 
brands)? 

• Staffing levels 
commensurate 
with scale (but 
growth occurring) 

• No long-term 
global strategy for 
OCA 

No dedicated fund 
addressing the 
challenges and 
financing needs of the 
sector 

• Before-after 
comparison re: status 
of key systems 

• Alignment of key 
systems to 
international standards 

• Stakeholder 
perceptions of “fit for 
purpose” (HR, 
structure, systems, 
strategies)  
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RUBRIC 
CATEGORIES 

RUBRICS KEY QUESTIONS SUB-QUESTIONS BASELINE INDICATORS DATA SOURCES 
DATA 

COLLECTION 
METHODS 

Early and 
later 
changes 

B
3

. P
ro

gr
e

ss
iv

e 
B

u
si

n
es

se
s 

Le
ad

in
g 

B3.1. What 
have been the 
results of the 
OCA (till date) 
for the OCA 
Programme: 

- Farm 
Programme 
(sourcing pilots 
and projects)? 

B3.1.1. Has the 
programme met the 
intended results 
overall? 

B3.1.2. What is the 
evidence of OCA’s 
overall 
effectiveness, and 
with respect to the 
Farm Programme? 

B3.1.3. What factors 
have led to and 
influenced these 
results? 

• No organisation of 
brands/ retailers in 
2016, four in 
2019/20 

• 10,000 farmers in 
Farm Programme in 
2019/20 

• Comparison of: a) 
reported actual to 
planned outcomes as 
per the 
Implementation M&E 
and Disbursement 
schedules, b) 
stakeholder accounts 
of achievements with 
what has been 
reported 

Documents 

OCA Staff 

OCA Founders/Board 

Laudes Foundation 
Staff 

Affiliates and Partners 

Farmer Production 
Organisations 

Doc Review 

KII 

B3.2. How well 
has the 
initiative been 
able to 
contribute to 
influencing 
mindsets, 
beliefs, and 
assumptions to 
create 
alignment with 
the vision for an 
organic cotton 
system? 

B.3.2.1 What are the 
principal pressures 
(external or 
internal) on supply 
chain actors that 
favour greater 
coherence in the 
organic cotton 
sector? 

B3.2.2 Has OCA 
engaged those 
drivers, to date? 

 • Stakeholder 
perceptions of OCA 
successes/ challenges 
to date in wielding 
influence where it is 
needed 

• Stakeholder 
perceptions of the 
value, validity and 
attractiveness of OCA’s 
business model claims 

• Accounts of businesses 
and retailers 
demonstrating 
supportive leadership 
in the organic cotton 
sector as a result of 
OCA’s influence 

OCA Staff 

OCA Founders/Board 

Affiliates and Partners 

Farmer Production 
Organisations 

National/ 
International 
Research Bodies 

Doc Review 

KII 

Survey 
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RUBRIC 
CATEGORIES 

RUBRICS KEY QUESTIONS SUB-QUESTIONS BASELINE INDICATORS DATA SOURCES 
DATA 

COLLECTION 
METHODS 

B3.3. How well 
has OCA been 
able to promote 
a business 
model in the 
organic cotton 
sector that is 
just (provision 
of fair value to 
farmers) and 
environmentally 
sustainable?  

B3.3.1 In what ways 
and to what extent 
has the OCA been 
able to argue the 
case for gainful, 
environmentally 
friendly 
participation in the 
organic cotton 
supply chain?  

 • Stakeholder 
perceptions of OCA 
successes/ challenges 
to date in wielding 
influence where it is 
needed 

• Stakeholder 
perceptions of the 
value, validity and 
attractiveness of OCA’s 
business model claims 

• Accounts of businesses 
and retailers 
demonstrating 
supportive leadership 
in the organic cotton 
sector as a result of 
OCA’s influence 

• Listing of surprise 
results, by frequency 
of mentions/source 

• Perceptions of their 
strategic significance 

OCA Staff 

OCA Founders/Board 

Affiliates and Partners 

Farmer Production 
Organisations 

National/ 
International 
Research Bodies 

OCA Staff 

Affiliates and Partners 

Farmer Production 
Organisations 

Doc Review 

KII 

Survey 

Doc Review 

KIIs 

e-Survey 

B3.4. Regarding 
the Farm 
Programme, 
what 
unintended 
results (positive 
or negative) has 
the processes 
employed by 
OCA produced? 

B3.4.1. Are any of 
the results that have 
been observed 
unexpected? What 
implications might 
these have on OCA’s 
system change 
initiative? 

B3.5. What 
external and 
internal factors 
as well as 
challenges and 
risks have 
influenced the 
implementation 
of the Farm 

B3.5.1. What have 
been the most 
significant factors 
constraining/ 
enabling 
implementation of 
the Farm 
Programme? How 
so? 

 • Accounts of 
“unexpected” 
occurrences and their 
implications for OCA 

OCA Staff 

OCA Founders/Board 

Affiliates and Partners 

Farmer Production 
Organisations 

Doc Review 

KIIs 

e-Survey 
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RUBRIC 
CATEGORIES 

RUBRICS KEY QUESTIONS SUB-QUESTIONS BASELINE INDICATORS DATA SOURCES 
DATA 

COLLECTION 
METHODS 

programme, 
successes and 
failures? And 
why? 

     

B
6

. M
u

lt
i-

st
ak

eh
o

ld
er

 M
o

ve
m

en
ts

 P
re

ss
u

re
 

B6.1. What 
have been the 
results of the 
OCA (till date) 
for the OCA 
programmes: 

• Strategy and 
Governance. 

• Organic 
Cotton Fund 
(OCF)? 

B6.1.1. Has the OCA 
platform met its 
intended results till 
date? 

B6.1.2. What is the 
evidence of OCA’s 
overall 
effectiveness, and 
with respect to: 

• Strategy and 
governance per 
log frame target 

• OCF 

Transitioned to OCA 
Foundation (2016) 
with 9 affiliates; no 
strategy and 
governance 
framework yet 

• Secretariat growing 
with still “nascent 
systems” (2020) 

• Branding 
inconsistent/ 
incoherent/minimal 
(2020) 

• Value proposition 
unclear (2020) 

• Global strategy not 
developed (2020) 

• Number of funders 
as compared to the 
number of 
Contributors is 
disproportionate 
(2020) 

• Heavy reliance on 
Laudes grants 
(2020) 

Phase 2 

• Approved OCA 2.0 
Strategy 

• Approved governance 
framework 

• Resources for 
marketing and 
communications 

• Increase in the number 
of paying affiliates. 

Phase 3 

• Endorsed: new 
branding and comms 
protocol, website and 
other comms systems 

• Trend in number of 
invitations to sector 
forums 

• Trend in website traffic 

• Trend in number of 
new contributor 
organisations investing 
in OCA 

• Extent of non-Laudes  

Documents 

OCA Staff 

OCA Founders/Board 

Laudes Foundation 
Staff 

Affiliates and Partners 

Doc Review 

KII 
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   • Foundation revenue 
covering most staffing/ 
ops. reserves 

• Trends in level of 
Secretariat ops 
reserves 

• Provision of OCF 
financing to support 
the organic cotton 
supply chain 

• Evidence of sustained 
commitment from 
funders 

  

B6.2. Has the 
OCA functioned 
effectively and 
efficiently till 
date in 
convening 
business and 
industry actors 
around organic 
cotton?249  

B.6.2.1. As an MSI, 
what are perceived 
to be the OCA’s 
greatest strengths 
and challenges, 
organisationally, to 
date: 

Considerations: 

• Style of 
engagement/ 
recruitment 

• Secretariat growing 
with still “nascent 
systems” (2020) 

• Branding 
inconsistent/ 
incoherent/minimal 
(2020) 

• Value proposition 
unclear (2020) 

• Global strategy not 
developed (2020) 

• Perceptions of OCAs 
performance against 
own expectations and 
what is observed about 
MSIs in the literature 

• Stakeholder accounts 
showing before-after 
comparisons on each 
of the points for 
consideration 

OCA Staff 

OCA Founders/Board 

Affiliates and Partners 

KII 

Survey 

 

 
249 This question will consider, among other things: 

• Functional structure – To what extent OCA is “fit for purpose” – both as an entity and as a multi-stakeholder initiative? 

• Adequacy and appropriateness in development of OCA 2.0 and strengthening of the governance function 

• Quality of relationships; selection of partnerships / coordination / collaboration / cooperation and communication 

• Identify factors that enabled or impeded the partnership and collaboration function 

• Adequacy of governance, human and financial capacities, and systems in place to support the operations and attainment of results. 
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 • Appropriateness 
of organisational 
structure and 
governance 
functions 

• Ease of 
internal/external 
communications 

• Adequacy of 
systems 
supporting IT, HR, 
planning and 
budgeting 

• Ability to attract 
financing  

• Number of funders 
as compared to the 
number of 
Contributors 
disproportionate 
(2020) 

• Heavy reliance on 
Laudes grants 
(2020) 

   

B6.3. Does OCA 
have sufficient 
influence as an 
MSI to influence 
systems change 
in the organic 
cotton sector?  

B6.3.1. How has 
OCA contributed 
toward changing 
narratives (mental 
models and 
assumptions) of 
business actors 
(brands), farmers, 
within the organic 
cotton sector? 

B6.3.2. How 
effective has OCA 
been in identifying 
and prioritising 
enablers for the 
industry to thrive? 

• Stakeholder 
perceptions of the 
OCA’s influence on the 
sector as an MSI 

• Stakeholder 
perceptions of the 
OCA’s ability to read 
context and pivot in 
strategically 
advantageous ways? 

• Evidence of narrative 
change as articulated 
by different 
stakeholders 

• Comparison of 
perceptions regarding 
“influence” to what is 

OCA Staff 

OCA Founders/Board 

Affiliates and Partners 

Farmer Production 
Organisations 

National/ 
International 
Research Bodies 

KII 

Survey 
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observed about MSI 
influence in the 
literature 

B6.4. Has OCA 
sufficiently 
involved/ 
engaged/ 
collaborated 
with relevant 
actors and 
stakeholders in 
inclusive, 
powerful and 
transformative 
ways?  

B6.4.1. To what 
extent has OCA 
involved/ engaged/ 
collaborated with 
relevant actors and 
stakeholders in 
inclusive, powerful 
and transformative 
ways? 

B6.4.2. How well 
has the multi-
stakeholder 
approach enabled 
legitimacy and 
accountability? 

 • Engagement and OCA 
platform recruitment 
trends, by stakeholder 
type 

• Comparison of actual 
to planned outreach/ 
recruitment 

• Stakeholder 
perceptions of the 
change in the OCA’s 
profile and influence 
with growth 

• Stakeholder 
perceptions of the 
extent to which lines of 
accountability keep the 
MSI in check 

OCA Staff 

OCA Founders/Board 

Partners and Affiliates 

 

Doc Review 

KIIs 

e-Survey 
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B6.5. What has 
been the 
effectiveness of 
engagement 
with OCA 
affiliate 
members 
(brands, civil 
society 
partners, etc.) 
and other 
stakeholders 
that are not 
OCA affiliate 
members 
(suppliers, 
implementing 
partners, etc.) 
in achieving the 
programme 
results? 

B6.5.1. How do 
partners and 
affiliates assess the 
benefits of their 
engagement with 
the OCA? 

 • Stakeholder 
perceptions of the 
benefits/costs of 
engagement in the 
OCA? 

• Consistency between 
KII feedback and OCA’s 
own survey data 

OCA Staff 

OCA Founders/Board 

Partners and Affiliates 

 

Doc Review 

KIIs 

e-Survey 

B6.6. Is OCA on 
the appropriate 
trajectory 
(using both 
foresight and 
agility) to 
strengthen 
action for 
enabling 
systemic 
change as a 
Multi-
Stakeholder 

B6.6.1. Do planned 
activities and 
targets make sense 
given the progress 
to date and the 
intelligence 
gathered showing 
where the potential 
for movement 
building is greatest? 

 • Stakeholder 
perceptions of the 
readiness of OCA as an 
MSI to leverage 
resources toward 
systems change 

• Consistency between 
strategic needs/ 
opportunities as 
perceived by 
stakeholders and the 

OCA Staff 

OCA Founders/Board 

Partners and Affiliates 

OCA Staff 

OCA Founders/Board 

Affiliates and Partners 

Farmer Production 
Organisations 

National/ 
International 
Research Bodies 

Doc Review 

KIIs 

e-Survey 

Doc Review 

KII 
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Initiative given 
the challenges 
that exist in 
that context? 

contents of the Global 
Strategy (2021/25)  

B
7

. R
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B7.1. What 
have been the 
results of the 
OCA (till date) – 
Seed and 
Innovation 
Programme 
(SI)?  

B7.1.1. Has OCA met 
the intended results 
overall? 

B7.1.2. What is the 
evidence of OCA’s 
overall 
effectiveness, and 
with respect to SI?  

• In 2018… no SGF 
cultivars had been 
released, no 
performance data 
on cultivars had 
been shared, no 
seed producers had 
been certified, 
there was no 
Global Seed 
Strategy, and no 
system for 
traceability 

• Evidence of robust 
non-GM lines of 
cottonseed introduced 
for commercial use 

• Evidence of a larger 
number of farmers 
using SGF performance 
information to make 
production decisions 

• Evidence of growth in 
the number of seed 
producers certified 
against non-GMO 
cottonseed production 
module 

• Global seed strategy 
launched as per 
approved strategy 
(indicators to be 
determined) 

• Progress against 
planned launch of 
traceability strategy 
and roll out of selected 
system 
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B7.2. Regarding 
SI, what 
unintended 
results (positive 
or negative) has 
the processes 
employed by 
OCA produced? 

B7.2.1. Are any of 
the results that have 
been observed 
unexpected? What 
implications might 
these have on OCA’s 
system change 
initiative? 

 • Listing of unintended 
results, by frequency 
of mentions/source 

• Perceptions of their 
strategic significance 

OCA Staff 

Affiliates and Partners 

Farmer Production 
Organisations 

Doc Review 

KIIs 

e-Survey 

B7.3. What 
external and 
internal factors 
as well as 
challenges and 
risks have 
influenced the 
implementation 
of SI, successes 
and failures? 
And why? 

B7.3.1. What have 
been the most 
significant factors 
constraining/ 
enabling 
implementation of 
SI? How so? 

 • Accounts of 
“unexpected” 
occurrences and their 
implications for OCA 

OCA Staff 

OCA Founders/Board 

Affiliates and Partners 

Farmer Production 
Organisations 

 

Doc Review 

KIIs 

e-Survey 
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RUBRIC 
CATEGORIES 

RUBRICS KEY QUESTIONS SUB-QUESTIONS BASELINE INDICATORS DATA SOURCES 
DATA 

COLLECTION 
METHODS 

B7.4. How well 
has OCA been 
able to design, 
implement and 
in the new ways 
of working it 
creates ensured 
that the 
beneficiary 
groups (farmers 
and brands) are 
achieving the 
key outcomes 
they need and 
desire?  

B7.4.1. To what 
extent has the OCA 
provided the 
knowledge, skills, 
models and tools 
required to help 
supply chain actors 
(brands, suppliers 
and farmers) place 
value on farmer 
livelihoods and 
environmental 
sustainability in the 
organic cotton 
sector? 

B7.4.2. What, if any, 
gaps in support can 
be observed and 
why? 

 • Stakeholder 
perceptions of the 
utility of supports 
provided in building 
new ways of working 

OCA Staff 

Affiliates and Partners 

Farmer Production 
Organisations 

 

KIIs 

e-Survey 
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RUBRIC 
CATEGORIES 

RUBRICS KEY QUESTIONS SUB-QUESTIONS BASELINE INDICATORS DATA SOURCES 
DATA 

COLLECTION 
METHODS 

2025 
Outcomes 

C
3

. B
u
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n
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s 
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o
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in
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C3.1. Is OCA on 
the correct 
trajectory to 
contribute 
toward wider 
system shifts 
and industry 
transformation 
in the organic 
cotton sector?  

C.3.1.1. Is OCA 
making sufficient 
headway against 
planned longer-term 
outcomes 

C3.1.2. To what 
extent is OCA able 
to discern system 
advances from its 
research and pilot 
activities? 

C3.1.3. Which 
strategies and 
processes, if not all 
as a whole, can be 
replicated? 

 • % of farmers (a) 
verified as having 
received promised 
differential above 
market price and (b) 
demonstrating 
continued 
commitment to 
organic farming 
practices 

• Extent of qPCR testing 
of seed samples 

• % of seed samples 
testing negative 

• Extent of 
endorsement/adoption 
of OCA brand 

• Change in contributor 
understanding of OCA 
value proposition 

• Provision of OCF 
financing to support 
organic cotton supply 
chain – metrics 
pending 

• Availability of evidence 
showing replicability/ 
adaptability of pilot 
models 

OCA Staff 

OCA Founders/Board 

Affiliates and Partners 

Doc Review 

KII 

Survey 
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RUBRIC 
CATEGORIES 

RUBRICS KEY QUESTIONS SUB-QUESTIONS BASELINE INDICATORS DATA SOURCES 
DATA 

COLLECTION 
METHODS 

C3.2. What are 
the drivers 
(both positive 
and negative) 
that influence 
the 
implementation 
of OCA’s 
strategic 
approach?  

C3.2.1. What drivers 
require OCA’s 
attention for the 
platform to achieve 
scale and 
sustainability? 

C3.2.2. What should 
OCA do to scale and 
sustain these in the 
future? 

 • Stakeholder 
perception of the 
drivers (a) most 
needing OCA’s 
attention and (b) 
advice on how 

• Evidence of promising 
scaling and 
sustainability efforts to 
be considered for 
replication 

OCA Staff 

OCA Founders/Board 

Affiliates and Partners 

Doc Review 

KII 

Survey 

 

C3.3. What are 
the main 
lessons learned 
from the 
initiative? 

C3.3.1. What can we 
learn about the 
systems change 
being pursued by 
OCA from those 
actors engaging the 
most in the OCA? 

C3.3.2. What can we 
learn from the more 
hesitant actors? 
What is holding 
them back? 

 • Stakeholder 
perceptions of the 
prevailing 
merits/drawbacks to 
engaging in the organic 
cotton sector? 

OCA Staff 

OCA Founders/Board 

Affiliates and Partners 

 

Doc Review 

KII 

Survey 
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RUBRIC 
CATEGORIES 

RUBRICS KEY QUESTIONS SUB-QUESTIONS BASELINE INDICATORS DATA SOURCES 
DATA 

COLLECTION 
METHODS 

C3.4. To what 
extent are there 
signs that the 
initiative is on 
track to 
promote a 
widespread and 
thorough 
implementation 
of sustainable 
practices? 

C3.4.1. What 
sustainability 
thresholds need to 
be reached for OCA 
to be able to say 
that the work of 
OCA has been 
successful? 

C3.4.2. What 
aspects of OCA’s 
programmatic 
offerings are most 
scalable? 

 • Level of stakeholder 
agreement on 
sustainability 
thresholds and actions 
required of the OCA 

• Patterns evidence 
showing where 
scalability is plausible 

OCA Staff 

OCA Founders/Board 

Affiliates and Partners 

National/International 
Research Bodies 

Doc Review 

KII 

Survey 

 

C3.5. Where 
has the 
initiative been 
able to build 
the foundations 
for its financial 
sustainability?  

C3.5.1. To what 
extent has OCA 
garnered co-
financing or 
additional funding 
beyond that of 
Laudes Foundation’s 
support? 

C3.5.2. How has the 
revenue mix 
altered over time? 

 • Before-after 
comparisons across 
organisational/ 
financial metrics 

OCA Staff 

OCA Founders/Board 

Affiliates and Partners 

Doc Review 

KII 
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RUBRIC 
CATEGORIES 

RUBRICS KEY QUESTIONS SUB-QUESTIONS BASELINE INDICATORS DATA SOURCES 
DATA 

COLLECTION 
METHODS 

C3.6. To what 
extent has OCA 
been able to 
assure viability 
(such as those 
for pilots) both 
for long-term 
and for scale?  

C3.6.1. To what 
extent have OCA 
sponsored pilots 
developed into net 
income generating 
activities for farmers 
and others engaged 
in the organic 
cotton supply chain? 

C3.6.2. What were 
the missed 
opportunities? 

 • Uptake, financial 
performance and 
efficacy of pilots 

• Listing of “if only” 
moments related to 
pilot design/ 
implementation and 
scaling. Suggestions for 
future practice 

OCA Staff 

OCA Founders/Board 

Affiliates and Partners 

National/International 
Research Bodies 

Doc Review 

KII 

Survey 

 

C3.7. What are 
the main factors 
that promoted 
and/or reduced 
OCA’s 
sustainability 
and results? 

C3.7.1. Among the 
factors bearing 
positively and 
negatively on the 
sector, which stand 
out for their impact 
on OCA’s drive for 
sustainability? 

C3.7.2. What would 
be different today 
regarding the 
system change in 
process had there 
not been a 
Pandemic? 

 • Listing of the most 
prominent factors 
(enabling and 
constraining) bearing 
on OCA’s bid for 
sustainable change in 
the organic cotton 
industry 

• Patterns of stakeholder 
response in setting out 
non-Covid, counter 
factual accounts 

OCA Staff 

OCA Founders/Board 

Affiliates and Partners 

National/International 
Research Bodies 

Doc Review 

KII 

Survey 
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RUBRIC 
CATEGORIES 

RUBRICS KEY QUESTIONS SUB-QUESTIONS BASELINE INDICATORS DATA SOURCES 
DATA 

COLLECTION 
METHODS 

C3.8. How likely 
is it that this 
initiative would 
be effective in 
other contexts? 

C3.8.1. What 
country/regional 
context factors most 
strongly influence 
the prospects for 
sustainable systems 
change in the 
organic cotton 
sector? 

C3.8.2. What is the 
likelihood that an 
accelerator initiative 
like OCA could be 
effective in each of 
the top five organic 
cotton producing 
countries? 

 • Stakeholder 
perceptions of the 
importance of country 
context on the design 
and implementation of 
an accelerator model 
the likes of OCA 

OCA Staff 

OCA Founders/Board 

Affiliates and Partners 

National/International 
Research Bodies 

Doc Review 

KII 

Survey 

 

C3.9. What 
strategies or 
approaches 
adopted by the 
OCA could 
produce 
medium-term 
and long-term 
impacts for the 
sector? 

C3.9.1. Which 
strategies 
developed and 
tested by OCA 
partners and 
affiliates are 
showing the 
greatest yield of 
benefits for the 
sector in India? 

C3.9.2. What mix of 
strategies is most 
needed to enlarge 
the systems change 
in production areas 
outside of India? 

 • Stakeholder 
perceptions of the 
importance of country 
context on the design 
and implementation of 
an accelerator model 
the likes of OCA 

OCA Staff 

OCA Founders/Board 

Affiliates and Partners 

Farmer Production 
Organisations 

National/International 
Research Bodies 

Doc Review 

KII 

Survey 
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Appendix V  Review of Performance Improvement Reports 

OCA, through its third-party verification system, produces Performance Improvement Reports (PIRs). These contain specific observations on 
implementation strengths and weaknesses (areas of improvement) of each IP facilitated project. The analysis presented in Table v. 1 covers a cross-
section of PIRs spanning three cotton seasons. It indicates several strengths of the Farm Programme as well as several areas where improvements 
are warranted. As well, the analysis identifies factors that constrain implementation. The PIRs also contain recommendations and corrective actions 
for the IPs. Over the following season, the IPs are expected to act on these recommendations and demonstrate continuous improvement across the 
farm projects. Table v. 1 sets out the corrective actions taken the following year based on recommendations provided the previous year, and shows 
corrective action pending (still to be taken). 

Table v. 1 Strengths and Improvements Observed in a Cross-section of PIRs over Three Cotton Seasons (2018, 2019, 2020) and Corrective 
Actions Taken or Pending as per the PIRs during Two Cotton Seasons (2019, 2020)250 

THEME SUB-THEME 
STRENGTHS 
OBSERVED 

IMPROVEMENTS SUGGESTED 
CORRECTIVE ACTIONS 

TAKEN 
CORRECTIVE ACTIONS 

PENDING 

Creation of 

enabling 

environment 

by the IP 

Project and 
team 

• Field staff have a 
good understanding 
of organic practices 

• Long standing work 
and relationships 
with farmers (some 
IPs) 

• Avoiding risks due to parallel 
GMO production in the project 
villages 

• Further capacity building of staff 
on data collection, record 
keeping, GMO contamination 
issues 

• Risks of GMO 
contamination explained 
to the farmers 

• Extension staff placed 
nearby villages, helpful 
for better outreach 

• Staff need more capacity 
building on practical 
content that address 
specific risks and digital 
tools for extension  

Input supply 
including non-
GMO seeds 

• Packets of non-
GMO seeds 
provided to the 
farmers 

• Different innovative 
solutions explored 
for increasing the 

• Ensure that all farmers get non-
GMO seeds 

• Increased preparation, 
availability, and use of biological 
inputs  

• Expansion in production 
and supply of biological 
inputs 

• Most of the farmers 
reported receipt of non-
GMO seeds 

• Demo group of farmers 
received other services 

• The production and 
supply of biological 
inputs is still not 
sufficient for the 
demand; need for 
innovative solutions 

 
250 A synthesis from a sample of PIRs (produced by TPAs) of 2018, 2019, and 2020 season, shared with the evaluation team. 
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THEME SUB-THEME 
STRENGTHS 
OBSERVED 

IMPROVEMENTS SUGGESTED 
CORRECTIVE ACTIONS 

TAKEN 
CORRECTIVE ACTIONS 

PENDING 

supply of biological 
inputs  

such as intercrop seeds, 
yellow sticky traps, 
pheromone traps, 
tetrabeds for 
composting, and 
biological inputs such as 
Amrutpani, Dasparni, 
and Kandapani  

Farmer training 
and field 
support 

• Farmer field 
schools, women 
group meetings, 
demonstration 
models and other 
platforms used for 
training 

• Focused farmer “handholding” 
and training throughout the 
season, including in far-off 
villages 

• Non-formal and activity-based 
training to illiterate farmers 

• Better communication between 
project staff and farmers to 
provide better inputs, advisory 
and marketing support 

• Training to farmers on 
risk management of 
organic cotton and 
preparation of biological 
inputs 

• Training of farmers 
through audio, video, 
and other methods 

• Project team (especially 
staff resident in villages) 
monitored the sowing 
and provided hand 
holding support to the 
farmers 

• Deeper farmer training 
and engagements 
(reduced due to covid-
19) 

• More focus on training 
farmers on preventive 
approach  

Procurement 
and premium 

• Payments 
increasingly moving 
toward bank 
transfers (rather 
than cash) 

• Procurement 
schedules and 
processes working 
well (some IPs) 

• Improve negotiation with 
brands for better procurement 
rate to farmers 

• Better communication of 
procurement schedules in 
advance, avoiding the scenario 
of farmers selling organic cotton 
in the open market 

• Need for better awareness of 
farmers about premium and 
deductions 

• Improving procedures of 
procurement and better 
communication with 
farmers 

• More clarity regarding 
procurement schedules 
among the farmers 

• More movement needed 
toward bank /digital 
payments 
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THEME SUB-THEME 
STRENGTHS 
OBSERVED 

IMPROVEMENTS SUGGESTED 
CORRECTIVE ACTIONS 

TAKEN 
CORRECTIVE ACTIONS 

PENDING 

• Improve proportion of digital 
/bank payment of premium 

Documentation, 
data collection 
and reporting 

• Strong 
documentation and 
data collection 
systems (some IPs) 

• Strong internal mechanism at IP 
level to assure quality of data 
collected; improve data 
verification and updating system 

• Effective M&E system to identify 
and address risks 

• Movement seen toward 
improved data collection 
and M&E system 

• Internal review and 
quality control of data; 
credible data and not 
just estimates 

• Improved M&E systems 
to capture progress and 
risks 

• Compare data 
longitudinally over a 
period of time 

Farmer 
practices 

Adoption of 
organic 
production 
practices 

• Trend of increasing 
proportion of 
farmers adopting 
organic practices is 
seen 

• Farmers reporting 
of non-adoption of 
restrictive practices 

• Promoting organic 
practices in the 
entire land and 
supporting farmers 
for multiple crops 

• Increase proportion of farmers 
consistently adopting the 
organic practices 

• Increase compliance with 
segregated harvest, 
transportation, and storage 

• More focus on training farmers 
on preventive approach such as 
avoiding moisture loss by 
intercropping, closer planting, 
mulching, growing border 
barrier crops, to avoid incidence 
and resurgence of sucking pests. 
IP need to map risks and plan 
preventive strategies 

• Adoption related 
challenges being 
discussed and resolved 

• Segregated harvest, 
storage, and 
transportation training 
provided to the farmers 

• Better demonstrate 
farmer business case by 
holistic support on 
livelihoods 

• More work on 
promoting organic 
practices in the entire 
land and supporting 
farmers for multiple 
crops 

GMO 
integrity 

GMO 
contamination 

• Trend of decreasing 
GMO detection 
levels is observed 

• Compliance with sample 
number of GMO testing at seed 
and ginning stages 

• Assessment of possible risks at 
each stage of transfer of 
ownership of cotton (seed, field, 

• As an internal 
mechanism, each heap 
was tested for GM 
contamination using the 
Bt Strip test and the 
heap was only sent for 

• Review and 
implementation of 
procedures for 
traceability at ginning 
level 
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THEME SUB-THEME 
STRENGTHS 
OBSERVED 

IMPROVEMENTS SUGGESTED 
CORRECTIVE ACTIONS 

TAKEN 
CORRECTIVE ACTIONS 

PENDING 

ginning) and implement 
appropriate action (like ensuring 
the planting of non-GMO seeds, 
maintaining buffer zones, 
segregated harvest, transport, 
and storage of seed cotton, 
segregated ginning, etc., with 
adequate labelling for 
traceability) to reduce such risks  

ginning if the result was 
negative. This was 
observed as best 
practice across all OCA 
projects 

• IP needs to 
communicate the 
ginning update (arrivals, 
bales available, etc.) to 
the TPA adequately, so 
that the required sample 
at gin stage can be 
collected and tested on 
time 

Other  • Farmers are 
recommended to 
adopt cropping 
systems and other 
practices based on 
the weather 
patterns  

• More support is needed on 
preparing farmers toward 
managing uncertainties (climatic 
and non-climatic) so that their 
yield and income from organic 
cultivation are stable and 
sustainable  

• Better compliance to 
assess and address 
possible risks at each 
stage of transfer of 
ownership of cotton – 
seed, field, ginning – and 
implement appropriate 
actions 

• Better compliance to 
assess and address 
possible risks at each 
stage of transfer of 
ownership of cotton – 
seed, field, ginning – and 
implement appropriate 
actions 
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Appendix VI  Progress on Phase 3 Grant Targets 

FARM PROGRAMME 

OUTCOME TARGET STATUS 

1. Increase in farmers that are paid 
a differential per the agreement 
between brand and supplier to 
improve the farmer business case 

1. 100% of farmers in the Farm Programme are paid the 
promised differential (average of 5–15% on top of seed 
cotton market price) through sale/procurement of 
organic cotton to the brand’s supply chain in the 
programme by 2022/23 season. 

2017/18–2020/21: The average margin between the 
premium prices paid for organic cotton and the average 
market price has ranged from 3% to 10%. The average 
margin between premium prices paid for organic cotton 
and the minimum support price has ranged from 7% to 

22%.251 

2. Improved integrity control at 
the source (reduced GMO 
contamination levels of organic 
cotton produce) 

2. 100% of cottonseed distributed to project farmers 
originate from seed lots of which samples have been 
tested negative for GMO presence, year on year. 

An overall decline in the detection of GMO contamination 
in testing has been observed from 2017/18 to 2020/21. 

In 2018/19 and 2019/20 seasons, contaminated seed lots 
were kept aside but some projects ended up procuring 

contaminated lots.252 

The 2021 mid-year monitoring report reports GMO 
detection in 7/298 samples at the seed stage; these lots 

were not procured.253 

3. Increase in number of brands 
and retailers that participate in the 
Farm Programme 

3. 8–10 brands and retailers participate in OCA Farm 
Programme through signed agreements by 2022/23. 

In 2021/21, 6 brands participated in Farm Programme.254 

Ten brands are participating in the programme in 2021/22 

season.255 

4. Increase in number of farmers 
participating in the Farm 
Programme 

4. At least 15,000 farmers will be engaged in the 
programme for the 2020/21 season, and at least 20,000 
farmers for the 2021/22 season, and at least 25,000 for 
the 2022/23 season. 

In 2020/21, there were 22,146 active farmers in the Farm 

Programme.256 

 
251 Farm Programme reports; OCA Annual Reports; Internal communication with OCA staff. 
252 Laudes Foundation and OCA (2020). End-of-Project Self-Evaluation Report (July 2020), p. 10. 
253 Laudes Foundation and OCA (August 2021). Mid-Year Monitoring Report (January 2021–June 2021), p. 4. 
254 Internal communication with OCA staff. 
255 Laudes Foundation and OCA (August 2021). Mid-Year Monitoring Report (January 2021–June 2021), p. 4. 
256 Internal communication with OCA staff. Figure does not include two projects where no cotton lint uptake from brand occurred. 
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Approximately 60,000 farmers are anticipated for 

2021/22.257 

FARM PROGRAMME 

OUTCOME TARGET STATUS 

SGF 

1. New portfolio of non-GM cotton 
cultivars with improved agronomic 
performance, high fibre quality, 
adapted to local growing 
conditions developed 

1. At least 3 new non-GM cotton lines released for 
commercial multiplication at the end of the 2022/23 
cotton season, accompanied by performance ranges on 
key parameters for the (recommended) growing 
conditions 

8 advanced lines introduced to on-farm trials in multiple 
locations (under organic conditions) in 2020/21. Selected 
from 12 candidate lines – top 3 performing cultivars will be 
made available for multiplication at scale (subject to 

sustained performance).258 

SGF 

2. SGF performance information on 
cultivars is accessible to and used 
by organic farm groups for 
informed decision on seed use for 
improved performance on desired 
traits 

2. All OCA farmer groups are using SGF performance 
information for better seed sourcing decisions by 2023, 
with a 75% rating it as good value 

Past season’s Cultivar Evaluation data available to OCA as 
of September 2021 (planned, per August report). 

Investment planned for efficiently disseminating 
information with farm groups. 

Non-GMO Cotton Seed Assurance 
Programme 

3. Increasing number of non-GMO 
packages coming from non-GMO 
certified seed producers 

3. Seed packages of at least 2 seed producers certified 
against non-GMO cottonseed production module by 2023 

Three seed producers onboarded to non-GM Seed 
Assurance Programme, with capacity building support 
provided. 

4. Number of commercially 
released cotton cultivars in 
‘Organic Cottonseed Performance 
Database’ (in line with OCA Global 
Strategy Plan 2030)259  

4. Information of at least 60 commercially released 
cotton cultivars available in ‘Organic Cottonseed 
Performance Database’ by 2030 

The SGF performance data that will be shared with OCA by 
FiBL contains the performance evaluation results of over 
62 different cultivars and breeding lines, resulting from 
over 430 trials in research stations and farmers’ fields 
since 2017. 

The SGF data showcases both the performance of genetic 
material from the SGF programme, and that of 

 
257 Laudes Foundation and OCA (August 2021). Mid-Year Monitoring Report (January 2021–June 2021), p. 6. 
258 Laudes Foundation and OCA (August 2021). Mid-Year Monitoring Report (January 2021–June 2021). 
259 In the original logframe in the Phase 3 grant agreement, this is stated as “TBD (in line with Global Seed Strategy approved by BoT, delivered by Jan 2021 (or date 
Board meeting)”. 
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commercially released reference cultivars. Hence, the 
exact number of commercially released cultivars within 
the performance database will be known upon reception 
of the data by September 2021. 

FARM PROGRAMME 

OUTCOME TARGET STATUS 

Textiles Traceability Task Force 

5. Development of organic cotton 
traceability system, either within a 
broader sector system or stand-
alone 

5. Traceability system for organic cotton piloted and in 
use (either as part of broader sector system or stand-
alone) by OCA Contributors from the industry 

Exploring opportunities to partner, per 2030 strategy. 

OCF 

OUTCOME TARGET STATUS 

OCF Strategy Development 

1. TBD in July 2020, following the 
delivery of OCF feasibility study 

1. TBD in July 2020, following the delivery of OCF 
feasibility study 

At September 2021 meeting, OCA Board of Trustees 

committed to a feasibility study, since conducted,260 that 

will set OCA up to make a “go/no go” decision by mid-
2022. 

OCF Pilot 

2. TBD following the delivery of 
OCF feasibility study and 
confirmation of (financial) pilot 
partners, latest by March 2021 

2. TBD following the delivery of OCF feasibility study and 
confirmation of (financial) pilot partners, latest by March 
2021 

March 2021 completion of OCF Pilot, Project deck, with 

critical steps and implementation guide.261 

Business Plan 

3. TBD following the delivery of 
pilot report in 2022 

3. TBD following the delivery of pilot report in 2022 
Planned merging of OCF (yet to be developed) and OCF 

Pilot Projects in 2022/23.262 

OCA SECRETARIAT, BRAND AND COMMUNICATIONS PLATFORM AND GLOBAL STRATEGY 2021–2025 DEVELOPMENT 

OUTCOME TARGET STATUS 

 
260 Laudes Foundation and OCA (August 2021). Mid-Year Monitoring Report (January 2021–June 2021), p. 10. 
261 Ibid., p. 10. 
262 Ibid., p. 11. 
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OCA Secretariat 

1. Secretariat is fit for purpose to 
deliver mission and vision of OCA’ 

1. For the purpose of this grant, the OCA Secretariat will 
perform toward achieving the targets as set out in this 
log frame. 
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OCA SECRETARIAT, BRAND AND COMMUNICATIONS PLATFORM AND GLOBAL STRATEGY 2021–2025 DEVELOPMENT 

OUTCOME TARGET STATUS 

OCA Secretariat 

2. OCA is an operationally and 
financially healthy organisation 

2. OCA has documented and implemented internationally 
compliant operational policies, processes, procedures, 
and financial administration systems by the end of 2020 

Completed, with number of policies, systems, and relevant 

documents developed.263 

Brand and Communications 
Platform 

3. Contributors and OCA adopt and 
use new narrative communications 
and risk protocol for organic 
cotton 

3. Increased visibility for OCA by September 2020: 

(i) New OCA branding, comms protocol, website/digital 
and other comms systems are endorsed and adopted by 
majority (50%) of Contributors 

(ii) Invitation to sector forums increase 

(iii) Increase in website traffic 

OCA Communications Plan outlines strategic approach for 
communications leading to launch of OCA’s 2030 Strategy, 
including creation of new brand ID and communications 
strategy. 

Key tools developed including claims guidelines and risk 
protocol, Contributor onboarding deck. 

New website under development which will include a 
Contributor portal with access to “key collateral” 
(password protected). 

Positioning paper on in-conversion cotton under 
development (planned release for Q3 2021). 

Organic Cotton Summit (2021 virtual two-day event had 
~250 registered participants) and OCRT. 

Percent endorsement and adoption of various comms 
systems among Contributors and data on website traffic 
not available to evaluators at time of writing. 

Brand and Communications 
Platform 

4. Increased visibility of OCA due 
to strong brand identity and strong 
value proposition among the 
sector; OCA is trusted symbol of 
integrity/impact 

4. 75% of the Contributors understand OCA value 
proposition by January 2021 

55% of respondents to OCA’s 2020 Contributor survey 
strongly agree and 37% agree somewhat in response to 
question "Due to OCA’s communication tools, I 
understand the value that OCA brings to the organic 
cotton sector." 

44 media coverage mentions of OCA issues in 2021 
(between January–June). 

Interviews with executive director and Programme 
Manager conducted. 

  

 
263 Laudes Foundation and OCA (August 2021). Mid-Year Monitoring Report (January 2021–June 2021), p. 12 
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OCA SECRETARIAT, BRAND AND COMMUNICATIONS PLATFORM AND GLOBAL STRATEGY 2021–2025 DEVELOPMENT 

OUTCOME TARGET STATUS 

Global Strategy 2021–2025 

5. Five-year global strategy is 
approved by Board of Trustees 
(BoT); funding is identified and/or 
partially secured 

5. Global Strategy is approved by BoT in January 2021 (or 
BoT meeting date) and first-year Farm and SI Programme 
budget is secured 

Strategy Plan 2030 approved by BoT in March 2021. 

2021 programme budgets secured. 

Media launch for strategy under development at time of 
2021 mid-year monitoring report. 

Recruitment and Fundraising 

6. OCA has additional Contributors 
who increasingly fund the 
Secretariat staffing operations and 
engage in the global platform 

6. Several (min 20) new Contributor organisations invest 
in OCA by end of 2023; non-C&AF revenue is able to 
cover 75% of staffing and operational costs by end of 
2023; Secretariat operating reserves equal to 3 mos. 
(33%) of average annual approved budget by end of 
2023. 

In 2021, OCA had 29 Contributors.264 

OCA financial statements from 2017 to 2020 combined 
with data for the current year show that the organisation 
has accumulated sufficient funds to cover organisational 

costs for one annual cycle.265 

Laudes Foundation’s contribution to OCA’s total annual 
income was reduced from 69% to 59% between 2019–
2020. During this time, 16 organisations (12 brands and 
retailers, three manufacturer/suppliers and one nonprofit) 
were paying Contributor fees. The share of Laudes’ 
contribution is expected to decline further on account of 
rising Contributor and Farm Commitment Fees. The yet to 
be finalised figures for 2021 show Laudes’ contribution at 
54% and the budget estimate for 2022 at 42% of total 
annual income. When leveraged funding is factored in to 
show a full revenue picture, Laudes’ contribution was 27% 
in 2020. 

Recruitment and Fundraising 

7. OCA has secured finance from 
philanthropic and institutional 
capital to execute on Global 
Strategy 2021–2025 

7. 100% of funding (philanthropic, commercial and 
institutional) is identified and committed to execute fully 
on five-year global strategy by end of 2023. 

 

 

 
264 This is the official number at the time of writing; there are an additional nine new Contributors to add this year pending a formal announcement. 
265 In August 2020, the Board of Trustees approved a Continuity Reserve Policy setting out the intention (as per Dutch Law) to build reserves to cover 100% of 
annual fixed organisational costs. 
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Appendix VII  Stakeholders Consulted 

A total of 42 stakeholders were consulted, including 22 women and 20 men. 

Table vii. 1 List of Key Informants 

STAKEHOLDER CATEGORY ORGANISATION FIRST NAME LAST NAME 

Donors 

Laudes Foundation 

Anita Chester* 

Lakshmi Poti 

Leslie Johnston* 

GIZ 
Gina Burgard 

Vikash Sinha 

OCA Secretariat OCA 

Sharon Essigman 

Lily Fallala 

Kavya Jain 

Sanchit Kukreja 

Ruud Schute 

Bart Vollard 

Mathilde Tournebize  

Brand & retailer 

Tchibo GmbH 
Cristina Graack 

Katharina Heye 

Patagonia Rachel Kepnes 

BESTSELLER A/S Danique Lodewijks 

C&A 

Catherine Louies* 

Martha Wallis 

Sharafat Mallik 

H&M Harsha Vardhan* 

Coyuchi Margot Lyons 

Inditex  Germán Garcia Ibánez  

ESPRIT  Kristina Seidler-Lynders 

Standard body 
GOTS Rahul Bhajekar 

Fairtrade Subindu Garkhel 
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STAKEHOLDER CATEGORY ORGANISATION FIRST NAME LAST NAME 

Textile Exchange Amish Gosai 

Research institute FiBL Amritbir Riar 

International CSO 

Forum for the Future Charlene Collison 

Solidaridad Network Isabelle Roger* 

Pesticide Action 
Network UK 

Keith Tyrell* 

Supply chain actor Artistic Milliners Faisza Jamil 

OCA Implementing Partner 
[Supply chain actor/ Farm 
group] 

Pratibha Syntex / 
Vasudha Organic 

Shreyaskar Chaudhary* 

Spectrum 
International 

Amit Shah 

Suminter India 
Organics 

Baby Raphael 

OCA Implementing Partner 
[NGO/ Farm group] 

Chetna Organic Arun Ambatipudi 

WWF Pakistan  
Asad Imran 

Hammad Naqi Khan* 

Action for Social 
Advancement (ASA) 

Ashis Mondal 

Aga Khan Foundation Tinni Sawhney 

Grameena Vikas 
Kendram Society  

Sanne van Dungen 

External External Media Simon Ferrigno 

Third-party validator Global Research Davuluri Venkateswarlu 

*Current or former OCA Board Members 
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Appendix VIII  Documents Consulted 

Governance & foundational documents 

▪ C&A Foundation (2016). Building a Viable Organic Cotton Accelerator Entity (Phase I Grant 
Agreement). 

▪ C&A Foundation (2018). Organic Cotton Accelerator Phase II – Grant Reference No. 6913 (Phase II 
Grant Agreement). 

▪ C&A Foundation (June 2019). C&A Foundation Phase II Grant (2018–2020) EOY Reporting. 

▪ C&A Foundation (November 2019). C&A Foundation Phase II Grant (6913) Budget Utilisation (July 
2018 – October 2019) Unaudited Figures. 

▪ C&A Foundation & OCA (2019). Annex B1: C&A Foundation Phase II Programme Allocation. 

▪ C&A Foundation & OCA (January 2019). Mid-Year Monitoring Report. 

▪ C&A Foundation & OCA (June 2019). End-of-Year 1 Monitoring Report. 

▪ C&A Foundation & OCA (November 2019). Mid-Year Monitoring Report 2. 

▪ Laudes Foundation & OCA (July 2020). End-of-Project Self-Evaluation Report. 

▪ Laudes Foundation & OCA (2020). End-of-Year Monitoring Report (July 2020–December 2020). 

▪ Laudes Foundation & OCA (August 2020). Mid-Year Monitoring Report. 

▪ Laudes Foundation & OCA (August 2021). Mid-Year Monitoring Report (January 2021–June 2021). 

▪ Laudes Foundation (n.d.) Our 2025 Strategy. Available at: https://www.laudesfoundation.org/what-
we-do/our-strategy  

▪ Laudes Foundation (n.d.) Our five-year strategy. 

▪ Laudes Foundation (2020). Grant Agreement of 14 September 2018 – Grant Reference No. GR-
067218 (Phase II Amendment). 

▪ Laudes Foundation (2020). Grant Agreement of 14 May 2020 – Grant Reference No. GR-069848 
(Phase III Grant Agreement). 

▪ Laudes Foundation (2020). OCA – Phase 3 – Global Platform and Strategy Development – Grant 
Reference No. GR-069848 (Phase III Grant Agreement). 

▪ Laudes Foundation (2021). Measurement and Learning Approach. Available at: 
https://www.laudesfoundation.org/grants/rubrics?locale=en 

▪ Laudes Foundation, Future Impacts and 4CF (2021). Systems Baseline for the Laudes Foundation’s 
Theory of Change. 

▪ OCA (2016). Monthly Planning & Reporting Update (April). 

▪ OCA (2018). Proposal C&A Foundation. Organic Cotton Accelerator 2018–2019 (Phase II). 

▪ OCA (2020). Contributor Survey Results. OCA Board of Trustee Meeting (20 January 2020). 

▪ OCA (2020). FY 2020: Budget – Expenditure. 

https://www.laudesfoundation.org/what-we-do/our-strategy
https://www.laudesfoundation.org/what-we-do/our-strategy
https://www.laudesfoundation.org/grants/rubrics?locale=en
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▪ OCA (2020). FY 2020: Budget – Expenditure. Financial Expenditures Actual Year 1 (1 Jan 2020 to 31 
Dec 2020). 

▪ OCA (2021). Contributor Survey 2020 Results. OCA Board of Trustee Meeting (January 2021). 

▪ OCA (2021). Phase III Co-Funding Leverage. 

▪ OCA (March 2021). OCA 2030 Strategy Report. 

▪ OCA (2021). Our Governance. Available at: https://www.organiccottonaccelerator.org/our-
governance. 

Annual Reports  

▪ Riar, A., Cicek, H., & Messmer, M. (2018). Seeding the Green Future: Breeding for Securing Organic 
Cotton & Genetic Diversity: Phase I (Indian Cotton Season 2017/18). [Confidential report]. FiBL. 

▪ Riar, A., Joshi, T., & Messmer, M. (2019). Seeding the Green Future: Participatory breeding to secure 
income of organic cotton farmers and genetic diversity for climate change adaptation: Phase II 
(Indian Cotton Season 2018/19): Annual Report. [Confidential report]. FiBL. 

▪ Riar, A., Joshi, T., & Messmer, M. (2020). Seeding the Green Future: Participatory breeding to secure 
income of organic cotton farmers and genetic diversity for climate change adaptation: Phase II 
(Indian Cotton Season 2019/20): Annual Report. [Confidential report]. FiBL. 

▪ Riar, A., Joshi, T., & Messmer, M. (2021). Seeding the Green Future: Participatory breeding to secure 
income of organic cotton farmers and genetic diversity for climate change adaptation: Phase II 
(Indian Cotton Season 2020/21): Annual Report. [Confidential report]. FiBL. 

▪ OCA. Annual Report 2017. 

▪ OCA. Annual Report 2018. 

▪ OCA. Annual Report 2019. 

▪ OCA. Annual Report 2020. 

▪ OCA (September 2018). The First Harvest. Results and Learnings from the OCA Sourcing Pilots 
(2017/18). 

▪ OCA (October 2019). OCA Farmer Engagement & Development Programme 2018–2019. Results & 
Learnings from the Field. 

▪ OCA (November 2020). OCA Farmer Engagement and Development Programme 2019–2020. Results 
and Learnings from the Field. 

▪ OCA (November 2021). Farm Programme Impact Report 20/21. [Unpublished draft]. 

External evaluations 

▪ FiBL (June 2021). External Evaluation of the Seeding the Green Future Project. 

Communications documents 
▪ OCA (2020). OCA Comms Plan. 

▪ OCA (2021). 2030 Strategy Plan: Communicating our new strategy to the world. 
▪ OCA (2021). OCA Claims Guidelines. 
▪ OCA (2021). OCA Contributor Onboarding Session. 
▪ OCA (2021). Organic Cotton: A Risk Register for OCA Contributors. 

https://www.organiccottonaccelerator.org/our-governance
https://www.organiccottonaccelerator.org/our-governance


    127 

© UNIVERSALIA 

▪ OCA (17 February 2021). Webinar Invite: Boosting Biodiversity and Improving Farmer Livelihoods 
Through Crop Diversification. [email correspondence to Contributors]. 

▪ OCA (23 February 2021). February 2021 OCA News. [email correspondence to Contributors]. 
▪ OCA (25 March 2021). Access to the Crop Diversification webinar recording. [email correspondence 

to Contributors]. 
▪ OCA (26 May 2021). Taking unified action to support our partners and colleagues in India. [email 

correspondence to Contributors]. 
▪ OCA (19 July 2021). News from OCA. [email correspondence to Contributors]. 
▪ OCA (25 August 2021). Invitation to the OCA Contributor Meeting | 27 September 2021. [email 

correspondence to Contributors]. 
▪ OCA (6 September 2021). OCA AWARDED GRANT FROM GENERATIVE FUND FOR NATURE. [email 

correspondence to Contributors]. 

▪ OCA (28 September 2021). OCA Contributor Meeting | September 2021 | Highlights and Assets 
[email correspondence to Contributors]. 

▪ OCA (September 2021). Strategy Roadmap: Accelerating the Organic Cotton Effect. 

▪ OCA (2020). Mapping the impact of COVID-19 on the Organic Cotton Sector [online]. Available at: 
https://www.organiccottonaccelerator.org/blog/mapping-the-impact-of-covid-19-on-the-organic-
cotton-sector (Accessed: 15 November 2021). 

▪ OCA (2020). OCA Unites Against COVID-19 [online]. Available at: 
https://www.organiccottonaccelerator.org/blog/oca-unites-against-covid19 (Accessed 15 
November 2021). 

Farm Programme Impact reports 
▪ OCA (n.d.). Farmer Engagement and Development (FED) Programme Performance Improvement 

Report. [2019/20 season, Arvind Mills & Ecofarms x Inditex] 

▪ OCA (n.d.). Farmer Engagement and Development (FED) Programme Performance Improvement 
Report. [2019/20 season, ASA x Inditex] 

▪ OCA (n.d.). Farm Programme Performance Improvement Report. [2020/21 season, Chetna-
Tchibo] 

▪ OCA (n.d.). Farm Programme Performance Improvement Report. [2020/21 season, Inditex – 
Arvind Mills x Ecofarms] 

▪ OCA (n.d.). Farm Programme Performance Improvement Report. [2020/21 season, ASA x Inditex] 
▪ OCA (n.d.). Farmer Engagement and Development (FED) Programme Performance Improvement 

Report. [2019/20 season, Spectrum International x H&M] 
▪ OCA (n.d.). Farm Programme Performance Improvement Report. [2020/21 season, Spectrum 

International x H&M] 
▪ OCA (n.d.). Farm Programme Performance Improvement Report. [2020/21 season, Pratibha 

Syntex x Patagonia] 
▪ OCA (2019). OCA Farmer Engagement and Development Programme Performance Improvement 

Report 2018–2019. [2018/19 season, Patagonia x Pratibha Syntex] 

Farm Programme training and workshops 

▪ OCA (2020). FED Learning & Development Workshop. 

▪ OCA (2020). FED Workshop Module 1. 

▪ OCA (2021). OCA 2021 Workshop: MODULE 1: Introduction and organic package of practices. 
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Miscellaneous 

▪ bioRe Foundation (n.d.). A synthesis of twelve years of SysCom. Available at: https://biore-
stiftung.ch/en/news/a-synthesis-of-twelve-years-of-syscom/ 

▪ EJF (2009). Somebody Knows Where Your Cotton Comes From: Unravelling the Supply Chain. 
Environmental Justice Foundation. Available at: 
https://ejfoundation.org/resources/downloads/track_and_trace_web.pdf 

▪ Kusters, K., and others (2017). Advocating for participatory approaches to MSI evaluation. 

▪ Mageshwaran, V., Satankar, V., Shukla, S.K. and Kairon, M.S. (2019). Current Status of Organic 
Cotton Production in India. Indian Farming 69(02): 09–14. Available at: 
https://www.researchgate.net/publication/333045887_Current_status_of_organic_cotton_produ
ction_in_India. 

▪ Michael, P.Q. (2008). Utilisation-Focused Evaluation: 4th edition. Thousand Oaks, Ca: Sage 
Publications. 

▪ More than the Sum of its Parts: Making Multi-Stakeholder Initiatives Work, The Global 
Development Incubator, p. 37. Accessed at: https://globaldevincubator.org/wp-
content/uploads/2016/02/Making-MSIs-Work.pdf 

▪ OCA (n.d.). Farmer Commitment Agreement. 

▪ OCA (2016). It’s All in the Garment: Developing a Scalable Assurance Delivery System for Organic 
Cotton. 

▪ OCA (2020). Lint to Garment. 

▪ OCA (2020). OCA Farmer Engagement & Development Projects 2019–2020. External Validation 
Report. 

▪ OCA (May 2020). Monitoring and Evaluation Guidelines. Version 2.2. 

▪ OCA (2021). Boosting Biodiversity and Improving Farmer Livelihoods Through Crop Diversification. 
Available at: https://www.organiccottonaccelerator.org/event/boosting-biodiversity-and-
improving-farmer-livelihoods-through-crop-diversification. 

▪ OCA (2021). Governance Visual Overview [PowerPoint]. 

▪ OCA (May 2021). Recommended Guidelines for GMO Testing in Organic Cotton Projects in India. 

▪ OCA (2021). ‘How OCA is Accelerating the Path to In-Conversion Cotton’, OCA, 28 September 
[Online]. Available at: https://www.organiccottonaccelerator.org/blog/accelerating-the-path-to-
in-conversion 

▪ Pesticide Action Network UK (2018). A Review of Pesticide Use in Global Cotton Production. Available 
at: http://www.pan-uk.org/cottons_chemical_addiction_updated/ 

▪ Pesticide Action Network UK, Solidaridad, World Wildlife Fund (n.d.). Sustainable Cotton Ranking 
2020. 

▪ PIB Delhi (2021). [Online]. Available at: https://pib.gov.in/PressReleasePage.aspx?PRID=1714281. 

▪ Rajendran, T.P. (n.d.) Organic Cotton Cultivation – a pragmatic approach for resource poor and 
market-challenged farmers. Available at: 
http://www.cicr.org.in/research_notes/organic_cotton_cultivation.pdf  

https://biore-stiftung.ch/en/news/a-synthesis-of-twelve-years-of-syscom/
https://biore-stiftung.ch/en/news/a-synthesis-of-twelve-years-of-syscom/
https://www.researchgate.net/publication/333045887_Current_status_of_organic_cotton_production_in_India
https://www.researchgate.net/publication/333045887_Current_status_of_organic_cotton_production_in_India
https://globaldevincubator.org/wp-content/uploads/2016/02/Making-MSIs-Work.pdf
https://globaldevincubator.org/wp-content/uploads/2016/02/Making-MSIs-Work.pdf
https://www.organiccottonaccelerator.org/event/boosting-biodiversity-and-improving-farmer-livelihoods-through-crop-diversification
https://www.organiccottonaccelerator.org/event/boosting-biodiversity-and-improving-farmer-livelihoods-through-crop-diversification
https://www.organiccottonaccelerator.org/blog/accelerating-the-path-to-in-conversion
https://www.organiccottonaccelerator.org/blog/accelerating-the-path-to-in-conversion
http://www.pan-uk.org/cottons_chemical_addiction_updated/
http://www.cicr.org.in/research_notes/organic_cotton_cultivation.pdf
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▪ Schute, Ruud (2021). ‘How to Keep Organic Cotton Prices Stable in a Volatile Market’, Sourcing 
Journal, 6 May [Online]. Available at: https://sourcingjournal.com/topics/thought-
leadership/organic-cotton-accelerator-oca-non-gm-seed-prices-ruud-schute-278407/  

▪ Textile exchange (2019). Organic Cotton Market Report 2019. 

▪ Textile exchange (2020). Material Change Insights Report. 

▪ Textile exchange (2020). Organic Cotton Market Report 2020. 

▪ Textile exchange (2021). Organic Cotton Market Report 2021. 

▪ Thorpe, J., Guijt J., Sprenger T. and Stibbe D. (2021). Multi Stakeholder Platforms as System Change 
Agents: A guide for assessing effectiveness. IDS Institute of Development Studies and Wageningen 
University & Research. Accessible at: https://edepot.wur.nl/548294. 

▪ Vallejo, N. and Hauselmann, P. (May 2004) Governance and Multi-stakeholder Processes. 
International Institute for Sustainable Development. Available at: 
https://www.iisd.org/system/files/publications/sci_governance.pdf 

▪ Willis Towers Watson (2021). Half of all cotton growing regions face severe climate risks by 2040 if 
carbon emissions continue to soar. Available at: https://www.willistowerswatson.com/en-
CA/News/2021/06/half-of-all-cotton-growing-regions-face-severe-climate-risks-by-2040-if-carbon-
emissions-continue-to. 

▪ World Economic Forum (2021). Lighthouse Action on Social Justice Through Stakeholder Inclusion: 
Insight Report. Available at: 
https://www3.weforum.org/docs/WEF_Lighthouse_Action_Social_Justice_Stakeholder_Inclusion_
2021.pdf 

▪ World Wildlife Fund (2021). Overview of Cotton Industry. Available at: 
https://www.worldwildlife.org/industries/cotton. 

Studies and standards 

▪ Bext360 (2019). Bext360 Final Report: Deliverable: End-to-End Test Case with Different Markers in 
Bext360 Software [Internal Use Only] 

▪ Fashion for Good (2019). Tracing Organic Cotton from Farm to Consumer: Key findings from a 
pioneering pilot using on-product markers and blockchain solutions. 

▪ ISO (2019). International Workshop Agreement 32: Screening of genetically modified organisms 
(GMOs) in cotton and textiles. 

▪ OCA (2021). Non-GM Cottonseed Production Guidelines. 

▪ OCA, FiBL, and GIZ (n.d.). Boosting Biodiversity and Improving Farmer Livelihoods Through Crop 
Diversification: The Practice and Impact of Scaling Crop Diversification in Indian Organic Cotton-
Based Farming Systems [Executive Summary]. 

▪ Riar, A. Joshi T., Goldmann E., Joshi S., and Tournebize M. (2020). Boosting Biodiversity and 
Improving Farmer Livelihoods Through Crop Diversification: The Practice and Impact of Scaling Crop 
Diversification in Indian Organic Cotton-Based Farming Systems. OCA. 

Task force documents 
▪ OCA (n.d.). Global Seed Initiative Task Force Terms of Reference. 
▪ OCA (n.d.). Strategic Recommendations from OCA’s Global Seed Task Force. 

https://sourcingjournal.com/topics/thought-leadership/organic-cotton-accelerator-oca-non-gm-seed-prices-ruud-schute-278407/
https://sourcingjournal.com/topics/thought-leadership/organic-cotton-accelerator-oca-non-gm-seed-prices-ruud-schute-278407/
https://www.iisd.org/system/files/publications/sci_governance.pdf
https://www.willistowerswatson.com/en-CA/News/2021/06/half-of-all-cotton-growing-regions-face-severe-climate-risks-by-2040-if-carbon-emissions-continue-to
https://www.willistowerswatson.com/en-CA/News/2021/06/half-of-all-cotton-growing-regions-face-severe-climate-risks-by-2040-if-carbon-emissions-continue-to
https://www.willistowerswatson.com/en-CA/News/2021/06/half-of-all-cotton-growing-regions-face-severe-climate-risks-by-2040-if-carbon-emissions-continue-to
https://www3.weforum.org/docs/WEF_Lighthouse_Action_Social_Justice_Stakeholder_Inclusion_2021.pdf
https://www3.weforum.org/docs/WEF_Lighthouse_Action_Social_Justice_Stakeholder_Inclusion_2021.pdf
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▪ OCA (n.d.). Strategic Recommendations from OCA’s Textile Traceability Task Force. 
▪ OCA (n.d.). Task Force Recommendations Report: Farmer Engagement and Development 

Programme: September 2019 – June 2020. 
▪ OCA (2020). Global Organic Cottonseed Task Force: Summary report. 

 Third-party dashboards 

▪ FED Data Dashboard [Company A – Confidential] 

▪ FED Data Dashboard [Company B – Confidential] 

▪ FED Data Dashboard [Company C – Confidential] 

▪ FED Data Dashboard [Company D – Confidential] 

▪ FED Data Dashboard [Company E – Confidential] 
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Appendix IX  Terms of Reference 
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