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I. Background  
Extreme poverty is increasingly concentrated in rural sub-Saharan Africa, where farming is the main 
livelihood. As the effects of climate change increase, farmers are disproportionately vulnerable to 
climate hazards such as extreme weather events, rising temperatures, and environmental degradation. 
One Acre Fund is committed to building the prosperity and climate resilience of African smallholder 
farmers and their families through a proven multi-channel model: 
 

● Core program: Provides a comprehensive bundle of the essential services farmers need to 
increase harvests each season, including high-quality seed and fertilizer on credit delivered close 
to home, agricultural training, and market facilitation. 

● Rural retail: Enables underserved farmers and farmer groups to purchase a range of life-
improving agricultural and non-agricultural products (e.g., solar lights) via cash sales at any time 
of the year. 

● Tree program: Equips smallholders to plant trees alongside crops, building a long-term asset 
base for farm families, while improving soils (e.g., nitrogen fixation, increased water retention, 
and erosion control) and supporting the growth of healthy and profitable crops. 
 

Together, these channels enable smallholder farmers to increase their profits and assets while building 
long-term climate resilience. With an estimated 50 million+ African smallholder families standing to 
benefit from this model, One Acre Fund is now pursuing a bold set of 2030 goals to empower farm 
families to permanently grow their way out of hunger and poverty, while playing a key role in global 
climate solutions. 

 
II. 2025 Organization Update 
In 2025, One Acre Fund served a record 5.9 million farming households across 10 countries, 
encompassing 31 million total family members. The organization’s growth has accelerated: while it took 
a decade for One Acre Fund to reach its first 400,000 farmers, the organization is now adding that same 
number of clients in a single year. Driven by surging enrollment in rapidly expanding programs across 
Malawi, Nigeria and Burundi, One Acre Fund remains on track to meet its long-term goal of serving 10 
million farm families annually by 2030. 
 
Despite this expansion, the past year brought meaningful challenges that reflect the complex 
environments in which One Acre Fund operates. A global pullback in foreign aid, including the closure of 
USAID, resulted in the pause or cancellation of approximately $5 million in grants supporting food 
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security and climate resilience, including $582,000 designated for the Malawi program, though One Acre 
Fund closed this gap through other partners and the Surge campaign was not affected.  
 
Notwithstanding geopolitical and climate challenges, One Acre Fund’s services yielded gains in income 
and assets, building long-term resilience for smallholders in 2025. The core, annual-crop program 
achieved an average impact per farmer of $119 in new profits and assets – a 38% boost on supported 
land compared to non-client farmers – while the trees program yielded incremental economic benefits 
of $87 per farmer. 
 
To ensure the organization remains on track for its 2030 objectives, One Acre Fund focused on the 
following strategic pillars this year: 
 

● Market Access: One Acre Fund is refining and rolling out a further initiative to help its newest 
smallholders transition from subsistence farming to thriving, climate-resilient businesses by 
integrating them into higher-value markets. Through targeted vertical integration – including 
direct aggregation, local processing, and global export logistics – the organization is enabling 
farmers to capture more value from end products (e.g., fresh avocado, avocado oil, macadamia), 
maximizing their profits. This approach provides smallholders with the stability needed to pivot 
from staple crops to high-value commodities, ultimately strengthening rural economies. 
Although the initiative is still in its early stages, in 2025, One Acre Fund connected 78,000 
Rwandan coffee farmers to international specialty roasters and purchased 6,000 tons of 
macadamia from Kenyan smallholders at guaranteed, above-market prices. 

● Youth and Women: One Acre Fund supported over two million youth farmers (farmers aged 18-
35) last year, and women represented over 47% of the organization’s total clients. One Acre 
Fund plans to provide additional support for new mothers in Malawi and distribute fruit tree 
seedlings to young women in Nigeria and Rwanda. 

● Technology and AI: One Acre Fund continued to leverage technology to improve farmer 
outcomes. In 2025, One Acre Fund used satellite imagery to deliver farm-specific agricultural 
guidance to 50,000 farmers. Additionally, the organization piloted an AI advisory platform in 
Rwanda, providing farmers with tailored, 24/7 agronomic advice directly to their devices.  

● Climate resilience and safety nets: One Acre Fund maintained its position as Africa’s largest 
purchaser of crop insurance for smallholders, providing coverage to 1.5 million clients. The 
organization also continued the development of One Acre Fund Re, its non-profit reinsurance 
facility, which has successfully lowered premiums and strengthened the financial safety net for 
farmers in Kenya and Malawi. 

 
Looking ahead to 2026, conflict in the Middle East around the Strait of Hormuz has created a period of 
profound global supply chain uncertainty, driving sharp increases in freight costs and the prices of 
agricultural inputs. This market volatility directly threatens regional food security, as higher costs are 
expected to reduce smallholders’ access to high-quality inputs, leading to smaller harvests and less food 
for rural communities. To navigate this crisis and shield farmers from a fragile global market, One Acre 
Fund is securing its value chain through strategic hedging, forward-purchasing, and careful liquidity 
management.  
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III. Focusing Philanthropy and One Acre Fund: A Powerful Partnership 
For more than a decade, Focusing Philanthropy has served as an anchor partner for One Acre Fund, 
catalyzing the organization’s rapid expansion of scale and impact. In 2019, Focusing Philanthropy and 
One Acre Fund collaboratively launched the Planting Trees for Resilience campaign, transforming a 
fledgling agroforestry initiative into a key strategic pillar of the organization’s impact strategy. Today, 
this rapidly growing work reaches roughly 3.9 million farm families annually, facilitating the planting of 
more than 134 million trees each year. 
 
Complementing this work, One Acre Fund and Focusing Philanthropy have partnered to accelerate 
growth in two of One Acre Fund’s highest-need, highest-potential markets: Nigeria and Malawi. Over 
four years (2023-2026), this $20 million partnership (with funds raised by both Focusing Philanthropy 
and One Acre Fund) is generating hundreds of millions of dollars of impact for underserved farmers via 
two of the organization’s most catalytic impact conduits: 
 

● Conduit 1: Planting Trees for Resilience in Nigeria and Malawi: One Acre Fund set the goal of 
planting over 90 million trees cumulatively across the two fast-growing markets, providing 
smallholder farmers with an efficient and scalable means of building resilience to climate and 
economic shocks. 
 

● Conduit 2: Rapidly Scaling Climate-Smart Agricultural Programs in Nigeria: One Acre Fund is 
expanding two mutually reinforcing channels – the core program and rural retail – to support 
farmers in Nigeria, a country with Africa’s largest smallholder population and one of the highest 
rates of acute food insecurity in the world.  

As this partnership enters its fourth year, One Acre Fund and Focusing Philanthropy (and its partner the 
ComON Fund) have now committed to a one-year $5 million extension through 2027. This additional 
year will sustain the momentum of this work, maintaining the surge-level pace of tree-planting via 
Conduit 1, while providing the necessary runway for Conduit 2 – an early-stage program – to strengthen 
its strategy and model to best serve the unique needs of Nigeria’s smallholders for the long term.  
 
The 2025 results of this partnership are shared below. 
 
IV. Conduit 1: Planting Trees for Resilience in Nigeria and Malawi 
Focusing Philanthropy and One Acre Fund have partnered to achieve the ambitious goal of planting 1 
billion trees by 2030. Now in its second phase, the collaboration has shifted from a focus on model 
refinement to a period of rapid acceleration. Across eight countries, the program is rapidly scaling to 
plant 750 million additional trees by 2030.  
 
The Nigeria and Malawi markets are central to this growth. In both countries, smallholder farmers are 
rapidly adopting on-farm agroforestry to build climate resilience, diversify their incomes, and cultivate 
replenishable assets. Through One Acre Fund and Focusing Philanthropy’s surge partnership, we are 
fueling accelerated expansion that empowers farmers to take action against poverty and climate 
change. 
 
In 2025, the third year of this Surge Initiative, One Acre Fund planted more than 31 million trees in these 
two key markets, marking a 52% increase over the previous year. This progress places the initiative on 
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track to exceed its cumulative goal of 90 million trees. Current projections suggest the partnership will 
enable the planting of more than 103 million trees by the end of 2026. 
 
Driven by expansion into new areas, the Nigeria and Malawi programs also generated a combined $43.4 
million in new income and present value of long-term assets in 2025. Together, they achieved an 
average Social Return on Investment (SROI) of 8.7, generating $8.70 of impact for every $1 invested. 
 
Behind these strong top-line metrics, the two countries adapted to unique operating environments. 
Nigeria drove significant expansion – introducing new tree species and a seed buyback trial – while 
lowering its fully loaded deficit per farmer and per tree costs through reduced production costs and by 
finding efficient ways to do without some unfilled staff positions. Meanwhile, in Malawi, growth was less 
robust as the program matures in established districts and as One Acre Fund adapts to different species 
preferences in newer geographies. Malawi’s deficit also increased this season, driven by a strategic 
decision to extend field assistant contracts to improve tree survival following early-season procurement 
delays that resulted in planting later than the optimal start of the rainy season. This investment paid off 
with stronger seedling survival rates, though the program’s per-farmer impact declined as control-group 
farmers independently also planted more trees. (More details below.) 
 
Looking ahead, both tree programs are on paths of accelerated expansion in 2026. In total, the 
programs are projected to support nearly 1.5 million smallholder families in planting more than 39.7 
million trees in 2026. This combined outlook is below the June 2025 forecast of 42.0 million trees 
planted by roughly 1.7 million families: Nigeria’s projections are essentially unchanged, while Malawi 
has deliberately moderated its 2026 scale-up, as described below.  
 

Tree Planting in Nigeria and Malawi, 2025-2026 
Indicator 2025 2026 

 Forecast* Actual Forecast* 
Latest 

Projection 

Total trees planted (000s) 29,202 31,279 41,992 39,745 

-Nigeria 11,843 13,325 18,498 18,445 

-Malawi 17,360 17,954 23,494 21,301 

Farmers served (000s) 1,232 1,174 1,685 1,495 

-Nigeria 462 553 695 695 

-Malawi 770 622 990 800 

Social Return on 
Investment (SROI)** 

8.3 8.7 9.0 8.5 

-Nigeria 6.6 18.8 7.4 13.0 

-Malawi 9.7 4.5 10.8 5.6 
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*Corresponds to the data shared in the partnership’s June 2025 forecast. Figures 
reflect the full Nigeria and Malawi tree programs, combining activity funded 
through this partnership and through the broader Planting Trees for Resilience 
campaign; that campaign’s separate annual report excludes Surge-funded activity 
from its Nigeria and Malawi figures, so the country figures in the two reports 
differ. 
**Social return on investment (SROI) represents the financial impact generated 
per farmer for every donor dollar invested. Program costs include allocations for 
in-country and global support team costs necessary to operate the programs. 
These include critical services such as Monitoring & Evaluation, Procurement, 
Human Resources, Government Relations, etc. 

 
Tree Planting in Nigeria 
Since its launch in 2021, the Nigeria agroforestry program has 
become one of One Acre Fund’s fastest-growing initiatives. 
Historically, Nigerian farm families relied on local forests for 
essential timber and fuel, but rapid deforestation has 
decimated these natural supplies. Today, tree planting not 
only provides an alternative source of wood but also creates a 
replenishable “safety net” for low-income rural households by 
improving soil fertility, sequestering carbon, and protecting 
crop yields against a changing climate, diversifying high-value 
crop production (e.g., avocados and macadamia nuts), and 
building assets through timber trees. 
 
In 2025, the program more than doubled its year-on-year 
results for both farmer adoption and trees planted, enabling 
553,000 farmers (against a forecast of 462,000) to plant 13.3 
million trees (against a forecast of 11.8 million), up from 
243,000 farmers and 5.6 million trees in 2024. This generated 
an above-target $27.7 million in new assets, a country-record 
average of $50 per adopter (up from $48 in 2024) and an SROI 
of 18.8, well above the forecast of 6.6. The primary drivers 
were the diversification of tree species, with the scale-up of 
Moringa in particular supporting higher adoption, as well as 
high planting and survival rates (95% and 61%). Reflecting this 
shift, Albizia fell from 95% of the seedling mix in 2024 to 75% 
in 2025. A methodological update that incorporated Moringa 
and Parkia into the impact model for the first time contributed 
roughly $6 million (about $11 per adopter) of the total, while the balance reflected gains in adoption, 
survival, and cost efficiency (the fully loaded deficit per adopter fell from $7.20 in 2024 to $2.66, against 
a June 2025 forecast of $5.22). This growth was achieved amid economic uncertainty, reduced farmer 
purchasing power, and escalating security concerns in Kwara State, which led to the decision to close 
the agroforestry program in that region. 
 
To support this rapid expansion, One Acre Fund Nigeria focused on the following priorities in 2025: 
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● Geographic expansion: In 2025, One Acre Fund Nigeria expanded its network of independent, 
community-based nurseries from 380 to 670, primarily by opening new sites in Nasarawa State, 
southeast of Nigeria’s capital, Abuja. While Nasarawa shares a similar agroecological zone with 
Niger State, farmers’ seedling preferences differ slightly – most notably in their strong demand 
for the African oil palm. In 2026, the agroforestry program is expanding into new areas of 
Nasarawa, as well as into Bauchi State. 
 

● Species diversification: To meet growing demand, One Acre Fund Nigeria prioritized expanding 
its species portfolio beyond its initial offerings. Following the 2024 introduction of Parkia 
biglobosa – a native species which produces seeds that are sold locally for food seasoning – the 
program successfully scaled Moringa oleifera in 2025. A fast-growing soil-improving species with 
medicinal properties, Moringa is well suited for northern Nigeria’s dry climate and requires less 
time in nurseries than other varieties. In its first year at scale, Moringa accounted for 23% of all 
seedlings distributed. This species’ share is projected to rise to 39% in 2026. 
 

● Increased participation of women farmers: In northern Nigeria, women face significant systemic 
barriers. Data indicate that women farmers often produce 30% less per hectare than men 
because they typically grow lower-value crops, use fewer inputs, and have less access to 
extension services.1 Moreover, in many communities in which One Acre Fund Nigeria operates, 
religious and cultural restrictions limit direct engagement between male field staff and women 
farmers. To bridge these gaps, One Acre Fund has aimed to increase the participation of women 
in the Nigeria tree program, starting by recruiting more women field staff, nursery managers, 
and tree group leaders to serve as role models for community inclusion. In 2025, the targeted 
recruitment efforts saw some success; for example, the team onboarded 38 women as nursery 
managers (a roughly fourfold increase from 2024). One Acre Fund Nigeria also prioritized 
distributing Parkia biglobosa seedlings to women by offering the high-value seedlings to women 
farmers first. (The species was also offered free of charge to men.) Parkia biglobosa seedlings 
produce seeds that can be sold, providing women with a consistent, long-term income stream. 
Efforts such as these resulted in women making up 41% of all participating farmers in the 
program (approximately 225,000 women) compared to 36% in 2024. 
 

● Iteration of economic tree pilot: To reduce ongoing dependence on philanthropy and boost 
rural resilience, One Acre Fund Nigeria continued trialing high-value fruit trees. These trees offer 
a dual benefit: generating sustainable revenue for the program (high-value fruit and nut tree 
seedlings are sold at low cost rather than being given away free) and providing families with 
diversified income, improved nutrition, and increased agrobiodiversity. However, translating 
farmer interest in high-value orange and cashew trees into adoption is difficult, as low-income 
farmers often face competing spending priorities. The Nigeria program has taken a farmer-
centric approach to the challenge, conducting farmer focus groups to identify barriers to 
adoption and develop possible solutions. This work has informed several economic tree trial 
models, including offering the seedlings on credit and adjusting marketing timing to better 
coincide with smallholders’ cash flow. In 2025, the country program piloted an approach that 
involved selling the fruit tree seedlings to nursery managers, who would then resell the 
seedlings within the community. While initial sales have not yet reached targets, the program is 

 
1 Gender Gaps in Agricultural Productivity and Public Spending, World Bank Group, 2023. 
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continuing to trial this approach in 2026, leveraging social and behavior change communication, 
farmer testimonials, and agent support to drive uptake. 

 
One Acre Fund Nigeria projects 695,000 farmers will plant 18.4 million trees (roughly 38% more than 
2025 and in line with the June 2025 forecast). The program is prioritizing building farmer trust in new 
areas and strengthening its seed supply, anchored by the Albizia lebbeck seed farmer buyback program. 
Piloted in 2025, this program shifted sourcing from commercial vendors to a decentralized network of 
more than 600 trained smallholder seed farmers (30% of them women), securing the program’s entire 
2026 Albizia seed requirement at roughly 10% below market rates while giving farmers a new revenue 
stream and a direct incentive to keep their trees alive. One Acre Fund intends to maintain this farmer-
sourced model as the program scales. The team is building seed-provenance tracking and faster farmer-
payout systems, and preparing to manage the complexity of aggregating seed across multiple states 
with differing harvest windows. 
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Tree Planting in Malawi 
 
With 70% of the population living below the international 
poverty line,2 Malawi is one of the highest-need countries 
in which One Acre Fund operates. Most families rely on 
small-scale agriculture for their livelihoods, yet 
chronically low yields persist due to limited access 
to financing, quality inputs, and training. 
 
Smallholder farmers in Malawi are also highly vulnerable 
to climate change, particularly because of the increasing 
magnitude and frequency of extreme weather events. 
Following a historic drought in 2024, farmers again faced 
prolonged dry spells and erratic rainfall in 2025. In 
response, One Acre Fund facilitated crop insurance 
payouts to more than 120,000 farmers. The payout 
provided vulnerable farm families with a safety net against 
climate shocks, stabilizing food access and protecting their 
investment in their land and livelihoods.  
 
Amid these pressures, One Acre Fund continued to rapidly 
scale Malawi’s agroforestry program. In 2025, the program 
supported 622,000 farmers in planting 17.95 million trees. 
Trees planted rose 20% over 2024 and exceeded the June 
2025 forecast of 17.36 million, keeping the program on 
track to surpass the partnership’s cumulative tree-planting 
targets. Farmer adoption, however, came in softer than 
planned: at 622,000 adopters, participation grew 10% over 
the 563,000 farmers reached in 2024 but fell well short of 
the 770,000 forecast. In effect, 2025 was a transition year 
in which high tree volumes coincided with weaker-than-
expected farmer uptake and required significant 
operational adaptation. 
These two results reflect a program in transition. Across 
Malawi’s agroforestry program, 788,000 farmers 
registered for seedlings in 2025 but 622,000 ultimately 
collected them. In Malawi’s more mature Southern-region 
base, several seasons of a relatively similar tree offering 
appear to have lowered conversion from registration to 
pickup, a signal that farmers there want a more diversified 
species package. At the same time, One Acre Fund was 
expanding into Dowa district in the Central region, where 
larger average land sizes and more favorable growing 

conditions are well suited to tree adoption; early demand in Dowa was encouraging, but adapting the 

 
2 World Bank Poverty and Equity Brief: Malawi, October 2024. 
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species mix, nursery model, and field execution to this newer geography is taking longer than 
anticipated. 
Procurement delays for seeds and materials compounded these challenges, pushing seedling 
distribution from December into January. Because later planting can threaten survival, the team 
intensified training on tree pitting, launched survival-focused radio and SMS campaigns, and extended 
field assistant contracts to support post-planting care. These measures were effective, driving the 
program to its highest-ever planting rate of 98% of seedlings distributed and an estimated 43% survival 
rate, the highest reported for Malawi to date. This estimate combines an early survival survey, the prior 
cohort’s one-year survival rate, and a discount for longer-term survival. Even so, the delayed timeline 
and shifting species preferences contributed to the lower-than-forecast farmer participation, even as 
participating farmers took more seedlings than expected (29 per farmer, up from 27 in 2024). 

Impact per adopter was $25, down from $35 in 2024 and below the $35 forecast, bringing total Malawi 
tree impact to $15.7 million against a forecast of $27.2 million. The main driver was a lower incremental 
tree rate: One Acre Fund’s evaluations indicate that neighboring non-participant farmers are 
increasingly planting trees on their own, which narrows the incremental planting attributable to the 
program (an estimated 4 incremental trees per adopter in 2025, down from 8 in 2024 and a forecast of 
7). At the same time, the fully loaded deficit per adopter rose to $5.63 from $3.64 in 2024, largely 
because of the additional post-planting support and extended field assistant coverage employed to 
protect survival. Together, the lower impact and higher deficit reduced Malawi’s tree SROI to 4.5, less 
than half the 9.7 achieved in 2024 and forecast for 2025. One Acre Fund is reviewing these adoption and 
impact trends across its expanding operating areas to tailor future offerings. 

In 2025, One Acre Fund Malawi prioritized the following strategic focus areas: 
 

● Expansion to new geographies: In the 2025 season, the program operated through 2,059 
community-based nurseries and entered Dowa district in the Central region, its first major 
expansion beyond its historical Southern-region base. Roughly 340 additional nurseries are 
expected to be added in 2026. As noted above, Dowa’s larger average land sizes and 
encouraging early demand point to meaningful future growth potential. 

 
● Supporting women farmers: One Acre Fund Malawi is trialing a Planting Partners program to 

help address the greater barriers faced by female smallholders. This initiative provides short-
term labor assistance to pregnant women and mothers of young children, compensating for the 
pregnancy-related limitations and childcare responsibilities that can hinder farm management. 
As part of the trial, participants are also offered a subsidized fruit tree package, resulting in the 
sale of 5,300 high-value seedlings bundled with professional planting services, bringing the 
benefits of higher-value trees to this vulnerable population.  
 

● Increasing fruit tree production: Building on 2024 trials, One Acre Fund Malawi expanded fruit 
tree production to eight nurseries, resulting in the sale of 9,100 grafted seedlings – including 
mango, avocado, orange, and the native Ziziphus. By focusing on technical training for the 
nursery operators, the program increased grafting success rates from 35% in 2024 to an average 
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of 81% in 2025. Beyond offering opportunities for income diversification, this expanded fruit 
tree production is a cornerstone of Malawi’s nutrition strategy. (More details in the box below.) 

Looking ahead to 2026, One Acre Fund Malawi will continue expanding into new areas, adding roughly 
340 nurseries to support a projected 21.3 million trees planted by 800,000 adopters. This pace is more 
conservative than the June 2025 forecast of 23.5 million trees planted by 990,000 adopters, reflecting a 
decision to prioritize strengthening and refining the program as a platform for future growth rather than 
seeking maximum farmer involvement and seedling distribution now. Accordingly, the program will 

prioritize more timely distribution and stronger seed supply, improvements in field execution (including 
assessing ideal nursery size and setup), and a more diversified, locally adapted species portfolio to 
improve farmer pickup and retention. Reflecting the lower incremental-tree rate and the continued 
investment in post-planting support, Malawi’s 2026 tree SROI is now projected at 5.6, roughly half the 
June 2025 forecast of 10.8. Over the four-year campaign, the country program is now projected to 
support the planting of 63 million trees, above the original proposal projection of 54.1 million, and One 
Acre Fund estimates these trees will generate a cumulative $65.1 million in new long-term assets for 
Malawi’s vulnerable smallholder families. 
 
V. Conduit 2: Rapidly Scaling Climate-Smart Agricultural Programs in Nigeria 
According to the 2026 Global Report on Food Crises, Nigeria is home to the largest number of people 
facing acute food crises in the world.3 Rural families, particularly in the north of the country, struggle 
against a volatile combination of low crop yields, extreme weather, and a lack of financial safety nets. 

 
3 2026 Global Report of Food Crises, FAO & WFP. 
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One Acre Fund is addressing this crisis by 
providing high-quality inputs on credit and year-
round rural retail options that immediately boost 
harvests while building long-term climate 
resilience. As Nigeria moves toward becoming the 
world’s third most populous country by 2050, 
supporting its smallholders offers a unique, high-
leverage opportunity to transform the global 
trajectory of rural poverty and food security. 
 
In 2025, smallholder farmers in One Acre Fund 
Nigeria’s operating areas faced significant 
external challenges in an already difficult 
macroeconomic environment. Restrictions on 
grain imports were eased, leading to an influx of 
maize from other countries and a sharp decline in 
maize prices. At the same time, inflation and 
input costs remained high, limiting farmers’ 
ability to repay their loans. The situation was compounded by intensified flooding in Niger State that 
submerged farmlands and delayed field activities, triggering crop-insurance payouts to affected farmers. 
Unlike markets reliant on imported fertilizer, Nigeria sources key fertilizers from domestic producers, 
which kept supply relatively stable, though local prices continue to track elevated international levels. 
 
Against this backdrop, One Acre Fund Nigeria’s programs focused on annual crops expanded to directly 
serve 17% more farmers than in 2024, reaching 83,000 smallholders. This growth was driven by the 
expansion of the popular credit-based core program, which directly served about 30% more 
smallholders than in the prior year. Meanwhile, the country’s early-stage cash-based rural retail 
program reached more than 26,000 smallholder customers – the majority of whom were served 
indirectly (i.e., when another individual made a bulk purchase on their behalf, for example as part of a 
farming group or cooperative). 
 
In 2025, One Acre Fund Nigeria integrated its credit and rural retail channels into a single, streamlined 
field team. This follows the rural retail channel’s shift away from a brick-and-mortar store-only approach 
toward a new hybrid approach introduced in 2024, in which traveling “mobile marketing officers” 
replaced shops in order to better reach remote farming communities. While the mobile marketing 
officers successfully grew the program, it became clear that one integrated field team would improve 
coordination and efficiency, as well as the farmer experience. Under the new structure, core program 
field officers and rural retail marketing officers now report to the same field manager and work together 
in pods, with shared targets across credit and cash sales. 
 
One Acre Fund now anticipates meeting the target of serving 200,000 farmers across the core and rural 
retail programs by 2028.  
 
The sections below detail each channel’s 2025 performance and 2026 projections. 
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Core Program Update 
One Acre Fund Nigeria’s core program 
provides farmer groups with high-quality 
agricultural inputs on credit, paired with 
training on climate-smart agricultural 
practices, to increase harvests from their 
very first season.  
 
In 2025, One Acre Fund Nigeria expanded 
by nearly 30%, serving 77,700 farm families 
in a complex economic landscape. This 
expansion was supported by the program’s 
strategic entry into new areas of Nasarawa 
State, where One Acre Fund had first 
introduced its free agroforestry program to 
establish brand recognition and 
demonstrable evidence of the value of the 
program to local farmers.  
 
Clients generated an average of $233 more 
in new income and assets than control farmers from One Acre Fund-supported activities – a 48% boost 
driven largely by improved maize harvests. This represents one of the highest impact figures across all 
One Acre Fund countries, demonstrating the program’s capacity to improve livelihoods in high-poverty 
regions. In total, the Nigerian core program unlocked more than $18 million in impact in 2025 for 
farmers like Hussaina Anthony (right), whose story is featured in this short video. 
 
However, the macroeconomic challenges noted previously placed severe cost-of-living pressures on 
smallholder farmers. For One Acre Fund, this resulted in lower revenue from reduced farmer purchases 
and a significant drop in the loan repayment rate, which ended the season at 90% (down from over 95% 
in 2024 and below the organization’s typical 95% to 98% standard). These dynamics drove a larger-than-
projected deficit ($42 per client against a forecast of $19). Compounded by a below-target impact per 
farmer – driven by the sharp drop in maize prices – the core channel delivered an SROI of just 6 against a 
target of 15. In response, One Acre Fund Nigeria has tightened credit discipline: input bundles in newer 
operating areas are capped at a quarter-hectare package, and larger half- and one-hectare bundles are 
reserved for returning farmers with consistent repayment records, reflecting the program’s experience 
that smaller bundles are repaid more reliably. 
 
Despite the headwinds, the program continued to innovate. Alongside its geographic expansion, One 
Acre Fund Nigeria prioritized additional climate-resilience offerings to better equip Nigeria’s smallholder 
farmers against increasing environmental volatility, including: 
 

● Expanding the reach of climate resilience and soil health training: In 2025, One Acre Fund 
Nigeria made its training programs accessible to a greater number of farmers by decoupling the 
training function from the field function. This change allowed One Acre Fund to reach farmers 
who do not participate in its credit program (for example, training farmers through a 
partnership with the Niger State Government). The training complemented a broader soil health 
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campaign, involving mass outreach via SMS and radio (jingles, talk shows), which sought to drive 
up adoption of key soil nutrient management practices (e.g., crop residue management and 
biochar production, appropriate fertilizer use, erosion management).  
 

● Piloting Digital Weather Advisory Services (DWAS): In 2025, One Acre Fund launched a pilot to 
equip smallholder farmers with timely local weather information. The initial DWAS trial shared 
weather advisory messages with over 10,000 Nigerian farmers across 136 sites via mobile 
phones (SMS) and interactive radio broadcasts. This work empowers smallholders to make 
informed decisions on planting and input use, lowering risks from erratic weather while 
safeguarding their yields and household income. 

 
Going forward, One Acre Fund Nigeria’s core and rural retail channels will operate as a fully integrated 
program with combined financials and targets. Driven by this unified strategy, the newly integrated 
program will grow in 2026 to serve nearly 97,000 farmers across 245 sites. Reacting to 2025’s 
concentration risk, the program is also diversifying across geographies, crop value chains, and farmer 
segments. As an example, intercropping guidance now encourages a crop mix that is more resilient to 
single-commodity price swings (for example, soybean prices held up in 2025 even as maize prices fell). 
Furthermore, One Acre Fund is expanding the DWAS trial to 45,000 clients, launching the next phase of 
its soil health campaign, and adding gendered enrollment targets to increase the participation of 
women. Growth targets are deliberately conservative: if farmer repayment recovers toward the 
organization’s typical range this season, One Acre Fund will consider more ambitious growth scenarios 
for subsequent years. Meanwhile, security conditions in parts of northern Nigeria remain a localized and 
closely managed risk. The program conducts a security risk assessment before entering any new state or 
area, continuously monitors existing operating areas with support from a dedicated security intelligence 
partner and national security services, and does not operate in high-conflict zones.  
 
Rural Retail Update 
One Acre Fund Nigeria launched a rural retail channel in late 2022 to reach more underserved, rural 
smallholders with high-quality products. Unlike the core program, which enrolls groups of farmers once 
a year on credit, this channel offers flexible, year-round cash transactions that cater to a broader range 
of needs, including dry-season farming and bulk purchasing for cooperatives. The channel also 
complements the core program structurally: because credit exposure must be capped, particularly in 
newer areas, cash-based rural retail lets farmers meet input demand that the credit program cannot 
prudently finance.  
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While One Acre Fund Nigeria originally began its 
rural retail offering as a shop-based channel, in 
2024, the program pivoted to a more flexible 
model centered on mobile marketing officers 
(while still retaining four shops), which could 
bring cash-based product offerings directly to 
hard-to-reach rural farmers. In 2025, the model 
was expanded to all sites, and One Acre Fund 
Nigeria began a process of fully integrating the 
associated mobile marketing officers into the 
existing field structure. Although this hybrid 
model is still in its early stages, One Acre Fund 
Nigeria has found that it successfully combines 
the brand visibility generated via fixed shops 
with the personalized outreach of mobile 
marketing officers, who travel to remote areas to 
build the trust and relationships necessary for 
long-term adoption. Further, because this model 
is now designed to expand alongside the core 
program, it supports rapid geographic growth. 
 
This hybrid approach demonstrated significant demand in 2025: revenue grew by 85% to roughly $2.27 
million, and the channel surpassed its target for total farmers served. At the same time, One Acre Fund 
Nigeria prioritized the channel’s farmer-reach and revenue growth this year by offering incentives for 
bulk purchases, making high-quality inputs more affordable for groups. This resulted in the program 
serving just 5,041 farmers directly (fewer than in 2024 and below initial forecasts); however, One Acre 
Fund Nigeria estimates that an additional 21,660 farmers were served indirectly, as individuals leveraged 
the incentives to make purchases on behalf of farmer groups, cooperatives, and agrodealers. One Acre 
Fund Nigeria also estimates that about 30% of direct farmers served became repeat customers, making 
multiple purchases throughout the year.  
 
In 2025, as the rural retail channel shifted to a fully integrated model, One Acre Fund’s Monitoring and 
Evaluation team conducted an impact assessment, which found that retail clients increased their income 
and present value of long-term assets by $233.50 compared to non-client farmers – a result nearly 
identical to the impact of the country’s core program. While these early findings are highly promising 
and underscore the channel’s potential, One Acre Fund plans to continue gathering data over the 
coming years to confirm these trends and more clearly identify the long-term drivers of this impact. 
 
One Acre Fund Nigeria is continuing to refine its integrated core-rural retail model and deepen its 
customer insights in 2026. For instance, to better track impact, the team will require bulk buyers to 
provide data on end-users in exchange for incentive pricing. Additionally, the program’s four existing 
shops will begin transitioning from sales points to new “experience centers” – hubs dedicated to farmer 
engagement and education. While the core and rural retail programs have fully merged their operations 
and financials, One Acre Fund expects approximately 6,500 farmers to directly access cash-based rural 
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retail services in the coming year, and about 25,000 farmers to benefit indirectly through bulk purchases 
made on behalf of farmer groups, cooperatives, and agrodealers. 
 

Conduit 2: Climate-Smart Agricultural Programs in Nigeria, 2025-2026 

2025 2026 

Indicator Forecast* Actual Forecast* Latest Projection 

Core Program Core + Rural Retail Program** 

Farmers served 93,480 77,718 127,360 96,879 

Impact per 
farmer*** 

$282 $233 $233 $265 

Total Impact ($’000) $26,361 $18,135 $29,652 $25,718 

Cost per client 
(deficit) 

-$19 -$42 -$18 -$29 

SROI 15 6 12.8 9.1 

Farmer repayment 95% 90% -- 95% 

Rural Retail Program   

Farmers served 17,000 26,701   

Impact per farmer $50 $233   

Total impact $850,000 $1,177,023   

Channel revenue -- $2,272,316   

*Corresponds to the data shared in the June 2025 forecast. 
**As mentioned above, One Acre Fund Nigeria merged its core and rural retail programs into a single, unified 
channel in 2026, with combined budgets and operational targets. The 2026 projections reflect this change. Against 
the June 2025 forecast, the merged program expects to serve fewer farmers in 2026 (96,879, versus roughly 
127,000 across the two channels as separately forecast) at a lower projected SROI (9.1 versus 12.8), reflecting the 
repayment recovery and deliberate pacing described above. 
***Estimated using total bags of fertilizer sold and the amount needed for the average land size. 
 
VI. Conclusion 
With the foundational support of Focusing Philanthropy, One Acre Fund is on track to enable farmers to 
plant roughly 63 million trees by the end of 2026. In Nigeria, the young agroforestry program has 
become one of the organization’s fastest-growing initiatives, innovatively addressing seed supply 
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challenges and introducing new species to meet surging farmer demand. In Malawi, roughly 800,000 
farmers are expected to plant 21.3 million trees in 2026, up 19% from the 17.95 million planted in 
2025, making it the program’s largest planting season to date. 

Simultaneously, One Acre Fund Nigeria is expanding the reach of a newly integrated core and rural retail 
model, trending to meet the goal of serving 200,000 farmers annually by 2028. 

Overall, the Surge Initiative is on track to generate more than $216 million in new income and present 
value of long-term assets for Nigerian and Malawian farmers between 2023 and 2026. On behalf of 
smallholder farmers in Nigeria and Malawi, thank you for your partnership. 
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Appendix I: Farmer Story – Estery Kimu (Malawi) 

For Estery Kimu (left), farming is the 
sole livelihood for her extended family 
of eight, including five children and two 
grandchildren. For years, she struggled 
to feed her growing family as her crop 
yields steadily declined. Looking for a 
solution, Estery joined One Acre Fund 
Malawi’s core program in 2021 after 
witnessing the harvest improvements 
her sister achieved through the 
program. 
 
Estery became interested in One Acre 
Fund’s agroforestry program after 
witnessing the devastating impact of 
increasing extreme weather, such as 
Cyclone Freddy in 2023. 

 
“I remember seeing houses lose their roofs entirely,” Estery says. “To me, this pointed to one clear 
solution: we needed to plant more trees around our homes. The houses with good vegetation cover 
survived the storm much better than those with no wind protection. Based on that experience, I made it 
a point to plant trees around my house. Now that they are growing well, they provide much-needed 
protection.” 
 
While she had tried transplanting trees in the past, the saplings rarely survived. One Acre Fund provided 
the training she needed to ensure her trees thrived. Through the program, she learned techniques like 
proper spacing, applying ash to ward off termites, and using nutrient-rich topsoil to help young roots 
establish. Applying these lessons, she planted the trees she received from One Acre Fund around both 
her home and her fields. The results quickly challenged her previous assumptions about agroforestry. 
 
“I used to believe that crops couldn’t grow well next to trees, but that is a misconception. My crops 
planted near the trees actually look healthier than those in open areas, proving to me that trees are vital 
for preventing soil degradation.” 
 
Beyond protecting her property and improving soil health, the tree branches provide a steady supply of 
firewood, saving the household money. Driven by these immediate successes, Estery views her trees as 
a long-term investment. 
 
“I want to continue planting trees for my children’s future,” Estery shares. “I believe that if I plant more 
trees now, my children will not have to struggle the way we do today. They will have a reliable source of 
firewood right on their land. These same trees will also help heal the earth, leaving my children a future 
where they don’t have to worry about soil degradation.” 
 


