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ABSTRACT
Cooperatives have potential to strengthen communities and beneϐit their members. In developing countries,

cooperatives are an important component of economic development plans in the ϐields ofmicroϐinance, agriculture,
and ϐisheries. In agriculture, cooperatives ensure collective bargaining power, sustainable practices, and knowledge
sharing. This can support small farmers tomarketing their agricultural products globally. This research ismotivated
by the challenges in achieving sustainable multi‑stakeholder collective action aimed at improving the welfare of
organic tea farmers in West Sumatra, Indonesia. Speciϐically, the study seeks to identify a reward system that can
promote sustainability within these cooperatives. Using a qualitative research approach and content analysis of in‑
depth interviewswith 12 key informants, we develop a reward system design to foster sustainable collective action
in the context of cooperatives, which has not beenwidely studied before. The research ϐindings highlight the critical
role of an appropriate reward system in creating an environment that supports sustainable collective action. This
study emphasizes the importance of policy development that alignwith the interests of all stakeholders involved, as
well as the necessity for effective coordination between cooperatives, local governments, and private companies. In
addition, the research suggests that the further studies should focus on implementing this reward systemona larger
scale and further testing its effectiveness in enhancing the sustainability of collective action through cooperatives.
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1. Introduction
Achieving common goals among groups often re‑

quires collective action. However, collective action often
has an irrational nature due to the rationality dilemma,
where individuals may choose not to participate if they
believe they can beneϐit without contributing [1, 2]. Ac‑
cording to rational choice theory, each individual is pre‑
sumed to act in a way that maximizes their own bene‑
ϐits [3]. Since the “invisible hand” would direct the mar‑
ket toward a perfect equilibrium, where individual acts
result in the best outcomes for society, individual actions
do not pose a threat to society.

It is improbable that this will happen as a result of
market failures. The lack of group production and con‑
sumption is a major factor in market failure [4].

The complexity of the relationships between the
people involved and the existence of information asym‑
metry can present obstacles to attaining collective ac‑
tion [4]. The success of collective action is inϐluenced by
the institutional framework, transparency, and partici‑
pation of the communities involved in the action [5]. A
comprehensive awareness of these issues is necessary to
develop successful collective action methods, especially
in communities whose livelihoods depend on natural re‑
sources.

There are three main models in collective ac‑
tion theory according to Olson, namely the prisoner’s
dilemma, the logic of collective action, and the tragedy of
the commons [1]. Thesemodels are used and become the
basis for policy making, but still have shortcomings be‑
cause they cannot describe real‑world conditions. The
free‑rider problem, for example, because people tend to
rely on the efforts of others rather than contributing to
group efforts, so that the distribution of group beneϐits
becomes less than ideal. My previous research showed
that problems with collective action can be solved with
central control carried out by organizations, such as gov‑
ernment agencies. However, this strategy will also face
obstacles if the implementation of the policy does not
run smoothly. This makes it difϐicult for individuals to

change the rules that lead to the failure to achieve the
goals of collective action. Therefore, this research is
needed to ϐind out how to develop sustainable collective
action.

Farmer organizations are very important, to en‑
sure collective bargaining power, sustainable practices,
and knowledge sharing [6]. Because this can support
small farmers to marketing their agricultural products
globally. So, in this study the organization observed
was the organic tea producer cooperative. Coopera‑
tives are collective action where participants work to‑
gether to achieve common goals by managing shared re‑
sources. The goal is to achieve better socio‑economic
well‑being, such as increasing their economic bargain‑
ing power, sharing risks, and obtaining better prices for
their goods and services. Cooperatives can also protect
theirmembers from the inϐluence of largemonopolies or
oligopolies while encouraging collaboration and mutual
beneϐit among them [7–11].

In developing countries, cooperatives are an impor‑
tant component of economic development plans in the
ϐields of microϐinance, agriculture, and ϐisheries. Several
industrialized countries, such as Argentina and Japan,
have proven the success of cooperatives in improving
their economies and thewelfare of their communities. In
Argentina, cooperatives have become a mainstay in the
agricultural and credit sectors. Meanwhile, in Japan, co‑
operatives are at the forefront of promoting awareness
of organic products. However, in Indonesia, the devel‑
opment of cooperatives has signiϐicant obstacles such as
poor administration and limited access to capital. Coop‑
eratives in Indonesia have the potential to be as success‑
ful as cooperatives in other countries if these obstacles
can be overcome [12–16].

Further research is needed to examine the reward
system for collective actions carried out bymany parties
collaborating in developing cooperatives. Previous stud‑
ies have observed and analyzed collective action by in‑
dividuals and social capital relationships between indi‑
viduals (members) in cooperatives [17–23]. Research on
multi‑stakeholder collective action for sustainable small‑
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holder plantations through cooperatives offers a num‑
ber of differences andnovelties compared to previous re‑
search, both in terms of ϐindings and theories used. One
of the main differences is the focus of this research on
smallholder plantations, which have unique characteris‑
tics in terms of scale, crop type, and local community in‑
volvement. Previous research has focused more on co‑
operative communities in the context of animal health
and marine resource management. My research is ex‑
pected to enrich the literature by providing speciϐic in‑
sights into the dynamics of collective action in the con‑
text of smallholder plantations, which may involve var‑
ious challenges and strategies in resource management
and cooperative member participation.

This study integrates a reward system to encour‑
age active participation, which has not been widely ex‑
plored in the context of smallholder plantations. For
example, a case study of the Chitwan District [24] pro‑
vides insights into the importance of traditional knowl‑
edge and the challenges of commercialization but does
not speciϐically examine how rewards can be used to in‑
crease participation and sustainability. Thus, this study
contributes to a more comprehensive understanding of
how a combination of different theories and approaches
can be applied to create amore effective and sustainable
smallholder plantation management system through co‑
operatives.

Themanagement of small holder’s organic tea plan‑
tations in West Sumatra, Indonesia is carried out with
a collaborative approach involving various stakehold‑
ers in the organic tea agribusiness. This collaboration,
which involves organic tea producer cooperatives, lo‑
cal governments, and private companies, uses the cul‑
tural philosophy of the Minangkabau indigenous people,
known as “Tungku Tigo Sajarangan”. This phrase repre‑
sents the interconnected leadership roles that play an
important role in community leadership [15]. Using this
philosophy aims to ensure that multi‑stakeholder col‑
laboration can be implemented sustainably with interre‑
lated leadership roles.

However, in reality the cooperative stopped after
ten years of operation (2009–2019). Initial ϐindings
from the pre‑survey showed that this was because the
beneϐits received by each party did not match their ex‑

pectations. Smith andRothbaum [15] in their paper onCo‑
operatives in the Global Economy stated that beneϐits or
rewards are one of the important factors that need to be
considered for the sustainability of cooperatives. There‑
fore, it is important to conduct research that can explore
the reward system in multi‑stakeholder collaboration.

This study of reward systems is relevant to ad‑
dress collective action failures. Several previous stud‑
ies have shown that rewards can effectively encourage
collaboration in various situations, as rewards are an
important tool for encouraging collaboration in social
dilemma situations [25]. Similarly, Declerck [26] empha‑
sizes that it is important to understand individual moti‑
vations for working together. Additionally, Narloch [27]

states that the role of external reward systems in the
dynamics of collective action, especially in the context
of agricultural communities. In organizational contexts,
Ladley [28] found that group‑based reward systems were
better at stimulating cooperative behavior and improv‑
ing group performance than individual‑based reward
systems. Their research indicates that individual re‑
wards can enhance contributions to collective action. In
this study, we examine reward system within groups en‑
gaged in collective action, speciϐically focusing on collab‑
oration through cooperatives, with the aim of formulat‑
ing a reward system that supports sustainable collective
action through cooperatives.

2. Materials and Methods
This research was conducted using qualitative re‑

search method, grounded in post‑positivism philosophy,
which relies on the interpretation or construction of re‑
search results [29, 30].
Location

This research was conducted at the Sebelas Jurai
Saiyo Organic Tea Producer Cooperative (KPTO Sebelas
Jurai Saiyo), Gunung Talang District, Solok Regency. This
cooperative was chosen because it is a smallholders tea
farmer cooperative that has succeeded in producing pre‑
mium export quality of organic tea.
Data Collecting Methods

Data were collected using in‑depth interviewswith
key informants from the cooperative, local government,
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and private companies. The research begins by gather‑
ing information about “what, who, where, when, why,
and how” (5 W 1 H) of the multi‑stakeholder collabora‑
tion process until it resulted in failure. We used an induc‑
tive method to identify the causes of failure in sustain‑
ing collective action among multi‑stakeholders in man‑
aging organic tea through cooperatives. Data were col‑
lected through observation, 48 semi‑structured inter‑
views, and 12 in‑depth interviews with stakeholders, in‑
cluding cooperative members, administrators, and gov‑
ernment ofϐicials.
Data Analysis

Data were transcribed and tabulated to facilitate
analysis. Triangulation was performed by comparing in‑
formation from various sources to enhance the validity
of the ϐindings. Subsequently, content analysis was used
to identify themes and categories that emerged from the
data, which were then interpreted to determine the fac‑
tors contributing to the failure of collective action. The
stages of research are shown Figure 1. Based on these
ϐindings, we formulated a reward system that we pro‑
pose will result in sustainable collective action.

Figure 1. Research stages.

1. The ϐirst stage carried out is to analyze the role
of multiple parties in cooperativemanagement by
describing the role of each actor as: Policy maker,
Coordinator, Facilitator, Implementer, and Accel‑
erator.

2. The second stage is to identify the beneϐits ex‑
pected by each party from collective action. This
identiϐication is done through tabulation of inter‑
view ϐindings (48 farmers), available documents
and content analysis from the results of in‑depth
interviews with the key informants.

3. The third stage is to formulate a reward system for
sustainable collective action. The data used at this
stage are the ϐindings from the ϐirst and second

stages, which are then expressed in the form of a
design formulation that contains a reward system
to strengthen good performance and support sus‑
tainable processes. The formulation is based on
the roles played, the beneϐits expected from col‑
laboration between various parties, and the ben‑
eϐits desired so that collective action can be real‑
ized.

4. Based on the ϐindings at the three stages, the
research results are expected to provide sugges‑
tions for a model for improving the cooperative
system that involves stakeholders in sustainable
smallholder’s plantations.

5. The sustainable cooperatives referred to in this
study are cooperatives that can continue to oper‑
ate and develop in the long term by utilizing re‑
sources efϐiciently and responsibly and providing
economic, social and environmental beneϐits for
their members and the surrounding community.

3. Results

3.1. Overview of the Research Area

Solok Regency is the one of tea‑producing region in
West Sumatra Province. Statistical data shows that by
the year 2022, the tea cultivation area expanded from
an initial 522 hectares in Solok Regency to 1,117.85
hectares, with an additional 595.85hectares of newplan‑
tations in Lima Puluh Kota Regency, although these new
plantations have not yet produced tea. Statistical data
indicates that out of the total tea plantation area inWest
Sumatra Province, Solok Regency produced 980.08 tons
of tea leaves [31, 32]. The number of farmers involved
in smallholder tea plantation businesses was recorded
at 442 farmers (BPS‑Statistic of Solok Regency, 2023).
These data show that efforts to manage smallholder tea
plantation agribusiness should be prioritized to maxi‑
mize its potential for regional development. Collabora‑
tion among various stakeholders can play a part in this.

3.2. Cooperative Proϐile

KPTO Sebelas Jurai Saiyo is a cooperative whose
members are Organic Tea Farmers who carry out activ‑
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ities to procure raw materials (tea shoots) and provide
assistance to itsmembers. Established onApril 20, 2017
with 26 (twenty‑six) founding members. Decree of the
Minister of Cooperatives and Small and Medium Enter‑
prises Number: 004461/BH/M.KUKM.2/VI/2017. The
number of members of the KPTO Sebelas Jurai Saiyo co‑
operative until February 2018 was 99 people. However,
since 2019 until now the number of members has de‑
creased by 66 people. So, the number of members who
are still active is 33 people. Members come from Four
(IV) Farmer Groups that have been registered with the
Solok Regency Regional Government, which are spread
across two (2) Districts, Gunung Talang and Danau Kem‑
bar, and three (3) Nagari: Batang Barus, Aia Batumbuak
& Simpang Tanjung Nan Ampek.

3.3. Why Did the Collection Action Stop?

The failure of collective action can be attributed
to several factors. Firstly, there has been a signiϐicant
decrease in cooperative membership since 2019. The
organic tea farmer cooperative was initially formed by
representatives of four farmer groups: Rawang Saiyo,
Serumpun Hijau Lestari, Kabun Bau, and Lurah Ingu
Sejahtera, representing 11 villages, hence the cooper‑
ative’s name Sebelas Jurai Saiyo. However, the num‑
ber of cooperative members has declined sharply. In
2018, there were 99 cooperative members, but by 2019,
the number had decreased to only 33 active members.
Secondly, information gathered through in‑depth inter‑
views with several farmers revealed that joining the co‑
operative was not beneϐicial for them. Consequently,
some members decided to leave, further contributing to
its decline.

Furthermore, the process of forming multi‑
stakeholder collective action had its weaknesses. The
collective action, which initially stemmed from a shared
desire to form a cooperative aimed at improvingwelfare,
was disrupted by the emergence of collaboration offers
that were only agreed upon by some individual coop‑
erative members and rejected by others. According to
theory, collective action should arise as a consciousness
movement to improve a situation [1, 2, 33–36]]. However,
in this case, the collective action processes were dis‑
rupted by the introduction of new processes that did not

consider the desires of others. This led to disharmony
within the group and conϐlicts between members who
agreed to the collaboration offer and those who rejected
it. In this regard, it is crucial for all parties to listen to
and consider the interests and desires of all group mem‑
bers so that the collective action process can proceed
smoothly.

Moreover, after the collaboration took place, none
of the parties involved in the action felt the expected
beneϐits. Farmers who were part of the cooperative did
not beneϐit, and the private company incurred losses
because the signiϐicant investment did not yield the ex‑
pected returns. Ostrom emphasized the importance of
understanding institutional differences in collective ac‑
tion, as the opportunities and constraints faced in the
collective action process depend on the rules involved,
which will lead to the beneϐits obtained [37]. Therefore,
in this case, the failure of the action occurred because
the beneϐits did not align with the desires of each party
involved in the action.

3.4. An Overview of Collective Action

Multi‑stakeholder collective action is a form of co‑
operation among various partieswith common interests
and goals to achieve mutually beneϐicial results or so‑
lutions [38]. This action is crucial because each party
has different roles in implementing a system or project.
In the context of agricultural cooperative management,
these actions may involve farmers, central and local gov‑
ernments, Non‑government Organizations (NGO), pri‑
vate sectors, and other community leaders to achieve the
goal of improving farmer welfare and agricultural man‑
agement efϐiciency [39]. In this research, the parties in‑
volved in the action include the cooperative, local gov‑
ernment, CSOs, and private companies. Through multi‑
stakeholder collaboration, the potential human and ma‑
terial resources from each party can be combined [40].
The activities of each party in the action are as follows:

3.4.1. The Initial Stage of the Action

According to key informant interviews, farmers
in Alahan Panjang District’s Aia Batumbuak subdistrict
wanted access to capital in 2009 for their everyday ne‑
cessities and farming operations. As a result, they de‑
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cided to formMajuBersama, aMicroAgribusiness Finan‑
cial Institution (LKMA). The growing number of mem‑
bers joining the cooperative is proof that this idea ac‑
quired traction in the community. There were 130mem‑
bers of LKMA Maju Bersama by the year 2011. This
caught the interest of the SolokRegency Cooperative and
SME Agency, which advised the LKMA. As a result of this
guidance, a savings and loan cooperative named Maju
Bersama was established.

Over thenext 2 years since its establishment as a co‑
operative, the number ofmemberships of Maju Bersama
Cooperative continued to grow, reaching 400 members.
In 2013, the cooperative generated an income of Rp.
1,600,000 per member, as reported by the cooperative’s
management. This proϐit encouraged members to re‑
main active in the cooperative, as it provided additional
income beyond their primary farming activities. Mean‑
while, in 2005, the development of organic tea in Solok
Regency, particularly in Aia Batumbuak subdistrict, was
initiated by farmers independently. That same year, the
West Sumatra Plantation Ofϐice, along with a private
company, conducted community empowerment activi‑
ties through organic tea development in Solok Regency,
speciϐically in the Aia Batumbuak area. This activity in‑
volved community social institutions in empowering or‑
ganic tea farmers. To support the marketing of organic
tea, a cooperative was formed as a community organiza‑
tion to collaborate with the private sector in purchasing
and marketing organic tea for export. The results of this
study are in line with what was conveyed by Noglait [41]
in Assam tea farming in India, who state that collective
marketing through cooperatives can enable farmers to
obtain better economic beneϐits.

However, this cooperative failed due to challenges
in reaching an agreement among the participating farm‑
ers. In 2013, an NGO requested to collaborate with Maju
Bersama cooperative, which had successfully operated
its cooperative business. The request to transformMaju
Bersama cooperative into an organic tea cooperative led
to conϐlict because the new cooperative would operate
under a different name, no longer using the name of
Maju Bersama cooperative. This disagreement between
the management and members of Maju Bersama coop‑
erative resulted in its dissolution, and all assets, includ‑

ing members’ savings, were returned to the cooperative
members. A meeting of members was called after a few
accepted the offer, and Sebelas Jurai Saiyo was formally
established as a new cooperative. As a result, a new co‑
operative was founded in 2014, with the participation
of certain Maju Bersama cooperative members and ad‑
ditional smallholder tea producers who received assis‑
tance from the NGO.

Multi‑stakeholder collective action requires demo‑
cratic decision‑making systems, effective communica‑
tion between all parties engaged, and a clear knowledge
of the action’s objectives [42, 43]. Furthermore, this re‑
search suggests that collective activity is signiϐicantly in‑
ϐluenced by elements like mutual regard, trust, and the
capacity to adjust to change. Furthermore, it is impor‑
tant to fully understand the obligations and duties that
each person involved in the action has. Accountability
and transparency are also important components in en‑
suring the success of the action.
3.4.2. The Role of the Stakeholders in Col‑

lective Action
Each person’s function in terms of structure and

governance is well deϐined and established. Each party
has different duties and authorities to ensure effective
and efϐicient cooperation between all parties. To ensure
that disputes or conϐlicts can be resolved peacefully and
fairly; while upholding the stated objectives of the activ‑
ity, it is also expected to have procedures for handling
disputes or conϐlicts that arise. This is useful to ensure
that the collaboration runs according to plan and meets
the objectives set by the parties involved.

Table 1 shows the structure and governance of the
multi‑stakeholder collective action in administering the
cooperative, as determined by the key informant inter‑
views:

In Table 1, it is clear that each of the parties has
played part as anticipated in the collaboration activities.
The roles include:

1. Regulator was in the hand of government
2. Privately owned companywas involved in the role

of the coordinator
3. While the implementation of the facilitator was

done by the government
4. The strategies formulated under Implementer
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Table 1. Roles in the structure and governance of collective action by multi‑stakeholders.

Form of Role
No Stakeholders

Policy Maker (Regulator) Coordinator Facilitator Implementer Accelerator
1 Cooperatives V
2 Private Company V V V
3 Local Government V V

was also carried out by the cooperative as well as
the private company

5. Accelerator was carried out by private company
The private company simultaneously held three

roles: While the coordinator evaluates and initiates the
Futures Studies, the accelerator employs and monitors
its application, and the cooperative is limited only to
the application of Futures Studies. As indicated in Ta‑
ble 1 and the previous analysis, it can be deduced that
multi‑stakeholder collaboration in this collective action
has been effective. However, to maintain it and make it
effective, there are needed some changes andmore func‑
tions mentioned below. Firstly, the government should
enhance its authority in regulation by having more elab‑
orate and relevant regulation that will respond to the
emerging situation or meet emerging needs. This in‑
cludes improving police tools and supervision of the
regulation enforcement besides establishing supervis‑
ing and reviewing mechanism to measure the effective‑
ness of the collective action.

Secondly, private parties have to ϐind ways how to
maximize its coordinating function which means that
there has to be more accountability in the process of
decision making and allocation of resources. They also
need to organize better and efϐicient means of commu‑
nication for the purpose or including all the stakehold‑
ers. Thirdly, the government and third parties’ engage‑
ment should increase the provision of training and sup‑
port for conϐlict resolution skills, negotiation and man‑
agement of trust. They also have to secure acquisition of
certain needed resources and information, as well as de‑
velop fora for exchange of information and ideas among
the various players and interest groups. Lastly, the co‑
operatives and private companies should enhance the
implementation role through developing themonitoring
and evaluation procedure in order to assess the effective‑
ness of the programboth in terms of the process and out‑
comes. They also have to improve on how the various

implementers collaborate and complement each other
to reduce duplication. Fifthly, independent parties have
to be involved into the process as monitors and evalua‑
tors to provide impartial and clear‑sight assessment of
the implementation of collective action. This will come
up with recommendations for improvement and thus
improve multi‑stakeholder effectiveness in collective ac‑
tion.

Additionally, the role ofmassmedia is crucial in dis‑
seminating information and educating the public about
collective action, building positive public opinion, and
supporting collective action, and increasing the account‑
ability of involved parties. Collaboration and open com‑
munication among stakeholders [44] are the key to en‑
suring the sustainability and effectiveness of this multi‑
stakeholder collective action.
3.4.3. Role of Cooperative of the Organic

Tea Farmer
Farmers involved in the collaboration have a direct

relationship with the cooperative as they, its members.
In their interaction with the cooperative, based on in‑
terviews conducted with representative members using
the question, “What is the role of the cooperative for its
members?”, it was found that the cooperative plays a role
in providing capital, production facilities, andmarketing
harvested products at better prices and to a wider mar‑
ket. Additionally, the cooperative offers access to train‑
ing and mentoring to enhance their skills in organic tea
farming. The cooperative’s role is high valued because
farmers’ active involvement indicate they receive direct
beneϐits from this organization [45], although challenges
remain in maintaining stable membership.
3.4.4. Non‑Governmental Organizations

The involvement of Non‑Governmental Organiza‑
tions (NGOs) in the action is as intermediaries between
private companies and cooperatives. They facilitate com‑
munication, education, and to the building of strong rela‑
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tionships between these entities. In the collaborationob‑
served in this study, NGOs collaborate with private com‑
panies to establish partnerships with cooperatives. In
addition, NGOs also bridge the interests of the commu‑
nity with the government. This is in line with the results
of research conducted by Tran [46] which states that or‑
ganizations have a mediating role in the relationship be‑
tween individuals and organizations. To build effective
relationships between private companies and coopera‑
tives, NGOs need to collaborate with various stakehold‑
ers, including the government, academics, and the me‑
dia. In this study, NGOs interacted with the government
to ensure that cooperation between companies and co‑
operatives could be realized. Furthermore, NGOs do
not only act as intermediaries or supervisors; they help
build community independence and provide training to
farmers. This collaboration is important to create syn‑
ergy in achieving goals [47, 48].

3.4.5. Government
The role of government in collaboration is to pro‑

vide consultation and guidance related to activities car‑
ried out by cooperatives. In addition, the government
also plays an important role in providing assistance for
production facilities such as seeds, harvest infrastruc‑
ture and mediating conϐlicts between cooperatives and
private companies or NGOs [49]. There is limited interac‑
tion between the government and other parties in the
collaboration. The government’s presence as an advi‑
sor is evident during the signing of cooperation agree‑
ments, helping to bridge the needs for land for factories
and nurseries, and during the resolution of conϐlicts or
disputes.

3.4.6. Private Companies
The private multinational company involved in the

collaboration has a social mission to work with farm‑
ers to improve their welfare. The company’s role in‑
cludes processing andmarketing tea products for export.
To ensure tea quality meets export standards, the com‑
pany provides guidance to farmers on organic tea culti‑
vation, from land preparation to harvesting. This guid‑
ance is provided through ϐield supervisors appointed by
the company.

3.5. Reward System for Multi‑Stakeholders
Collective Action

3.5.1. Model of Multi‑Stakeholder Collec‑
tive Action

The design of a multi‑stakeholder collective action
model is crucial for solving complex problems and in‑
volving various stakeholders. In this study, the collec‑
tive action undertaken by multiple stakeholders failed
to be sustainable because each party involved did not
obtain beneϐits aligned with their goals for joining the
action. Research ϐindings indicate that the primary rea‑
son f for the failure of collective action is lack of per‑
ceived beneϐits. During the collaboration process, the
company incurred a loss of Rp. 84.3 billion for the in‑
vestment made over 10 years. This investment was in
form form of a tea processing plant located in Rawang
village, Jorong Lubuk Selasih, Batang Barus subdistrict,
Gunung Talang District, Solok Regency, on a 26,100 m2
land area provided by the Solok Regency government.
Throughout the activities, the company managed to sell
products worth Rp. 1.7 billion, but the activities eventu‑
ally ceased. When compared to the investment value, the
returns could not cover the investment made. Addition‑
ally, cooperative farmers struggled to meet the expected
tea quality, resulting in purchase prices that did notmeet
their expectations, leading to the cessation of the collab‑
oration.
3.5.2. Importance of a Reward System

Lastly, there is the need to ensure that a proper
award structure for all the concerned parties is applied
in an attempt tomeet their goals. Why is this important?
Because in any organization, the reward system plays a
major factor in encouraging the employees, improving
their efϐiciency, increasing the staff’s loyalty and stabil‑
ity, as well as supporting organizational objectives and
strategies [50–54]. It can also ensure that people are will‑
ing participants in collective action and committed to the
actions of the grouphencemaking such a systema recipe
for success. In addition to that, structures for dissemi‑
nating information and for cooperation between the in‑
volved parties play the most signiϐicant roles to enhance
the possibility of opening’s sustainability and efϐiciency
of collective actions. Effective communication channels
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make it possible for all the stakeholders to convey im‑
portant information, proposals, and feedback that is req‑
uisite in the realization of objectives. Co‑ordination fa‑
cilitates the distribution of the assignments and respon‑
sibilities in the group action so as to avoid duplication
and reduce possibility of an ineffective implementation
in this process. Whenever efϐiciency in the ϐlow and ex‑
change of information and knowledge is well executed,
all the stakeholders involved can co‑ordinate and func‑
tion cohesively in a harmonious manner thus enhancing
the possibilities of itsmembers achieving a positive‑sum
outcome.
3.5.3. Proposed Reward System

Expectancy theory developed by Victor Vroom [55],
states that individuals are motivated to act in a cer‑
tain way if they expect positive results from the action.
Vroom stated threemain variables in the reward system,
namely: Expectancy, which is related to the best effort or
effort made will produce the best performance. Second,
Instrumentation, which is related to the belief that good
performance will result in rewards. The third is Valence,
namely individuals will have value or satisfaction in the
rewards they receive. This will be related to the drive or
motivation to carry out an activity in an organization or
other activities [55]. Therefore, the design of the reward
system that will be built in this study contains how ef‑
forts in the form of the role of each party are linked to ex‑
pectations of the beneϐits to be obtained in order to pro‑
duce encouragement to continue to contribute sustain‑
ably in collective action because of the emergence of sat‑
isfaction (valence) towards the rewards that have been
received. Referring to the description, Figure 2 presents
a suggested incentive scheme that aims to reduce the dif‑
ϐiculties associated with multi‑stakeholder cooperative
action.

Figure 2. Reward system of sustainable collective action.

This ϐigure illustrates how a reward system can be

implemented in a collective action conducted through co‑
operatives by multi‑stakeholders. Based on the results
of tabulation, content analysis and data triangulation as
well as matching with documents that were found dur‑
ing the research process, the role and beneϐits expected
from the collaboration carried out to create sustainable
collective action can be seen in Table 2.

These expectations will drive the parties to con‑
tribute and allocate their resources to achieve the goal.
The action can only be sustainable if the beneϐits arewell
distributed according to each party’s expectations. By
focusing on these aspects, multi‑stakeholder collabora‑
tion can bemore effective and sustainable, achieving the
sharedgoal of improving farmerwelfare andagricultural
management efϐiciency [56–58].

Based on the results of research conducted through
interviewswith key informants, whoare stakeholders in‑
volved in this collective action, informationwasobtained
regarding the roles and beneϐits expected, as shown in
Table 2. When the roles and beneϐits align with the ex‑
pectations of the stakeholders, it is anticipated that the
collective action can be sustain, unless there are other
factors not identiϐied in this research. The fulϐillment of
these beneϐits is key to the sustainability of the collec‑
tive action. This pattern not only applies to small‑scale
organic tea plantations, but can also be applied to other
collaborations with similar concepts.

4. Discussion

4.1. Causes of Collective Action Failure

According to the results of the research that has
been conducted, the failure of collective action is caused
by the Lack of Direct Beneϐits received by each party in‑
volved in the action. For example, cooperative members
tend to leave if they feel that the beneϐits they get are not
commensurate with the efforts given. The private sector
then stops because they do not get any beneϐits from the
investment that has been made. This is in accordance
with the theory of rationality theory [59–61], that people
will only engage in collective action if there are beneϐits
that are felt directly or in the long term. Furthermore,
the absenceof anAppropriateRewardSystemcanunder‑
mine the active participation of members. When coop‑

575



Research onWorld Agricultural Economy | Volume 05 | Issue 04 | December 2024

Table 2. The roles and rewards expected by each stakehoders.

No Stakeholders Roles Expected Reward

1 Cooperatives

1. Organic tea farming activity
2. Labor provider for farming
3. Carrying out training and farming busi‑

ness development
4. Liaison institution between farmers, com‑

panies, and the government

1. The price of tea leaves is higher than the
market price

2. Market certainty
3. Beneϐits of cooperatives
4. Increased revenue
5. Assistance for agricultural production fa‑

cilities and infrastructure

2 Private
Company

1. Determining suitable land for farming
2. Supervise farming businesses to ensure

they comply with organic farming re‑
quirements

3. Control the quality of organic tea that is
free from chemical levels

4. Provide labor for quality control, harvest‑
ing, and plantation managers

5. Processing tea leaves
6. Marketing tea through national and inter‑

national markets

1. Fulϐilled quantity of raw materials (tea
leaves)

2. Guaranteed quality of raw materials ac‑
cording to organic product requirements

3. Increased business proϐits
4. Increasing business scale
5. Increase in the number of product mar‑

keting

3 Government

1. Cooperative advisory board
2. Facilitator between cooperatives and pri‑

vate companies
3. Provision of cultivation rights status for

the establishment of an organic tea pro‑
cessing factory

4. Provision of production facilities and in‑
frastructure such as production roads

1. Increased investment value in govern‑
ment areas

2. The growth of new agroindustry
3. Absorption of the workforce
4. Increased Regional Income
5. Increasing the number of public facilities

such as production roads, and others

eratives fail to offer adequate ϐinancial or non‑ϐinancial
incentives, members may feel undervalued, leading to a
lack of motivation to continue participating in collective
action. Meanwhile, the reward system is the key to suc‑
cess in achieving good performance [28, 53, 54].

4.2. Possible Advantages of Novel Models
for Improving Cooperative Systems
and the Importance of Policy Develop‑
ment among Stakeholders

The reward system formulated in this study is
based on previous explanations related to the roles and
beneϐits expected by each party involved in collective ac‑
tion. This system is designed to ensure that each actor in

the collaboration receives appropriate recognition and
incentives based on the roles each party plays. These
beneϐits are not only in the formof ϐinance but also in the
form of awards for their contributions to environmental
and social sustainability. Thus, this reward system func‑
tions as a tool to motivate andmaintain the involvement
of all parties in a joint effort to realize sustainable com‑
munity plantation development through cooperatives.

In this design, it can be seen that if farmers are will‑
ing to allocate their resources to carry out farming, ei‑
ther in the form of land allocation, labour, cultivation
skills and knowledge, and cost allocations to support
farming, then the cooperative must provide training and
counselling to improve farmers’ knowledge and abilities.
Then, the company as a partner that needs production
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results as raw materials for its industry must be willing
to buy production results at a higher price than the mar‑
ket price, provide fertilizer assistance, provide tools and
machines, and adequate transportation so that the trans‑
portation of rawmaterials can be carried out on time ac‑
cording to the company’s needs. In addition, to ensure
sustainability, the government must also provide sup‑
porting policies such as land use rights policies, pricing
policies, marketing policies, and act as a bridge between
companies and cooperatives in terms of cooperation, so
that the hope of growing investment for regional devel‑
opment can be realized [62–64].

The sustainability of collaboration within the coop‑
erative context plays a crucial role in ensuring the con‑
tinuity and success of collective action. Understanding
and enhancing mutual beneϐits are key aspects in main‑
taining collaboration sustainability. Cooperative mem‑
bers need to see the positive value of their participation,
both economically and socially, to stay motivated to con‑
tribute. Active participation from each member is es‑
sential in achieving sustainable collective action, where
consistent support and involvement help keep the initia‑
tive moving forward. Transparency in cooperative man‑
agement and building trust among members are also
critical factors. Clear information about the coopera‑
tive’s ϐinances, decisions, and outcomes can foster trust,
which ultimately supports the sustainability of the col‑
laboration. Effective conϐlict management, through the
creation of mutual understanding and open communica‑
tion, is key to addressing potential disputes that could
harm the sustainability of the collaboration.

The ϐindings of this study then prove that the the‑
ory of rationality which states that the level of participa‑
tion in action will be inϐluenced by the beneϐits received
by the actors involved [1–3, 36, 65] in it is true. In addition,
the ϐindings of this study also provide additional knowl‑
edge related to the theory of rationality in the practice
of multi‑stakeholders’ collaboration involving coopera‑
tives, private companies and the government in theman‑
agement of small holder’s plantations. The results of this
study are expected to provide a positive contribution to
similar collaborative practices in the future both in In‑
donesia and the world.

5. Conclusions
Collective action faces challenges, particularly due

to a sharp decline in cooperative membership since
2019, as beneϐits received have not lived up to expec‑
tations. Conϐlicts within organizations and unfulϐilled
promises from some stakeholders create discord, lead‑
ing to a decline in membership and the failure of joint ef‑
forts. Success in collective action depends largely on the
ability of all stakeholders to reach agreements that ac‑
commodate common interests and foster an understand‑
ing of eachother’s needs. Inmulti‑stakeholder collabora‑
tions, each participant plays a critical role: cooperatives
provide capital andmarket access to farmers, NGOs facil‑
itate communication and provide training, governments
offer guidance andmediate conϐlicts, and private compa‑
nies handle processing and marketing. Challenges arise
when expectations are not met, such as loss of invest‑
ment for companies or farmers who fail to meet product
standards. For collective action to be sustainable and ef‑
fective, a well‑structured reward system is essential for
all parties. This system is designed to foster long‑term
engagement and commitment by ensuring that rewards
are distributed fairly according to each party’s expecta‑
tions. Furthermore, clear communication and strong co‑
ordination can reduce the risk of failure in implement‑
ing collective action. For a reward system to be truly ef‑
fective, it is important to design clear and fair incentives
for all stakeholders. In addition, involving an impartial
third party as a monitor and evaluator can help ensure
that all activities remain aligned with the intended plan
and objectives, while also providing suggestions for con‑
tinuous improvement. Such actions can only be sustain‑
able if the beneϐits are well distributed according to the
expectations of each party.
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