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Thank you …Greenville.
On behalf of the project team, it is a privilege to share the outcomes and impact of our four-year, market-led public-private partnership, and the lessons it offers for the future of sustainable rice value chains in the Mekong Delta.




Why the Mekong matters?
• Vietnam is 5th largest rice-producing 

country and the 3rd largest rice exporter

• 53% Vietnam rice is produced in the 
Mekong Delta (MD), contributing over 
90% exported rice, to >150 countries

• Rice provides livelihoods for ~1.5 million 
smallholder households 

• Persistent challenge: fragmented 
production, overuse of 
inputs, dependency on middlemen, 
mounting environmental pressures and 
limited access to high-value export 
markets

How can small-scale farmers break this cycle? 
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Rice is one of the world's most important food crops, ensuring food security for about half the global population.
Vietnam is 5th largest rice-producing country and the 3rd largest rice exporter
53% Vietnam rice is produced in the Mekong Delta (MD), contributing over 90% exported rice, to >150 countries
Rice provides livelihoods for ~1.5 million smallholder households 
But behind these staggering numbers are persistent challenges. As these images show, production, harvest, and sale all happen at the farm gate, with traders waiting to move more than 25 million tons paddy every year, from small, fragmented plots belonging to millions of smallholder farmers.
The result is a fragmented value chain — with low farmer incomes and mounting environmental pressures.
So the question is: how can smallholder farmers break free from this cycle? It is in this context, alongside major policy changes now underway in Vietnam, that this project was born.




Policy transformation and SunRice investment

Policy orientation: High-quality, high 
value and sustainable agriculture

Rice Variety

Chemicals

Standards

Value Chain

GHG Emissions

Farmer livelihoods

Opportunity: Encourage smallholder farmers' to engage in SunRice's 
established high-quality export market, and towards sustainability

SunRice investment: Lap Vo mill
Premium export markets

Supplier Sustainability Code

Stable purchasing channels

Traceability

Medium/short grain

Government shift from quantity to quality                             SunRice shift to global sourcing

Presenter Notes
Presentation Notes
This project was proposed at a time when the Vietnamese government was fundamentally rethinking how it develops the rice industry: shifting from “quantity to quality” linked to sustainable development.
Key priorities included: improving farmers' livelihoods; advancing the adoption of high-quality rice varieties; reducing chemical inputs; strengthening value chain efficiency; promoting sustainable farming practices such as SRP and 1M5R; and, more recently, reducing greenhouse gas emissions through the initiative for 1 million hectares of high-quality, low-emission rice in the Mekong Delta.
At the same time, SunRice invested in a mill in the Delta, expanding its global sourcing capacity to ensure market security.
Together, these developments provided a unique opportunity to develop and position SunRice's rice value chain as a leading model for sustainable rice – supporting the Vietnamese governments policy priorities while demonstrating best practice across the sector.




Project brief

The project aimed to establish a highly-productive, 
sustainable, traceable, quality-assured value chain for 
tropical short grains, benefiting rice-farming households 
and meeting established SunRice market requirements.

Project Aim

Approach
The project was delivered through a collaborative, 
transdisciplinary Public-Private Partnership that 
combined the scientific expertise, research capability and 
technical knowledge of public sector partners with SunRice’s 
market access, commercial experience and operational 
expertise across high-quality rice value chains. 
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The project aimed to establish a highly-productive, sustainable, traceable, quality-assured value chain for tropical short grains in the MD, benefiting rice-farming households and meeting established SunRice market requirements.
The project was delivered through a collaborative, transdisciplinary public-private partnership that combined the scientific expertise, research capability and technical knowledge of public sector partners with SunRice's market access, commercial experience and operational expertise across high-quality rice value chains.




Market-led, high quality, export market value chain

Smallholder farmers in 
farmer organisations 

(cooperatives)

SunRice 
(Lap Vo mill)

Contract 
farming

Consumer 
demand

High-Quality Export 
Market (Europe, Middle 

East)

High value-addedProfit sharing 
(premium price)

Market-based extension, 
deposit for input purchasing, 

technical support, etc.
 

Market requirements
(rice varieties, physical quality, 

MRL-compliant, traceability, etc.)

The success of this model depended on strong coordination, 
alignment and trust between farmers and the exporter.
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A self-reinforcing rice value chain is depicted here in which demand from premium export markets drives.
The partnership between SunRice and farmer cooperatives serves as the anchor of this system, creating a continuous flow of value, information and incentives throughout the chain.

It works in two directions: 
Forward, smallholder farmers in cooperatives supply paddy direct to SunRice's mill through contract farming, and SunRice exports to high-quality markets. 
In the reverse direction, premiums generated from high quality exports are shared with farmers through profit sharing, while information about market requirements including quality, MRL compliance, and traceability is communicated directly to farmers.  This is supported by market-led extension services, technical assistance and quality management systems to help farmers consistently meet market requirements. 
However, the success of this model depends on strong coordination, alignment and trust between farmers and the exporter.
To strengthen these foundations, research institutes, universities and the Department of Agriculture and Environment worked closely with value chain partners to continuously improve performance, from varietal development and agronomy through to post-harvest management and policy engagement.
Ultimately, the project's most important objective was to support a shift in farmer mindset, from participating in a traditional spot-market at the farm gate to becoming active partners in a market-driven, quality-focused and sustainable value chain.





Key outputs and outcomes



Key numbers

• Engaged 7 Cooperatives, across 3 Provinces (An Giang, Kien Giang, Dong Thap)

• Directly involved 104 Smallholder households, benefiting > 500 people 

• Facilitated 289 production contracts, covering > 2,000 ha and delivering >15,000 
tonnes of wet paddy directly to the SunRice mill

• Achieved 100% compliance with maximum residue limit (MRL) requirements.

• Delivered traceability with 100% farmers maintaining digital or paper-based farm 
records 

• Strengthened local capability through a network of 21 agricultural extension 
officers and 181 community-based extension leaders

• Supported the next generation of agricultural professionals through the 
engagement of 51 students (33 undergraduate, 11 master’s, 7 PhD)

• Generated and shared new knowledge through 24 peer-reviewed publications 
and 28 presentations conferences 
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In terms of key outputs and outcomes the project engaged with 7 cooperatives across 3 Mekong Delta provinces: An Giang, Kien Giang and Dong Thap.
Directly engaged 104 smallholder farming households, benefiting more than 500 people.
Facilitated 289 production contracts, covering more than 2,000 hectares and delivering over 15,000 tonnes of paddy directly to the SunRice mill.
Achieved 100% compliance with maximum residue limit (MRL) requirements.
Delivered full traceability, with 100% of participating farmers maintaining digital or paper-based farm records.
Strengthened local capability through a network of 21 agricultural extension officers and 181 community-based extension leaders.
Supported the next generation of agricultural professionals through the engagement of 51 students, including undergraduate, master's and PhD candidates.
Generated and shared new knowledge through 24 peer-reviewed publications and 28 presentations at conferences.




Market-led R4D outputs – 
Driving Innovation from Genetics to Policy

New market-driven 
variety

• Short-duration, short-
grain

• Stable yield & high 
grain quality

Meets quality, 
boosts 

competitiveness

Sustainable 
intensification

• Reduced fertiliser  
• Reduced seed rate
• Reduced Chemicals
• Increased IPM 
• AWD water management

Produce more rice 
with less

Post-harvest 
innovation

• Extended safe 
delivery window 

• Improved drying 
protocol

Reduces food & 
quality loss, 

encourages coop 
delivery

Policy engagement

• Translated project 
evidence to policy 
guidelines 

• Varietal dilemma & 
trade access

• Informs national 
policy & scaling

Carries impact into 
policy

Integrated innovations from breeding to policy improved grain quality, resource-use 
efficiency, and value across the rice supply chain
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The project's market-led R4D outputs span the entire rice value chain, from genetics and agronomy through to post-harvest management and policy guidlines.
First, genetics. We developed, a short-duration, short-grain rice variety that consistently met market quality requirements while delivering stable yields 
Second, agronomy. Guided by the principle of more rice with fewer inputs, we demonstrated that farmers could maintain productivity while reducing costs through optimised fertiliser management, integrated pest management, reduced seed rates and alternate wetting and drying (AWD). These practices also improved sustainability and helped farmers meet increasingly stringent market requirements.
Third, post-harvest management. We extended the safe paddy delivery window to 24 hours and introduced improved drying protocols. This reduced losses, increased head rice yield, improving profitability across the supply chain.
Finally, We translated project evidence into policy guidelines, including a published policy commentary on the varietal challenges associated with the EU-Vietnam Trade Agreement. Thus, project learnings could inform broader sector development and future scaling efforts.
Collectively, these innovations demonstrate how market demand can drive improvements across the entire value chain, enhancing quality, efficiency, sustainability and value from farm to market.




Project impacts



Indicators Average (non 
–project)

Project farmers 
(difference from 
average)

Implication 

Key farming economic indicators per ha 
Profit (AUD/ha) $1,181 $123 Increase profit by 10.5%
Total Cost (AUD/ha) $1,328 -$74 Decrease production cost by 5.6% 
Revenue (AUD/ha) $2,755 $65 Increase revenue by 2.4% 
Exploratory indicators
Yield (t/ha) 6.44 0.04 No difference in yield
Paddy Price (AUD/t) $368 $9.8 Increase selling price by 2.65% 
Fertiliser Cost (AUD/ha) $594 -$84.5 Decrease fertiliser cost by 14.2%

Pesticide Cost (AUD/ha) $222 $21.4 Increase pesticide cost 9.6% due to 
higher price of quality pesticide 

Seed Quantity (Kg/ha) 210.4 -21.3 Decrease the quantity of seed by 10.1%
Note: The Stepwise and Generalised Regression 
models were built independently for each row in the 
table, n=220 (DS1 and DT8 farmers), surveys 
conducted in 2023 (after 1 year of project) 

Increase farmers’ income and reduce input costs

• DS1 contracted farmers earned 19.5% higher profit/ha than DT8 
contracted farmers 
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The project delivered measurable benefits at the farm level. Participating farmers reduced fertiliser costs by 14%, cut seed rates by 10%, and lowered total pesticide active ingredient use by almost 10% through more targeted, market-aligned and MRL-compliant crop management.
These improvements translated directly into stronger farm profitability. Compared with non-participating farmers, project farmers achieved 10.5% higher net profit, equivalent to approximately 2.1 million VND per hectare, driven by lower production costs and higher prices for improved grain quality.
One important trade-off was a 10% increase in pesticide expenditure, as farmers transitioned to premium, MRL-compliant products. However, this additional investment enabled access to export markets and the price premiums available through contract farming arrangements, resulting in a net economic gain.
A particularly interesting finding was that farmers growing DS1, a medium-grain variety, achieved a 19.5% higher profit margin per hectare than farmers growing DT8, a fragrant variety.
Overall, the project demonstrated that producing higher-quality rice with fewer inputs can improve both farm profitability and sustainability.



Mr Nhan farmer Group: Before

Before and after

Young farming couple: Before Young farming couple: After

Hiep Loi Cooperative: Before Hiep Loi Cooperative: After

Mr Nhan farmer Group: After
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The impacts were clearly visible across the community. Compared to the start of the project, many families have built larger homes, women are participating more actively and confidently in discussions, and younger families are choosing to stay, recognising opportunities in the high-value rice value chain. Most striking was the stronger sense of optimism and well-being evident throughout the community.




The sustainability pathway and impact plan
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The sustainability pathway and impact plan were designed not only to embed lasting change within participating communities, but also to provide a practical, transferable framework for future value chain interventions.

By generating effective, evidence-based models, the project aims to transfer knowledge to provincial authorities and inform national policy, helping connect the resources needed to scale these models up. This is especially relevant to the one-million-hectare programme for high-quality, low-emission rice, and, more broadly, to the sustainable development goals set out by both the Vietnamese government and SunRice.
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Key message: Market-led, systems approaches create 
shared value. 

Amplifying community voices, while building climate-
smart, profitable, inclusive rice value chains that 
strengthen food security.

Practical recommendation: Invest in trusted 
partnerships focused on cooperative-centred contract 
farming strengthening relationships across the value 
chain

Regional priority: Scale low- emission, high-quality 
rice systems across Southeast Asia

Build on proven low-emission, high-quality rice models 
through shared platforms, standards, and investment.

From the Mekong: lessons to action
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"A key learning from this project is that: market-led systems approaches create shared value. The success we have seen has not come from a single intervention, but from understanding how farmers, cooperatives, businesses, government, and communities interact within the broader system.
By aligning incentives across these actors, we have been able to amplify community voices, particularly those of women and younger farmers, while building rice value chains that are not only more productive, but also more profitable, inclusive, climate-smart and will contribute to food security. 
Practical Recommendation
"Our practical recommendation is to invest in trusted partnerships across the value chain. Cooperative-centred contract farming provides an effective mechanism for this, but the real value lies in the trust that is built between farmers, cooperatives, and the private sector.
When these relationships are supported by clear contracts, transparency, quality standards, traceability, and fair benefit sharing, farmers have the confidence and incentive to adopt improved practices, while buyers gain reliable access to high-quality products. This trust is the foundation for both sustainability and scale."
Regional Priority
"Looking ahead, our regional priority should be to scale low-emission, high-quality rice systems across Southeast Asia.
We can build on proven models and accelerate adoption through shared platforms, common standards, knowledge exchange, and coordinated public and private investment. By working together across countries and value chains, we can deliver greater impact for farmers, strengthen regional food security, and support climate resilience at scale."
Closing
"If there is one lesson from this work, it is that lasting transformation happens when market incentives, trusted partnerships, and systems thinking come together. When farmers see clear benefits from participating in sustainable, high-value markets, change becomes not only possible, but self-sustaining."
Ultimately, these outcomes contribute to stronger and more resilient food systems, strengthening food security while helping meet the challenge of feeding a growing world sustainably.
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“By aligning markets, partnerships, and people, we 
can build the resilient food systems needed to feed 

a growing world sustainably.”
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