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IKEA Foundation project I Driving impact in East-Africa’s Coffee sector

Objective:  To develop feasible and viable business cases for blended service 
delivery models, while improving coffee farming families livelihoods through access 
to blended services in line with their needs and potentials and regenerative 
agriculture

Outcome:
• Integrated farming systems approach
• Improved soil health and biodiversity 
• Demonstrated business case on regenerative agricultural practices and blended 

service delivery 

Kenya, Uganda 6 offtakers 20.000 farmers Pilot Regen Ag sourcingCoffee



Country

Number of farmers reached

6 Companies | Notable differences exist in scale, value 
chain and regen-ag approach across companies
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Value chain

Farmer organization
Most are not cooperative member Direct 

company engagement
Mandatory member of cooperative

Functions as last-mile delivery mechanism

Loose coffee value chain, limited government 

involvement
Tight coffee value chain.

High government involvement

Diversified crop portfolio

Additional regen-ag support

Variety ArabicaRobusta

Regen-ag  pilot Total

A B D FE
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Country

Farming systems | Some variation in farming systems: 
country and coffee variety as key driver 

A C D FE

Variety

Certification*

Farm-gate price*, per kg cherry

Farm-gate price*, % of FOB

Farm size, coffee + other crops

Yield, cherry per acre

ArabicaRobusta

Low

Low

Average

Low

Highest

Highest

High

High

Average

High

High Highest Average Low Low

6 acre

9 acre

12 kg

0.8 acre

1.4 acre

6.5 kg

0.4 acre

1 acre

3 kg

0.25 acre

0.75 acre

3 kg

0.5 acre

1.5 acre

3 kg

360 trees
1,240 

trees
550 trees 600 trees 600 treesTree density, per acre
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* Actual values known, yet unable to disclose

Average

Low

Highest

0.8 acre

0.2 acre

4.2 kg

400 trees

B
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Context-specific 

approach

Knowledge & Data

Reflections| Not one single success formula and farmer 
support is essential, but regen ag can lead to positive 
impact

We need…
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Financial, in-kind and 

technical support
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New partnerships 

with clear business 

cases

Company profitability 

from regen ag 

investments and blended 

service delivery

Reflections| To scale we need to build a fair and 
transparent business case for regen-ag and blended 
service delivery across the value chain

To solve for…
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Clear and fair value, 

cost and risk 

distribution
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Case study #1 | Blended services and regen ag services 
can provide new revenue streams and opportunities for the 
company and other actors in the value chain
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Y1

0%

Y5

97%

1%

1%
7%

92%
2%

1%

Soil testing cost

Organic fertilizer cost

Seedling and seed cost

Additional coffee profit

Blended service delivery covered by new coffee income

Blended service 

delivery covered by 

new coffee income

4 6

241

14 22

302

21 32

302

55

Honey 
(MT)

Rabbits 
(MT)

Beans 
(MT)

Macadamia 
(MT)

Avocado 
(MT)

0 0 0

1,943
745

Year-1 Year-3 Year-5

MoU

New income streams from blended service delivery

New income streams from blended service 

delivery

New partnerships for access to market, training and input provision for new value chains

New partnerships for access to market, 

training and input provision for new value 

chains

MoU

MoU

https://www.idhsustainabletrade.com/news/the-future-of-coffee-farming-is-regenerative/
https://www.idhsustainabletrade.com/news/the-future-of-coffee-farming-is-regenerative/
https://www.idhsustainabletrade.com/news/the-future-of-coffee-farming-is-regenerative/
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Factory-gate Marketing 
agent fee

FO fee Farm-gate price Production cost Package cost Farmer margin

Case study #2 | As FOs play a key role in service 
delivery, their business case also needs to be sustainable
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Value captured by actor, USD per kg/green bean

On average, FOs 
capture 20% of the 

value created, 
allowing them to 

cover their 
operational costs, but 

generally making a 
loss or making a 

small profit

High-producing farmers are able to 
capture 40% of the value created. But 
most often still leaving them with an 
income significantly below the living 

income line

Marketing agents capture on average 5% of 
the total value created through a range of 

value adding activities

Revenues Expenses Net income
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Want to know more? 
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Case Studies

Case Studies

Insights Hub

Insights Hub

Or Sign Up for our Smallholder Inclusive Business Newsletterhttps://farmfitinsightshub.org/newsletter

Or Sign Up for our Smallholder Inclusive Business Newsletter

https://farmfitinsightshub.org/newsletter

IDH FarmFit Intelligence

IDH FarmFit Intelligence

https://farmfitinsightshub.org/resources
https://farmfitinsightshub.org/
https://farmfitinsightshub.org/newsletter
https://www.linkedin.com/showcase/idhintelligence/posts/?feedView=all
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Questions? 
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• What are the remaining barriers for companies and FOs 

to invest in regenerative agriculture?

• How and to what extent does blended service delivery 

support companies and FOs to invest in regenerative 

agriculture practices in a commercially viable way? And 

to reach scale?

• How and to what extent can a systemic/landscape 

approach help the companies and FOs on their journey?
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