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Under the EU Regulation on Deforestation-free 

Products (EUDR), commodities, such as coǖee or 
cocoa that are sold in the European Union must 

be grown and produced without having caused 

deforestation and in line with local laws. 

 

The EUDR therefore requires businesses to carry 

out detailed analyses of their own supply chains. 

This includes every step, from the initial production 

of raw materials (often by farmer cooperatives or 

associations) through processing, transport, and 

trade.

These ‘Due Diligence checks’ ensure that the 

products bought in the EU do not contribute to 

deforestation or forest degradation worldwide. To 

conǙrm that no deforestation has taken place at 
the production site, it must be possible to trace the 

product back to the exact plot of land where it was 

grown. This process is known as ‘traceability’. The 

importing company must also be able to prove 

that the products were sourced and produced in 

line with the laws of the countries they come from.  

Although running the analyses and thus proving 

legality and traceability is officially the respon- 

sibility of importers and buyers in the EU, its  

eǖects are strongly felt at farm level. Companies 
may increasingly expect farmers and farmer  

cooperatives to provide correct data quickly, so 

Due Diligence obligations are fulǙlled smoothly. 
For smallholders around the world, this creates 

both pressure and opportunity: buyers are likely 

to favour suppliers who have already adapted  

to EUDR Standards without their support. Less  

prepared farmers risk being excluded from  

supply chains. 

Challenges for smallholders in 
meeting EUDR standards 

Lack of resources and infrastructure

Smallholder farmers often struggle to meet the 

EUDR’s demands because they lack the necessary 

infrastructure and resources.

The regulation requires detailed geolocation data 

to verify that crops were not grown on recently 

deforested land. However, smallholders may not 

have the tools or the know-how to collect and 

share such information. Setting up and integrating 

this geolocation data into systems that track pro-

ducts from the farm all the way to export can be 

expensive and complicated. 

 

As a result, companies may choose to work with 

larger, better-organised suppliers who can meet 

the requirements and provide the needed data on 

their own.

 

Due Diligence to meet 
EUDR Standards
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Lack of comprehensive forest maps

In regions like the Ecuadorian Amazon, detailed 

and up-to-date maps showing forests and agri- 

cultural land are often missing. This presents  

several problems: 

•	 �DiǗculty in avoiding false positives:  
Without accurate maps, it is difficult to tell  
if a certain area is forest, farmland, a timber  

plantation or agricultural land that is lying fallow.

•	 �Disputes over land classiǙcation: Smallholders 

might be farming on land that is officially labelled 
as something other than ‘farmland’ by govern- 

ment authorities, making it unclear, or even  

impossible, for farmers to comply with un- 

familiar rules. 

Unclear deǙnitions of forest and  
agroforestry systems

The EUDR does not provide a universal deǙnition 
of what a forest or an agroforestry system is. This 

leads to: 

•	 �Diǖerent interpretations: DeǙnitions may vary 
across regions or authorities, leading to confu-

sion and making it harder to follow the EUDR 

correctly.  

•	 �Penalisation of agroforestry practices:  
Agroforestry is an environmentally sustainable 

practice in which trees and crops are grown 

side by side. However, as there is no clear-cut 

deǙnition of a forest in the EUDR, this practice 
may be wrongfully classiǙed as deforestation or 
forest degradation, which could in turn dissuade 

farmers from using it further.

Some buyers may stop buying produce from  

farmers located in areas known for high defores- 

tation risks. In Ecuador, companies might shy 

away from producers in the Amazon region and 

opt to work with farmers from the coastal region 

instead, as primary forest is scarce there. This will 

automatically lower the risk that deforestation has 

occurred at the production site.

As a result, smallholders, who traditionally have 

been integral to the supply chain in regions like 

the Ecuadorian Amazon, would increasingly be 

sidelined, eǖectively reducing their access to 
markets and, in the long term, possibly making the 

population poorer. Producers and farmer associa-

tions, particularly those in high-risk areas, have an 

interest in proactively and demonstrably adapt their 

agricultural practice to the EUDR requirements.

In Ecuador, many farmers leave parts of 

their land unused for a few years to allow it 

to recover. During this period, forests may 

naturally regrow. If that land is later cleared 

for farming again, it could be seen as de-

forestation under the EUDR, even though it 

had been used for agriculture before.
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Facts about the  
implementation  
in Ecuador

A joint eǖort: the role and  
proǙle of the stakeholders involved

The approach was implemented through colla-

boration between various GIZ projects within the 

Cluster ‘Environment and Natural Resources’ and 

nine producer associations across three regions. 

Each region has its own characteristics and par-

ticularities. The testing in diǖerent environments 
helped improve the guide for a variety of situations. 

Due Diligence Processes in Ecuador

Improved market competitiveness for  

smallholder farmers: 

Establishing Due Diligence processes within 

Ecuadorian farmer organisations helps them 

remain competitive in the long term. This 

approach enables the producers to establish 

improved internal structuring, increased 

transparency, and better data management.  

It helps identify risks related to deforesta-

tion, legality, and certiǙcation requirements, 
allowing farmers to make informed decisions 

and to respond eǖectively to international 
market demands.

This knowledge product presents the methodo- 

logy tested in Ecuador through the SAFE project. 

It showcases an approach that can help small- 

holder farmers and producer organisations  

achieve EUDR compliance, and thereby improve 

their ability to compete in the market. The docu-

ment is meant to inspire other countries and  

agencies to implement similar support measures.

To support smallholder farmers in Ecuador’s  

Amazon region, the SAFE project has introduced  

the Due Diligence processes within diǖerent pro- 

ducer organisations that will be directly impacted 

by the EUDR. Through this approach, relevant 

capacity-building materials, practical tools for the 

analysis of the value chain, and appropriate miti- 

gation measures for any risks were developed.  

These tools now help farmer organisations to  

meet the EUDR’s requirements for legality and 

traceability. 

The three main objectives of the Due  

Diligence processes are: 

1.	 Develop a strategy that identiǙes the risks, 
challenges, and difficulties relating to EUDR 
compliance throughout the entire value chain.

2.	 Identify and implement solutions to address 

the challenges identiǙed. 

3.	 Create a ǚexible guide that enables others to 
easily replicate the activities.

It is important to note that this is neither 

a one-size-Ǚts-all solution nor a deǙnitive 
blueprint for success. Instead, it provides 

insights into a possible approach that can 

be adapted and reǙned to Ǚt diǖerent local 
contexts and challenges. Users are encou-

raged to consider their unique circumstan-

ces and needs when applying the lessons 

and tools shared in this document.
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GIZ Cluster ‘Environment and Natural  

Resources’

•	 �SAFE Ecuador started the process by running 

awareness-raising and capacity-building  

activities. It also supported communication 

between involved civil society organisations by 

organising meetings and establishing regular 

exchange formats.

•	 �The AgriChains and Biovalor projects have  

carried out similar Due Diligence processes   

in other regions. Even though these processes 

are separate from the SAFE project’s activities, 

regular exchanges and updates helped com- 

pare regional experiences and share good  

practices and lessons learned. 

Civil society

Two civil society organisations worked closely 

with the SAFE team: 

•	 �Preferred by Nature (PbN): Two EUDR experts 

advised the SAFE team and the implementation 

organisations, monitored progress in the parti-

cipating farmer organisations, and conducted a 

national risk analysis for the cocoa sector.

•	 �Terra 360 Foundation: Terra 360 implemented 

activities with farmer organisations in the regions  

Sucumbíos, Orellana, Guayas and Los Ríos. The 

organisation contributed existing tools for ana-

lysing and strengthening producer associations, 

which were then adapted to meet EUDR require- 

ments. 

BeneǙciaries

SAFE carried out its Due Diligence activities with 

four farmer organisations that are already in a 

commercial relationship with the Association of 

Cocoa Farmers’ Organisations (UNOCACE). Before 

SAFE was involved, these organisations already 

followed certain standard operating procedures, 

such as Fairtrade certiǙcations and organic culti-
vation practices.

Two of the selected organisations were outside 

of SAFE’s usual area of operation, but they were 

included as they operate under unique and  

speciǙc conditions that are highly relevant to  
explore in the context of the EUDR. 

Each participating organisation selected 10–15 

people familiar with key organisational processes, 

such as the president, administrator, Ǚnancial  
oǗcer, and producers, to attend the workshops.
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In Ecuador, the team used a structured four-step 

approach to put the process into action. 

•	 �The process began with supporting producer  

organisations in understanding the EUDR 

through awareness-raising about the regu- 

lation and its implications. 

•	 �In the next step, certain assessment tools were 

used to evaluate the organisations’ readiness 

and compliance. 

•	 �Next, the team conducted risk analyses and 

worked with the producer organisations to  

create tailored roadmaps and action plans. 

•	 �Finally, the developed plans were put into 

action by the diǖerent farmer organisations. 
Through close supervision and regular visits,  

the team could make sure the plans were  

being carried out properly and that additional 

guidance could be oǖered if necessary. 

Step 1 – EUDR sensitisation:  
Raising awareness among  
producer organisations about 
EUDR and its implications

Dedicated workshops were organised to introduce 

the EUDR to participating smallholder farmers. The 

sessions underlined how the regulation will aǖect 
their work and livelihoods.  By using interactive 

and participatory methods, producers learned 

about the key aspects such as Due Diligence Pro-

cesses, traceability, and compliance requirements. 

They also explored their roles in the supply chain 

and discussed steps to ensure that their products 

meet EU standards and are produced in a sustain-

able, deforestation-free manner.

For further resources, please consult the 

library of the Zero Deforestation Hub of the 

Team Europe Initiative on Deforestation-

free Value Chains: The Spanish version of 
the training guide for producers is available 

there, along with similar materials develo-

ped for intermediaries and exporters. 

Process Design and Structure – the 
4-Step Approach used in Ecuador

EUDR

Sensitisation

Risk Analysis 

and Roadmap 

Development

Implementation of  

Assessment Tools

Field  

Implementation  

and Supervision

https://zerodeforestationhub.eu/methodological-eudr-training-guide-for-producers/
https://zerodeforestationhub.eu/methodological-eudr-training-guide-for-intermediaries/
https://zerodeforestationhub.eu/methodological-eudr-training-guide-for-exporters/
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Step 2 – Implementation of  
assessment tools:  
Use of diagnostic tools to assess 
EUDR readiness and organisa-
tional capacity for compliance

During the workshops with producer organisations, 

a toolbox developed by the implementing organi-

sation Terra 360 was used. This toolbox included 

three main tools: 

•	 �Tool 1 looked at the organisational and  

entrepreneurial strengths and weaknesses  

of the association; 

•	 �Tool 2 checked how prepared the organisation 

was for EUDR requirements; and 

•	 �Tool 3 helped identify risks and mitigation  

measures.  

The main contents of the tools are described below. 

For a more detailed explanation, particularly 

regarding the indicators to be analysed,  

please click HERE.

Tool (1) Diagnostic tool to strengthen  

the capabilities of the association

This tool was designed and used to assess and  

improve the organisational strength and capa- 

bilities of associations. It evaluates various aspects 

of an association’s structure and operations in 

order to identify areas for improvement. The tool 

does this by systematically evaluating the follo-

wing Ǚelds: 

Strategic capabilities: Evaluating how well the 

association aligns its activities with its long-term 

goals. This process helps ensure that the organisa-

tion remains sustainable and adaptable to changes. 

Associativity: Examining the level of cohesion 

and collaboration among members. The goal is to 

measure how well members work together and 

their sense of belonging within the association. 

Strong associativity fosters unity, enhances  

decision-making, and builds resilience. 

Technical assistance: Evaluating the quality and 

availability of the support provided to members. 

This ensures that members have access to the 

necessary tools and knowledge to improve  

productivity and meet market standards. 

Processes: Evaluating the efficiency and eǖective- 

ness of the organisation’s processes. Eǖective 
process management improves the organisation’s 

ability to operate smoothly and ensures compliance 

with set standards.

Commercialisation, clients and markets:  

Reviewing the association’s sales and customer 

relationships to understand how well it operates 

in the market. Having strong marketing and sales 

strategies can help increase income and visibility 

on the market. 

 

Addressing gaps in these Ǚve dimensions enables 
associations to enhance their overall functionality 

and competitiveness.

Tool (2) for analysis of capacities to  

comply with the EUDR

This is a comprehensive tool designed to help 

organisations assess their preparedness to  

comply with the EUDR. It looks at various aspects 

of an organisation’s inner workings to identify its 

strengths and areas for improvement in meeting 

EUDR requirements.

The tools are currently available in Spanish 

and can be downloaded from the Zero 

Deforestation Hub website. A user guideline 

for the tools is currently being developed. 

For questions or enquiries, please contact 
the GIZ SAFE project directly.

https://zerodeforestationhub.eu/projects/safe/ecuador/downloads/
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Organisation management: The organisation’s 

internal management practices are analysed. The 

tool focuses on evaluating the eǖectiveness of 
decision-making, robustness of leadership, and 

alignment of organisational goals with EUDR  

compliance. This step helps improve processes 

and accountability within the organisation.

Availability of information on value chain:  

With the help of the tool, the organisation’s ability  

to manage and utilise data is assessed. As the 

EUDR requires the management of diǖerent kinds 
of data connected to the supply chain, the tool 

aims to evaluate the robustness of the data systems  

already implemented within the organisation. 

Eǖective data management ensures transparency 
and EUDR compliance. 

Risk assessment: The tool also assesses the  

organisation’s ability to identify, evaluate, and  

respond to risks. This step is done by evaluating  

its management of deforestation-related and  

non-compliance risks. Anticipating and managing 

risks helps avoid potential problems through  

proactive measures. 

Mitigation measures: Mitigation strategies are 

implemented to reduce or eliminate the identiǙed 
risks, using certain indicators. 

By systematically evaluating these four dimen- 

sions, the tool helps organisations identify their 

strengths and areas for improvement on their 

EUDR compliance journey. Addressing gaps in 

these areas enhances organisational eǖective- 
ness, ensures environmental sustainability, and 

establishes the organisation as a competitive 

and responsible participant in deforestation-free 

supply chains.

Step 3 – Risk analysis and 
roadmap development:  
Conducting risk analyses and 
creating action plans

Tool (3) for risk identiǙcation and risk  
management according to the EUDR 

This well-developed tool is designed to identify 

risks and mitigation measures based on four  

principles:

Principle 1: Responsible management and  

business practices 

The tool evaluates how well an organisation is 

currently following responsible management and 

business practices. The assessment is done using 

16 indicators. These indicators cover the organisa-

tion’s adherence to official land rights, national and 
international legal requirements for production 

and taxation, as well as established anti-corruption 

measures. The organisation’s compliance with 

trade requirements and Due Diligence processes 

is also appraised. This ensures that operations are 

ethical and sustainable.

Principle 2: Respect for human welfare and  

human rights

Next, the organisation’s current commitments  

to ensuring human welfare and human rights are 

tested. This evaluation uses 13 indicators. The  

assessment checks the degree to which the  

organisation follows legal requirements and 

standards related to human rights, ethical labour 

practices, non-discrimination, workplace safety, 

and gender equality. It also makes sure that any 

applicable rights of Indigenous Peoples and  

customary communities are identiǙed and  
respected. The goal is to ensure that the organi- 

sation treats all people fairly and operates in an 

ethical and inclusive way.
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Principle 3: Protection of nature and the  

environment

The tool also assesses an organisation’s commit-

ment to protecting the environment. It does so  

by using 13 indicators. It checks whether the  

organisation follows environmental law, including  

regulations on forest management, chemical use, 

waste disposal, and water and soil protection. The 

organisation is also measured on how well it has 

avoided deforestation and other forest degra- 

dation since 2020 and how well the organisation 

has safeguarded species. In addition, the orga- 

nisation should have a clear internal policy to  

manage environmental risks and a designated  

person at the management level to ensure the 

rules are followed. 

Principle 4: Climate impacts are reduced and 

mitigated

Lastly, the tool looks at the organisation’s eǖorts to 
reduce its impact on the climate, using Ǚve key in-

dicators. It checks whether the organisation follows 

laws and uses best practices to lower greenhouse 

gas emissions, depending on the size and risk level 

of its operations. A robust traceability system is 

needed to keep certiǙed products separate from 
others from harvest to export. The organisation 

also needs to keep detailed maps of all its produc-

tion areas, including information about the vegeta-

tion, and have an internal system that is connected 

to certiǙcation or independent third-party checks.

 

The risk of the attractiveness of other 

markets – a strong need for education 

and sensitisation on the beneǙts of 
cooperatives or associations 

In Ecuador, as the global price for regular 

cocoa is currently extremely high, producing 

organic or otherwise sustainably certiǙed 
cocoa, and newly joining certiǙcation sche-

mes, is no longer Ǚnancially advantageous 
because buyers for conventional cocoa are 

plentiful. Furthermore, markets with fewer 

entry requirements than the EU can oǖer 
producers competitive prices and less strin-

gent regulations. Therefore, it is observed 

– albeit rather rarely – that producers leave 

associations or cooperatives. However, these 

associations often provide Ǚxed and secure 
pricing structures that are essential for pro-

tecting farmers when the global price is low. 

Cooperatives are built on consistency and 

loyalty throughout global market ǚuctuati-
ons. This leaves individuals who are trying to 

beneǙt from the current uncommonly high 
market prices by selling to other entities, 

exposed and reliant on potentially disadvan-

tageous conditions once cocoa prices return 

to normal levels.

 
Step 4 – Field implementation 
and supervision: Ongoing field 
visits to supervise implemen-
tation of mitigation plans

Regular training sessions and Ǚeld visits should 
be carried out to monitor the implementation of 

the developed risk-reduction plans. These visits 

ensure all steps are carried out correctly, allow for 

hands-on support, and give the chance to make 

necessary adjustments to the action plans, if  

needed. 
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Key aspects to consider during implementation

ü	 A trusted representative of the organisation  

	 should always be present to accompany  

	 the implementation process.

ü	 Plan activities with the producers’ schedules  

	 in mind: Consider the availability of farmers  

	 and set appointments accordingly.  

	 Whenever possible, combine visits, training  

	 sessions, and events to make the process  

	 more efficient 

ü	 At the end of each workshop, clearly agree on  

	 the next steps and responsibilities together

Key factors contributing to the 
success of the process

This summary outlines the key success factors of 

the Due Diligence processes in Ecuador. While 

there is not one single solution that works in every 

situation, the implementation in Ecuador highlights 

important levers. These can be used to create 

more positive results.

Strengthening organisational foundations 

To eǖectively help farmer organisations to meet 
the EUDR traceability requirements, it is crucial to 

Ǚrst strengthen the organisations’ basic structure. 
Without the core elements – including reǚection 
processes, improved accountability and entrepre-

neurial capacity, and the establishment of strong 

internal processes and systems – it becomes ex-

tremely difficult for any organisation to meet more 
complex requirements such as traceability,  

digitalisation, and ultimately, Due Diligence.  

Early involvement of (potential) buyers

Bringing (potential) buyers into the process early 

on is a key success factor for successful Due  

Diligence. When buyers are informed about  

changes in the farmer organisation – and when 

they actively support or even invest in eǖorts to 
meet EUDR requirements – they can help move 

important improvements forward. Transparent 

communication regarding Due Diligence eǖorts 
and the handling of sensitive data builds trust and 

helps everyone prepare for changes in the market.

Lessons Learned and Success Factors
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The involvement of a trusted local individual  

as consultant and mediator

For producers to take part in the Due Diligence 

process, trust in the approach is required – espe-

cially since it involves sharing sensitive information. 

Involving a trusted person from the region, who 

has many years of experience in working with 

the local producer organisations, was key to the 

success of the process. This person supported the 

entire approach and joined as many workshops 

as possible. Their main role was to keep in close 

contact with the organisations, understand their 

processes, and help communicate needs and 

bottlenecks. In Ecuador, this trusted individual also 
reviewed the Ǚnal assessments, correcting mis- 

understandings and adding missing details. 

GIZ cluster cooperation: diverse implementation 

experiences across regions

Due to the diǖerent implementation regions and 
project foci, a wide range of experiences, insights, 

and knowledge has been incorporated into the  

development of the Due Diligence process. This 

has resulted in a dynamic and complementary  

collaboration. The involvement of many stake- 

holders requires clear and transparent communi- 

cation at the management level, as well as a strong 

commitment to cooperation from all participating 

organisations.

Novelty of the EUDR: regular information  

updates needed

Because the EUDR is new, it is crucial for all those 

who will be aǖected to stay informed. It is thus 
important in such a process to keep everyone 

informed about political developments at the 

European level. Suitable measures to meet this 

challenge include:  

•	 Building EUDR expertise within the GIZ team

•	 �Providing close support from GIZ to the imple-

mentation organisations, including clear iden-

tiǙcation of EUDR experts and the creation of a 
shared understanding among all involved actors. 

•	 �If possible, involving an additional inter- 

national organisation with speciǙc EUDR  
expertise to support smaller partners and help 

manage the complex workload.

•	 �Involving a trusted local person to help raise 

awareness among producer organisations.

�Overall, given its novelty and sensitivity, the topic of 

the EUDR requires a signiǙcant investment of time 
and energy, as well as highly detailed guidance.

Understanding national legislation: distin- 

guishing between forest and agroforestry  

systems

Develop a clear understanding of the national 

legal framework – particularly regarding land use 

classiǙcation and regulation. 

•	 �A clear and operational deǙnition of what counts 
as ‘forest’ is needed, so it can be distinguished 

from other types of land.

•	 �Governments need reliable methods and  

documents to identify agroforestry systems  

in practice

•	 �Everyone involved must have a shared under- 

standing of how land is managed locally – this 

helps determine when tree cutting qualiǙes as 
deforestation and when it falls within accepted 

land use practices.

�In countries with complex legal frameworks – such 

as Ecuador – it is equally important to determine 

which legal norms are strictly applicable. Many 

laws, particularly those aǖecting rural areas, can 
be difficult to comply with in practice. Accordingly, 
interpretation of legislation under the EUDR must 

consider not only the formal legal deǙnitions but 
also the practical conditions of on-the-ground 

implementation.
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Importance of a uniǙed communication  
strategy (at the national level)

There is a need for consistent messaging on  

EUDR requirements among stakeholders and 

governments. 

•	 �From the beginning, communication on the 

EUDR should be aligned with all actors to avoid 

any confusion. This refers not only to the par-

ticipating organisations of the Due Diligence 

process, but also to government agencies and 

other involved stakeholders. 

•	 �A clear, shared plan with beneǙciaries, supported 
by consistent messaging and the involvement 

of other advisers (from foundations and imple-

menting partners), has been a key strategy in 

building capacity and ensuring aligned support 

from all sides.

•	 �Setting up good communication and knowledge- 

sharing strategies is essential. For example, a 

simple two-page summary can be shared with 

ministries and other national stakeholders to 

keep everyone informed.

Early engagement and alignment at the  

political level

In Ecuador, holding EUDR workshops with public- 

and private-sector partners helped build progress 

towards political alignment. These workshops 

created a shared understanding of the importance 

of the EUDR and laid the foundation for ongoing 

collaboration with government institutions. 

Equally important, local experiences from pro- 

ducers were shared during these discussions.  

These insights highlighted real challenges they 

face, which cannot be resolved by the private  

sector or producer associations alone. This feed-

back helped public institutions respond in more 

pragmatic and supportive ways, especially when  

it comes to regulatory and structural challenges 

on the ground.

Future-focused planning regarding policy  

alignment and Ǚnancing

In order to keep meeting EUDR requirements long 

term, it is important to plan ahead, particularly 

when considering Ǚnancing and policy alignment. 
Governments need to create a supportive environ-

ment that helps smallholder farmers adapt. This 

can, for example, be done by improving access to 

credit and other support mechanisms. 

 

In addition to the successful rollout of the Due 

Diligence process, it is also important to support 

nearby farming communities and local authorities 

– such as parish councils in Ecuador – in develo-

ping strong project proposals to get funding from 

regional governments. This support should include 

easy-to-follow manuals, step-by-step instructions, 

and targeted training eǖorts to make sure all  
stakeholders understand the process and know 

how to take action. 
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