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Executive Summary (1/2)
Overview of challenges
Indigenous farming communities in Sabah face many 
challenges. These challenges include rising vulnerability to 
climate change, increasing encroachment of modern 
development on traditional ways �t including farming practices �t 
of indigenous communities, lack of adequate land, low income 
and resources, poor infrastructure, limited access to education 
and unaffordability of basic farming equipment. 

Farmers heavily depend on costly and environmentally 
unfriendly chemical inputs to increase their agricultural output; 
yet they are unable to fully utilise available resources and 
maximise the value of their produce due to the lack of the 
�N�Q�R�Z�O�H�G�J�H���R�Q���W�K�H���S�U�R�G�X�F�H�p�V���P�D�U�N�H�W���Y�D�O�X�H���D�Q�G���L�W�V���S�U�R�F�H�V�V�L�Q�J��
potential to enhance its value. Their harvest is limited and 
erratic, making it difficult to meet the stable and consistent 
quantity and quality demanded by contract farming. 

A new farmer -centric venture
The proposed business model brings together small farmers, 
private investors and PACOS Trust with the shared objectives of 
�L�Q�F�U�H�D�V�L�Q�J���I�D�U�P�H�U�V�p���L�Q�F�R�P�H�����V�W�U�H�Q�J�W�K�H�Q�L�Q�J���V�X�V�W�D�L�Q�D�E�O�H���I�D�U�P�L�Q�J��
�S�U�D�F�W�L�F�H�V���D�Q�G���S�U�H�V�H�U�Y�L�Q�J���6�D�E�D�K�p�V���X�Q�L�T�X�H���L�Q�G�L�J�H�Q�R�X�V���F�X�O�W�X�U�H�����$��
�Q�H�Z���F�R�P�S�D�Q�\���Q�D�P�H�G���q�2�U�L�J�L�Q�D�O���6�D�E�D�K�r���Z�L�O�O���E�H���V�H�W���X�S���W�R���L�P�S�O�H�P�H�Q�W��
the proposed business model. This strategy aims to repurpose the 
27 Community Learning Centres ("CLC") managed by PACOS 
Trust into Community Learning & Processing Centres ("CLPC"). 
Original Sabah will equip these CLPCs with the necessary 
machinery, enabling farmers to convert their fresh produce into 
value-added products like ginger and turmeric powder. These 
products will then be purchased by Original Sabah. 

A distinctive feature of the proposed business model is the 
opportunity for farmers to own shares in the venture through 
CLPC Holdings. Moreover, farmers are not required to invest their 
own funds for the initial capital expenditure for farming equipment 
or processing machinery. Processing machinery is free to use at 
CLPCs and farming equipment is available to rent.

Original Sabah will provide operational benefits to the CLPCs by
�‡ Leveraging logistics know-how and consolidating "milk-run"

activities to achieve best practice and maximise efficiency.
�‡ Bundling sourcing and maintenance of processing machinery to 

enable cost effective operations for the newly established 
processing activities

�‡ Offering training in food safety and processing techniques to 
farm workers, thereby elevating the skill set of the farmers.
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Executive Summary (2/2)
Financial Projections
The project has multiple phases. It is proposed to start from a group 
of 7 CLCs around Kota Kinabalu and Kota Belud in year 1 as a pilot 
project and steadily expand to 27 CLCs in year 3. Each CLC serves 
around two to three villages.

Two scenarios are modeled in the financial analysis: base scenario 
and growth scenario. The base case assumes that 7% of the 
indigenous farmers participated whereas growth case assumes 
21%. In both scenarios, initial funding will be used to fund the 
procurement of machinery for processing food such as s licing 
machines, refrigerators, grinders, and packaging machines. 

No funding is required for facilities, as operations will begin by using 
the existing CLCs. Investment highlights are summarised below:

�3�U�H�V�H�U�Y�L�Q�J���6�D�E�D�K�p�V���L�Q�G�L�J�H�Q�R�X�V���F�X�O�W�X�U�H
The new venture �t Original Sabah - will cultivate indigenous 
agricultural products with an emphasis on authenticity, 
sustainability, and cultural heritage. The company will connect 
with eco-conscious consumers seeking healthy, sustainable 
products. 

Through strategic collaborations with hotels, food companies, 
targeted marketing initiatives, and a compelling message on 
environmental responsibility, Original Sabah will position its 
�S�U�R�G�X�F�W�V���D�V���V�\�P�E�R�O�V���R�I���6�D�E�D�K�p�V���U�L�F�K���K�H�U�L�W�D�J�H���D�Q�G���S�X�U�H���Q�D�W�X�U�H��

In MYR�p������ Base Case Growth Case

Initial investment 325 770

Total investment for 3 years 1,250 2,970

NPV for 3 years 176 1,310

IRR 16.2% 28.3%

Payback period (year) 2.5 2.2 

Total net income for 3 years 1,172 3,902

Value-add unlocked1 2,662 8,090

Note 1: Value-add refers to processing products such as ginger powder. The 
value-add will result in additional income earned by the farmers.



INTRODUCTION
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Global Leaders Programme

The Global Institute For Tomorrow (GIFT) is an independent pan-Asian think tank that provides content-rich and intellectually 
challenging executive education from an Asian worldview. �*�,�)�7�p�V methodology invites participants to build greater self-awareness and 
test personal resilience whilst creating robust new business models linked to contemporary challenges and opportunities.

The Global Leaders Programme (GLP) is �*�,�)�7�p�V flagship experiential programme designed for managers from leading global 
organisations to think critically about the drivers of change in the 21st century and develop new business models that address the 
defining challenges of our times. 
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Project Team
�‡ A cohort of 25 participants from 6 companies and 2 government bodies representing 10 countries and regions joined the Global 

Leaders Programme in Hong Kong, China and Sabah, Malaysia from February 19th to March 2nd, 2024. The cohort convened in 
Hong Kong from 19th �t 23rd February for classroom sessions, followed by site visits and business planning sessions in Sabah, 
Malaysia, from February 24th to March 2nd. 

�‡ Participants produced a business plan to empower smallholder farmers to improve their livelihoods. The project team were not 
domain experts in this area but applied diverse professional expertise. The new entity seeks to help farmers achieve scale in 
�S�U�R�G�X�F�W�L�R�Q�����V�X�S�S�R�U�W���I�D�U�P�H�U�V�p���L�Q�W�H�J�U�D�W�L�R�Q���L�Q�W�R���W�K�H���P�R�G�H�U�Q���Y�D�O�X�H���F�K�D�L�Q���D�Q�G���S�U�R�Y�L�G�H���J�U�H�D�W�H�U���D�F�F�H�V�V���W�R���W�K�H���P�D�U�N�H�W���L�Q���6�D�E�D�K�����0�D�O�D�\sia. 

A solution for agricultural services developed by a team of international executives
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Project Partner
PACOS Trust  is a community-based voluntary organization dedicated to raising the quality of life of indigenous communities in 
Sabah. Although officially registered in 1997, PACOS Trust has been actively involved with indigenous communities since 1987. 
Its influence has reached 25 geographical areas covering 23 districts and 95% of indigenous residents in Sabah.

PACOS TRUST

PACOS Trust  provided invaluable support throughout the programme . 
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Project Partner

The Environment  Protection  Department  (EPD) is a state department 
of Sabah established on 1 August 1998 under the Ministry of Tourism, 
Culture and Environment.

The main objectives of EPD are:

�‡ Integrate environmental factors into the planning and 
implementation of development activities and exploitation of natural 
resources;

�‡ Regulate development activities and use of natural resources that 
cause environmental degradation;

�‡ Protect sensitive areas for the maintenance of environmental quality 
and stability;

�‡ Enhance public awareness on the importance of environmental 
protection and conservation

EPD also functions through advising the State Government on strategies 
and action plans necessary to address current critical environmental 
issues, and to enhance environmental management in Sabah. 

EPD provided invaluable support throughout the programme . 
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Programme Supporters 
During the programme, the cohort conducted interviews with representatives from these local NGOs, which allowed them to 
understand the situation of indigenous communities, including their culture, tradition, lifestyle, family structure, as well as the 
challenges they face. The objective of these interviews was to ensure the needs and interests of indigenous communities would be 
thoroughly taken into account during the process of producing the business proposal. Their inputs undoubtedly played a crucial 
role in making the proposal feasible and realistic. 

The above  NGOs provided invaluable support during the programme . 
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Programme  Objectives

�‡ To develop a business model which enables indigenous small 
farmers to maximise the value of their produce.

�‡ Provide training to educate indigenous famers to use chemical 
inputs responsibly and efficiently, which simultaneously helps 
famers reduce farming related carbon emissions and increase 
climate resilience.

�‡ Leverage a novel commercial venture to preserve the unique 
indigenous culture of Sabah.

�‡ The programme prioritises �W�K�H�����������Y�L�O�O�D�J�H�V���R�I���6�D�E�D�K�p�V��
indigenous communities which PACOS Trust works closely with. 
These villages have an estimated total population of 50,000.

Project Scope
Methodology  for  Field  Project

�‡ Site visits, meetings, and focus groups with a diverse array of 
stakeholders, including NGOs, small farmers, and local 
governments. This was crucial for gathering valuable insights, 
building relationships, and fostering collaboration.

�‡ Information gathering, analysis, business model generation, 
and business planning sessions in-country for small farmers in 
Sabah.

Outcome

�‡ Development of a business plan and the necessary institutional 
arrangements with analysis of key areas: Business Model, 
Organization & Governance, Production & Operations, Financial 
Analysis & Investment, Marketing & Distribution, Community 
Benefit & Environment Impact, and Policy Recommendations.

�‡ Presented the business plan to representatives from 
communities, business councils, investors, and other associated 
stakeholders in the value chain. In future, engaging these 
stakeholders will be a critical step to garner support, secure 
investments, and build partnerships for implementation.



CURRENT SITUATION AND CHALLENGES
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���������#�•�.�����"�-�$���0�'�/�0�-� �����-�*���0���/�$�1�$�/�4���—�A�•�A�˜��

PADDY

VEGETABLES

�‡ Paddy yields are much lower than other locations and 
�O�L�P�L�W�V���0�D�O�D�\�V�L�D�p�V���D�V�S�L�U�D�W�L�R�Q�V���W�R���D�F�K�L�H�Y�H���I�R�R�G���V�H�O�I-
sufficiency

�‡ Vegetable yields much lower than other locations, 
restricting the nutritional value of food for local people

�‡ Higher imports versus exports also indicate self-
�L�Q�V�X�I�I�L�F�L�H�Q�F�\���I�R�U���I�R�R�G�����G�H�V�S�L�W�H���W�K�H���U�H�J�L�R�Q�p�V���Z�H�D�O�W�K���R�I��
potentially productive land

8300 Kg/Hectare

4600 Kg/Hectare

27 Kg/Hectare

13 Kg/Hectare

�6�D�E�D�K�p�V���5�0�����������E�L�O�O�L�R�Q���L�Q���D�Q�Q�X�D�O���D�J�U�L�F�X�O�W�X�U�H���S�U�R�G�X�F�W�L�Y�L�W�\�����*�'P billion/ million hectares) falls behind other locations. 

Sabah underperforms in productivity and has potential to improve agricultural output

Data Source: https://www.statista.com
                      https://vet.sabah.gov.my

RM 76.2 Billion RM 14.2 BillionRM 18.7 Billion

RM 6.3 Billion RM 18.8 Billion
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Challenges: Subsistence Farming

Sabah, known as Malaysia's "Land Below the Wind," has a significant population 
that practices subsistence farming.

In addition to not producing large surpluses of food, subsistence farmers 
struggle with low and unstable incomes due to limited access to markets, 
fluctuating crop prices, dependence on traditional crops, inefficient distribution 
methods, and low product quality such that buyers reject produce.

Furthermore, those who move to urban areas seeking to access free education, 
and thus set themselves up for alternative incomes, the high cost of urban living 
may offset the benefits of free education.

Subsistence farmers experience low and unstable incomes and often lack other options



Challenges: Socio-economic development

The state's 40-plus indigenous communities predominantly reside 
in the interior regions of Sabah.

Incidence of poverty :
�6�D�E�D�K�p�V���S�R�Y�H�U�W�\���U�D�W�H���L�V�������������������������������W�K�H���K�L�J�K�H�V�W���R�I���D�Q�\���V�W�D�W�H���R�I���0�D�O�D�\�V�L�D

Despite being Malaysia's second largest state, Sabah is one 
of the poorest states in the country. Only 60% of Sabahans 
are in the productive working force and Sabah held the 
record for the highest average unemployment rate in Malaysia 
from 2012 to 2021. 

62% of Sabah's population are indigenous and women make 
up most of the agriculture workforce in many districts. 
Enhancing female productivity and their market access 
therefore underscores their role in advancing Sabah's socio-
economic development.

Typically, women are the primary providers of food security 
through subsistence farming, while their husbands work as 
labourers in nearby towns. With their labour often being 
unrecognised and their rights unprotected, women are forced 
to also take up jobs related to childcare or that do not require 
investment capital, such as selling raw produce in markets, 
cooking and cleaning. It means they often cannot meet 
microfinancing requirements and therefore face significant 
barriers to starting a business.

�6�R�X�U�F�H�V�����6�W�D�W�L�V�W�L�F�V���'�H�S�D�U�W�P�H�Q�W�¶�V�������������+�R�X�V�H�K�R�O�G���,�Q�F�R�P�H���D�Q�G���(�[�S�H�Q�G�L�W�X�U�H���6�X�U�Y�H�\
https://www.thestar.com.my/news/nation/2023/07/30/data-crucial-in-shaping-policies-to-raise-income
https://ova.galencentre.org/new-report-underscores-role-of-women-girls-in-advancing-sabahs-socioeconomic-development/

�*�L�Y�H�Q���W�K�H�L�U���U�R�O�H���L�Q���D�J�U�L�F�X�O�W�X�U�H�����Z�R�P�H�Q���D�U�H���N�H�\���W�R���D�G�Y�D�Q�F�L�Q�J���6�D�E�D�K�p�V���V�R�F�L�R-economic development



Challenges: Lack of Access 

Smallholder farmers in Sabah have limited access to modern 
farming inputs and tend to use outdated techniques. The lack of 
mechanisation and advanced farming methods further hampers 
productivity growth and dramatically increases labour intensity. 
With low income, technology often becomes inaccessible.

There are efforts via government programs to enhance 
agricultural productivity, provide technical assistance and 
promote diversified income sources. However, the general 
awareness of these programs and knowledge remains low 
amongst the indigenous community.

Awareness of available resources

Lack of technology

Land rights and size
The lack of land titling continues to be a problem amongst 
indigenous people of Sabah despite government efforts to 
reform land administration in Peninsular Malaysia. Studies 
have shown that land productivity significantly decreases 
when the rural poor are not given land titles. 

Without titles, they are also unable to apply for loans or sign 
farming contracts for their work. Furthermore, although some 
might have larger plot sizes, the farmable land within plots is 
small. Most small farmers operate on less than two hectares.

Access to necessities
Remote locations mean that road networks are lower quality 
and transportation costs are higher. Distribution of products is 
more difficult and costly, and education is harder to access. 
Whilst Sabah has the lowest literacy rate in Malaysia, 
indigenous people also face disrupted electricity and water 
supply, along with poor water sanitation.

Challenges in accessing technology, land and government programs limit smallholders



Opportunities: Adding Value and Accessing Markets
The indigenous community, especially remote indigenous farmers, face 
substantial challenges to earn better livelihoods. Whilst the project team duly 
recognised that solving land titling issues in Sabah were fundamental to improve 
incomes, these avenues were deemed too intractable for the scope of the project. 

Instead, because of the insight that indigenous farmers find it hard to access 
markets and do not process their products, and because a number of the project 
team had expertise in supply chain management and logistics, it was determined 
to focus on the opportunity to add value to produce, increase productivity and 
address the market access problem.

Subsistence farming and low incomes are a huge challenge for indigenous 
farmers, affecting their ability to sell excess produce, acquire farm equipment, get 
loans, select cash crops and still be productive enough to feed themselves. When 
the team saw indigenous farmers not able to fully capitalise on excess produce 
(either thrown or given away because they could not sell or get it to market), they 
realised that adding value to existing produce and solving market access to 
increase incomes presented an opportunity. Upon recognising farmers' 
constraints, the team sought to prioritise easy-to-implement, low-investment 
solutions that leverage existing behaviors and practices, but still carry significant 
potential to enhance livelihoods.

�3�$�&�2�6�p���H�[�L�V�W�L�Q�J���R�S�H�U�D�W�L�R�Q�D�O���V�H�W���X�S���S�U�H�V�H�Q�W�H�G���D�Q���R�S�S�R�U�W�X�Q�L�W�\���W�R���U�H�S�X�U�S�R�V�H��
community learning centres (CLCs) as farmer production hubs due to their 
proximity to villages, and thus the potential to use them as vehicles for improving 
livelihoods. As a result, integrating farmers, PACOS and its community learning 
centres with the market became a hallmark of the following business model.

An opportunity was identified to add value to existing crops and expand market access



BUSINESS MODEL
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Business Model - Summary

Farmer community
To supply produce to and receive services from Original 
Sabah, farmers must be a member of their local CLPC, 
which belongs to CLPC Holdings. Via CLPC Holdings, 
farmers receive dividends from Original Sabah.

Services to the farmer community
�q�2�U�L�J�L�Q�D�O���6�D�E�D�K�r���S�U�R�Y�L�G�H�V���Y�D�U�L�R�X�V���V�H�U�Y�L�F�H�V���W�R���L�W�V���I�D�U�P�H�U��
community. It especially provides demand forecasting to 
farmers which allows them to produce products that will be 
�E�R�X�J�K�W���D�Q�G���S�U�R�F�H�V�V�H�G���E�\���q�2�U�L�J�L�Q�D�O���6�D�E�D�K�r�����7�U�D�L�Q�L�Q�J���L�V��
provided and basic farming equipment is lent to help 
improve productivity and yields.

Operations
Farmers use Original Sabah owned processing equipment 
to process and add value to their produce. Original Sabah 
purchases processed raw material from the farmer 
community via CLPCs, picks them up from CLPCs to 
package at distribution centers and sells to customers.

Customers
Final products are exclusively sold to business customers 
(Wholesale, Stores, Hotels, Restaurants).

Two new companies are proposed: Original Sabah and Community Learning and Processing Centres Holdings (CLPC Holdings). 
�2�U�L�J�L�Q�D�O���6�D�E�D�K�p�V���P�L�V�V�L�R�Q���L�V���W�R���L�P�S�U�R�Y�H���W�K�H���O�L�Y�H�O�L�K�R�R�G���R�I���L�Q�G�L�J�H�Q�R�X�V���I�D�U�P�H�U�V���E�\���S�X�U�F�K�D�V�L�Q�J���W�K�H�L�U���S�U�R�G�X�F�H���D�Q�G���S�U�R�Y�L�G�H���Y�D�U�L�R�X�V���Yalue-add, 
market access and education services. Farmers join the model as members and the proposed organisational structure provides 
ownership to farmers, allowing them to participate in company growth. Through education, Original Sabah will also help to reduce the 
environmental impact of farming practices. CLPC Holdings is a vehicle to allow farmers to own shares in Original Sabah.

Shareholder Structure
�q�2�U�L�J�L�Q�D�O���6�D�E�D�K�r���L�V���W�R���E�H���R�Z�Q�H�G���E�\���3�$�&�2�6�����&�/�3�&���+�R�O�G�L�Q�J�V�����S�U�L�Y�D�W�H��
investors and strategic investors who can also be customers for the 
processed products. It is proposed that existing CLCs found a common 
holding company to enable indigenous farmers to become shareholders, 
and to secure their interests and representation in Original Sabah. All 
shareholders will receive dividends.

1

1

2

2

3

3

4

4

5

5
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Business Model - Overview

Lending equipment

Group 
Purchasing

Group selling

Service

Money
Goods

Distribution
Packaging 

Center

Waste Avoidance

Marketing

End 
consumer

Wholesale
Supermarket

Hotels
Restaurants

PACOS  Commercial 
Holdings

Strategic Investment (Hotel)Potential Investor 
CLPC (Holdings)

Education & training

Demand & 
supply planning

Suppliers

CLPCs
(processing)

Farmers

Shareholding Structure







ORGANISATION & GOVERNANCE
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Overview
Governance and organisational structure are foundational 
aspects of any company, as they provide the structure through 
which strategy is set, operations are controlled, and oversight is 
maintained. 

For Original Sabah, a proposed governance framework is 
designed with the following objectives in mind:

�‡ Improve indigenous farmer livelihoods: Empowerment 
programs to ensure fair compensation and income growth 
opportunities for Indigenous farmers.

�‡ Promote environmentally friendly land management: 
Advocate for sustainable agriculture techniques, engage in 
conservation efforts, and provide training to promote eco-
friendly farming practices.

�‡ Ensure farmers have decision -making influence: 
Guarantee representation for farmers within the company's 
governance structures. CLPC Holdings company will be 
created so their voices are heard and considered in 
company decisions. 

�‡ Protect investor interests : ensuring that their financial 
contributions to Original Sabah are managed responsibly 
and provide a fair return on investment in the context of a 
socially-oriented company.

A governance structure designed to empower farmers towards earning better livelihoods 



Original Sabah - Organisation Structure

POTENTIAL
INVESTORS

PACOS COMMERCIAL 
HOLDINGS CLPC HOLDINGS

SUPERVISORY BOARD

GENERAL 
MANAGER

OPERATIONS FINANCE & 
ADMINISTRATION

MARKETING & 
SALES

�‡ Supply chain 
management

�‡ Operation flow
�‡ Training
�‡ Quality control
�‡ Innovation
�‡ Scalability

�‡ Investment requirement
�‡ Financial management
�‡ Profit and loss 

management
�‡ Balance sheet, cash flow
�‡ Funding
�‡ Profit allocation

�‡ Product analysis
�‡ Key customer
�‡ Pricing
�‡ Product portfolio
�‡ Branding
�‡ Supply and demand 

analysis
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Shareholder Composition & Board

Position Description  
PACOS Commercial 
Holdings

PACOS Commercial Holdings is a new commercial 
entity aligned with PACOS Trust and them to conduct 
new innovation initiatives outside of the legal construct 
of an NGO. A delegate from the holdings company will 
serve to represent the interests of PACOS Trust.

Investors Investors provide capital to the company in exchange for 
equity and with the expectation of achieving a financial 
return. Their investment helps fuel growth, development, 
and innovation within the company. Possible investors 
for Original Sabah are Hotels, Wholesalers and 
Restaurants, who would also be customers for finished 
products. Thus it is proposed that part of the board be 
comprised by investors

CLPC Holdings CLPC Holdings is the financial vehicle that owns shares 
in Original Sabah and ensures that farmers have an 
ownership stake in the company. A delegate from CLPC 
Holdings will serve to communicate the farmers' 
perspectives and advocate for CLPC's interests within 
Original Sabah.

Supervisory board comprised of farmers, NGO and private investor interests

The shareholder and board composition consists of members from PACOS, investors and CLPC Holdings



Roles and Responsibilities 

Roles Responsibilities 

Board of Directors Manages decisions at the highest level and is responsible for its strategic 
direction and supervising financial resource allocation to achieve 
organisational goals.

General Manager Hired by the Board of Directors, he/she takes charge of executing decisions 
made by the Board and managing the organisation.

Operations Directs daily business activities, manages company resources, optimises 
processes, and ensures efficiency and quality in product and service delivery.

Finance Overseeing budgeting, forecasting, accounting, and reporting, while ensuring 
compliance with financial regulations and seeking avenues for growth.

Marketing Drives and analyses market trends, steers the company's promotional 
activities to increase engagement and sales, drives brand strategy, and 
oversees campaign execution.

PACOS Trust is proposed to take the lead to set up key roles in the new organisational structure
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Ownership Structure & Profit Allocation
To harmonise stakeholder objectives, uphold superior operational 
standards, and include farmers strategically in ownership at Original 
Sabah, the following ownership structure is suggested:

1. PACOS will be granted a controlling interest by holding 51% of the 
shares to maintain majority ownership given its essential role in 
cultivating relationships with farmers.

2. External investors will be invited to contribute financially, collectively 
holding a 34% minority stake in the company.

3. A dedicated 15% share allocation will be reserved for the farmers 
under the stewardship of CLPC Holding.

To safeguard shareholder interests and maintain a high level of incentive, 
dividends will be distributed in a consistent and structured manner as 
follows:

1. 50% of dividends will be paid out proportionally to all shareholders 
based on their respective share ownership percentages.

2. The remaining 50% of profits will be retained by the company for 
reinvestment and future growth.

3. To further reinforce financial stability and growth prospects, 
dividends will not be issued until the company has achieved 
profitability for three consecutive years. This grace period is 
designed to bolster the company's capital base, ensuring a solid 
foundation for future earnings and dividend payouts.

Dividend
50%

Retained
50%

51%

34%

15%
PACOS

Strategic & Impact
Investors

CLCP





Company governance ensures farmers are represented

�‡ CLPC Board of Directors: �7�K�H���&�/�3�&���+�R�O�G�L�Q�J�V�p��
governance structure is anchored by a Board of 
Directors. They are responsible for overseeing 
financial distributions within CLPC Holdings. 

�‡ The board is comprised of five leaders (zone chairs), 
who each lead their respective CLPC networks in 
their regional zones

�‡ �7�K�H���%�R�D�U�G�p�V���U�R�O�H���L�V���F�U�L�W�L�F�D�O���W�R���H�Q�V�X�U�H���W�K�D�W���W�K�H��
financial health of the holding is maintained and that 
the profits are managed and distributed fairly.

�‡ The Board of Directors holds a mandate: they must 
ensure that the benefits are equitably  shared 
among all members. 

�‡ Every two years, the CLPC Board of Directors will 
elect  the appointment of one member to serve as 
the representative on the Original Sabah Board.

Board of 
Directors

Leader of 
Timur

CLPCs

Leader of 
Kinabalu

CLPCs

Leader
of PBS

CLPCs

Leader of
Pedalaman

CLPCs

Leader of 
Utara

CLPCs

Profit -sharing approach is designed to reflect the cooperative spirit of CLPC Holding



Transfers of shares & voting rights
�‡ To reinforce stability and maximise benefits for CLPCs and their farmer members, it is proposed that PACOS systematically 

transfers shares to CLPC Holdings.

�‡ 1st year: CLPC Holdings will maintain its initial 15% shareholding without any changes.
�‡ 2nd year and onwards: PACOS will commence the process of transferring shares, diminishing its stake to eventually 

reach 15%. Simultaneously, CLPC Holdings will incrementally increase its shareholding by up to 4% each year until it 
acquires a majority stake of 51%. This systematic transfer of shares is designed to ensure a smooth transition of 
ownership that secures the long-term interests and governance of the company by prioritising the interests of farmers.

PACOS 
Commercial 

Holdings

CLPC 
Holdings

CLPC up to 51%

PACOS down to 15%

4% Yearly

Shareholder VOTING RIGHTS: one vote per share

PACOS Commercial Holding Ownership: 51% = x shares
Voting rights: X votes out of the total of Shares.

Investors Ownership: 34% = x shares
Voting rights: X votes out of the total of Shares.

CLPCs Holding Ownership: 15% = x shares
Voting rights: X votes out of the total of Shares.

�‡ To ensure the company maintains fair and equitable decision-making, it is proposed to allocate one voting right per share. It is 
advised to consult with a corporate lawyer or a company secretary in Malaysia to ensure compliance with all legal requirements 
and when deciding on the number of shares to be issued.
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Overview
This section of the report will focus on several key operational elements 
for Original Sabah. 

To best suit the needs of the business, specific operational processes and 
recommendations for individual units will need to be assessed and 
devised as the business structure, products and partnerships are created. 
The first set of operational recommendations has three key elements:

�‡ New supply chain model leveraging existing CLCs
�‡ CLPCs and Original Sabah offer logistical support, including 

transportation, packaging and storage facilities to ensure the 
best final price for produce.

�‡ Existing CLCs will be transformed into CLPCs to only process 
non-fresh produce into packaged products. 

�‡ Processed produce will be transported to DCs, which will then 
proceed to package and distribute produce.

�‡ Introduction of a new manufacturing & quality assurance process 
�‡ Implement quality control measures to ensure freshness and 

quality of products.
�‡ Food safety & processing training

�‡ Launch and expansion plan
�‡ Evaluate the long-term viability and growth potential of the 

selected products in the context of changing market dynamics, 
consumer preferences, and regulatory requirements.

Recommended Product Types

Dried/Powder, Fruit Jam, related packaged products.



Supply Chain Model: de-centralized operations integrated into village CLCs

�‡ Due to mountainous topography and lack of infrastructure, 
many indigenous farming communities cannot be reached 
easily or fast enough to transport and process fresh produce 
without significant cost.

�‡ The 27 existing community learning centres (CLCs) operated 
by PACOS Trust will be supporting processing of produce by 
providing:

�‡ Limited electricity to power processing machinery 
(drying, slicing, blending etc.)

�‡ Manpower for supporting farmer training and 
processing activities

�‡ Space for temporary storage of processed goods and 
required materials, thus transforming CLCs into 
CLPCs

�‡ Original Sabah will provide unique operational advantages to 
those upgraded CLCs by

�‡ Bundling sourcing and maintenance for processing 
equipment to enable reduced opearational costs

�‡ Providing ample training for food safety and 
processing to upskill farm workers

�‡ Leveraging logistics know-how and consolidating milk-
run (see page 36) distribution activities for efficient, 
best practice supply chain logistics.

CLPCs process raw materials, add value to products to improve farmer livelihoods

Supply Chain Model



Supply Chain Model: distribution centers near population hubs
In the longer term, lean distribution centers will be established in 
optimal proximity to key population hubs of about 500,000 
inhabitants in Sabah:

�‡ Kota Kinabalu (KK)
�‡ Tawau
�‡ Sandakan
�‡ Keningau

�‡ The KK area is a prime location as central distribution hub:
�‡ �0�R�U�H���W�K�D�Q�����������R�I���S�R�W�H�Q�W�L�D�O���&�/�3�&�p�V���D�U�H���F�O�R�V�H�U���W�R���.�.��

than to any of the other population hubs.
�‡ �.�.���L�V���6�D�E�D�K�p�V���F�D�S�L�W�D�O���D�Q�G���L�W�V���K�H�D�U�W���I�R�U���W�R�X�U�L�V�P���D�Q�G��

gastronomy.
�‡ Proximity to Keningau allows Original Sabah to serve 

both highly populated areas.

�‡ In phase one, for lean operations and to minimize start-up 
�F�R�V�W�V�����E�D�V�H�P�H�Q�W���V�S�D�F�H���D�W���3�$�&�2�6�p���.�.���K�H�D�G�T�X�D�U�W�H�U�V���F�D�Q��
�V�H�U�Y�H���D�V���2�U�L�J�L�Q�D�O���6�D�E�D�K�p�V���I�L�U�V�W���D�Q�G���F�H�Q�W�U�D�O���G�L�V�W�U�L�E�X�W�L�R�Q���F�H�Q�W�U�H��
���q�2�'�&�r�����W�R��

�‡ �/�D�E�H�O���S�U�R�F�H�V�V�H�G���J�R�R�G�V���F�R�O�O�H�F�W�H�G���I�U�R�P���W�K�H���&�/�3�&�p�V��
farming communities.

�‡ Finalize portioning and packaging of all processed 
products.

�‡ Distribute Original Sabah branded food to an 
expanding customer base.

Original Sabah
distribution 

center (ODC)

Phase one: easy -to-scale business operations with minimal setup costs, starting in KK

Supply Chain Model



South loop
260km

North loop
300km

�‡ The area of focus to launch the first phase of the business is a 
100km radius around KK. Seven CLPCs in two loops are 
�F�R�Q�Q�H�F�W�H�G���L�Q���D���Q�R�U�W�K���D�Q�G���V�R�X�W�K���O�R�R�S�����Z�L�W�K���2�U�L�J�L�D�O���6�D�E�D�K�o�V��
Central Distribution Center (ODC) at PACOS headquarters in 
the center.

�‡ North loop (300km):
Tuaran �t Kota Belud �t Ranau

�‡ 7 hours driving by truck
�‡ 3 CLPC pickups per hour
�‡ Duration: 10 hour loop

�‡ South loop (260km): 
Ulu Moyog �t Tambunan �t Keningau �t Ulu Papar

�‡ 5 hours driving by truck
�‡ 4 CLPC pickups per hour
�‡ Duration: 9 hour loop

�‡ Truck costs: 600-700 RM per loop (per day)

�‡ Any agreed produce ready for delivery can be loaded at the 
CLPCs, because no limits will be set for the amount of work in 
process that can be in the system (PUSH principle). When 
volumes vary significantly, information is provided prior to milk 
runs to allow truck capacities to be aligned.

�‡ Unsold surplus is kept at the ODC and will be used in other 
ways to prevent food wastage, such as promotions.

�‡ Drivers will collect on north and south loops on alternating days

Supply Chain Model: first phase distribution logistics

Phase One

North loop:
�‡ Tuaran
�‡ Kota Belud
�‡ Ranau
South loop:
�‡ Ulu Moyog
�‡ Ulu Papar
�‡ Tambunan
�‡ Keningau

Original Sabah
distribution 

center (ODC)

A north and south loop will ensure operational efficiencies to maximise value to farmers

Supply Chain Model





Supply Chain Model: Upskilling indigenous farmers
�‡ One of the underlying requirements for Original Sabah to operate and execute its supply chain model (and therefore business 

�P�R�G�H�O�����L�V���I�D�U�P�H�U�V���E�H�L�Q�J���F�D�S�D�E�O�H���R�I���D�G�G�L�Q�J���Y�D�O�X�H���W�R���W�K�H�L�U���S�U�R�G�X�F�H���Y�L�D���S�U�R�F�H�V�V�L�Q�J���D�W���&�/�3�&�V�����7�K�X�V�����2�U�L�J�L�Q�D�O���6�D�E�D�K�p�V���V�X�F�F�H�V�V���L�V��
highly dependent on upskilling indigenous farmers. 

�‡ The company will provide specific training and capacity-building programs to farmers on best agricultural and processing 
practices, technical training and quality standard assessments to improve farming practices, enhance yields, and ensure product 
quality. 

�‡ This training may include on-site demonstrations, workshops and seminars on topics such as organic farming methods, pest and 
disease control, processing techniques, equipment usage training and food safety.

�‡ Original Sabah will focus on farmer needs, listening to their feedback, continuously seek to improve their engagement and 
success.

Workshops and seminarsTrain the trainer sessions

Delivering knowledge and skills to improve yields, process products and ensure quality

On-site demonstrations



Supply Chain Model: Setting farmers up for success

�2�U�L�J�L�Q�D�O���6�D�E�D�K�p�V���X�V�D�J�H���R�I���&�/�3�&�V���L�Q�W�H�J�U�D�W�H�V���I�D�U�P�H�U�V���L�Q���W�K�H���H�F�R�Q�R�P�L�F���Y�D�O�X�H���F�K�D�L�Q

�‡ All food processing will be managed at the CLPC 
using existing facilities and performed by farmers 
trained to process raw materials. 

�‡ By processing the farm produce at the CLPCs, 
farmers can benefit from turnkey operations, 
economies of scale, and access to value-adding 
services. 

�‡ This approach not only makes a new place of work 
accessible to farmers, but also boosts income by 
adding value to produce. 

�‡ Driven by a bold vision to enable sustainable 
livelihoods and economic development in the region. 
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