AUGUST 2026

.

reen™ "
Revolu‘tloﬁ' Has

Failed Afﬁca

Twenty Years of Evidence
and,What Works Insteag

4



Foreword

For more than two decades, Africa has been promised an
agricultural transformation based on improved seeds, synthetic
fertilisers, mechanisation and  commercial  markets.
Governments were urged to subsidise inputs, reform policies
and attract private investment. Yields would rise, farmers would
prosper and hunger would fall.

Twenty years is long enough to ask: what has this model
delivered?

This report tests those promises against the evidence. Across
the thirteen countries prioritised by AGRA, fertiliser use more
than doubled and cultivated land expanded by 46 per cent, yet
staple-yield growth did not accelerate. Much of the production
increase came from bringing more land under cultivation, while
crops such as millet and sorghum lost ground. Most troublingly,
the number of chronically undernourished people increased by
58 per cent.

This is not an argument against improved seeds, fertiliser or
new technology. Farmers need science, finance, infrastructure
and strong public support. The question is what kind of food
system these investments are building, who controls it and who
benefits.

Across Africa, farmers are already building alternatives:
restoring soils, conserving and exchanging seed, integrating
crops, trees and livestock, and reducing dependence on costly
external inputs. Women and young people are developing
enterprises around biofertilisers, indigenous foods, processing
and territorial markets. These are practical responses to
climate change, rising input costs, declining biodiversity and the
need for greater farmer autonomy.

The evidence shows that diversified agroecological systems
can strengthen food security, soil health and farmer agency,
while keeping more value within African communities.
Governments and regional institutions are increasingly
recognising agroecology in policies and strategies. The
challenge is now implementation and financing.

That challenge is urgent. African governments are beginning
another ten-year agricultural strategy under the Kampala
CAADP framework. Decisions taken now will determine where
billions of dollars of public, development and climate finance

go.




Africa is not short of agricultural finance. The question is what
we choose to finance.

We should not spend the next decade rediscovering what the
last twenty years have already taught us. Public investment
should support healthy soils, farmer-managed seed systems,
diversified production, farmer-led extension, local processing
and territorial markets.

Above all, African farmers must no longer be treated simply as
beneficiaries or adopters of agricultural transformation. They
must be its authors.

Africa does not need another Green Revolution. We need a
food systems transformation rooted in our people, our
biodiversity, our knowledge and our right to determine our own
agricultural future.

Dr Million Belay
General Coordinator,
Alliance for Food Sovereignty in Africa (AFSA)
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Executive Summary

The occasion

In 2026, AGRA marks its twentieth year as African governments begin
implementing another ten-year agricultural strategy under the Kampala
Declaration. Eighteen years of national data now make it possible to judge
the Green Revolution model by what it produced.

The issue is larger than whether AGRA met the targets it announced in
2006. It is whether two decades of increased fertiliser use, public subsidy,
commercial seed promotion and policy reform accelerated productivity,
used land more efficiently, strengthened resilience and improved food
security. The evidence shows that they did not. Yet many of the same
assumptions and investment priorities have been carried forward to 2035.

The evidence

The report draws on institutional records, quantitative analysis, peer-
reviewed research and field evidence. Its quantitative core is Timothy
Wise’s 2026 analysis of FAO data across thirteen focus countries over
eighteen years. This is read alongside the Kampala Declaration, the AU’s
2026-2035 Strategy and final Malabo review; AGRA’s policy briefs,
strategy reports and tax filings; and the donor-commissioned Mathematica
evaluation.

None of the institutions that financed the model has undertaken a
comprehensive twenty-year evaluation, and AGRA has not released its
monitoring data for independent assessment. The available evidence is
therefore incomplete. But the convergence of national data, donor
evaluation, institutional records and peer-reviewed research is strong
enough to reach a clear verdict.

Six findings

Twenty years of investment did not accelerate staple yields. Fertiliser
use more than doubled, but weighted staple yields grew by only 1.2 per
cent a year, slightly below the 1.3 per cent annual growth achieved in the
twelve years before AGRA. Maize yields increased but far less than
anticipated while millet, roots and tubers, and groundnut yields declined.

Production growth depended more on expanding cultivated land than
raising productivity. Cropped land expanded by 46 per cent. For most
promoted crops, the area planted grew faster than yields. Maize area
increased by 71 per cent while yields rose 40 per cent; cassava area more
than doubled while its yields fell. This is expansion, not agricultural
transformation.




The model narrowed cropping systems. Millet and sorghum fell from 26
per cent of cultivated land to 16 per cent. The shift displaced crops
important to nutrition, local food cultures and resilience under dry
conditions, while increasing dependence on maize, commercial seed and
purchased inputs.

Hunger rose, and the focus countries gained no measurable advantage.

The number of chronically undernourished people across the thirteen
countries rose by 58 per cent, from 94.6 million to 149.6 million, almost the
same increase recorded across sub-Saharan Africa as a whole. Even
countries with comparatively strong yield growth did not necessarily reduce
hunger. Malawi recorded the strongest staple-yield growth in the group, but
its number of undernourished people still rose by 61 per cent.
Senegal shows that better outcomes did not require input-led intensification
as the organising model. Over the same period, it increased its staple-yield
index by 73 per cent, retained millet, sorghum and groundnuts, used
roughly half as much fertiliser per hectare as the AGRA-country average
and reduced hunger by half. Senegal is not a controlled experiment or a
completed agroecological transition, but its record demonstrates that the
Green Revolution pathway was not a necessary condition for productivity
or hunger reduction.

Public costs rose while benefits remained unproven. African
governments, not philanthropy, became the model’s principal financiers
through subsidy programmes that in some countries consumed most of the
agricultural budget. AGRA’s own studies describe many of these
programmes as costly, poorly targeted, fiscally unsustainable and
vulnerable to diversion or elite capture. Evidence of sustained income
gains remains weak, and AGRA itself acknowledged that it could not
demonstrate a causal relationship between its work and farmers’ incomes.

The model is being expanded despite the evidence. AGRA has moved
from directly promoting smallholder productivity towards policy advice,
private-investment facilitation and programme implementation. At much
greater financial scale, the African Development Bank, World Bank and
Kampala CAADP framework continue to promote commercial seed,
fertiliser, mechanisation, agro-industrialisation and private investment.
CAADP moves the goals of ending hunger and halving poverty forward by
another decade without adequately accounting for why the previous
strategy failed.



What works instead

The choice is not between continuing the present model and withdrawing
support from farmers. A substantial body of evidence supports a different
investment strategy based on diversified agroecological systems.

Reviews cited in this report find that agroecological approaches can
maintain or improve production while strengthening food security, soil
health, resilience, resource efficiency and farmer agency. One review
found positive food-security or nutrition outcomes in 78 per cent of the
studies examined; another found higher yields in 63 per cent of smallholder
comparisons reporting vyield, alongside improvements in multiple
adaptation indicators. These findings do not mean that every
agroecological practice outperforms every conventional system. They show
that agricultural performance must be judged across the whole farm and
food system, not only by the yield of one commaodity.

The practical elements already exist: biological soil fertility that reduces
recurring input costs; diversified farms integrating crops, trees and
livestock; locally adapted and farmer-managed seed; climate-resilient
farming based on diversity and healthy soils; agroecological enterprises
and territorial markets that keep more value locally; and public and farmer-
led extension based on experimentation and shared knowledge rather than
input sales.

Increasingly, these approaches also have a policy base. Agroecology is
now recognised in the CAADP Strategy and Action Plan. ECOWAS
operates a regional agroecology programme across its member states,
while East Africa is considering an EAC Agroecology Bill. By early 2026,
national agroecology strategies or laws had been adopted in Benin,
Burkina Faso, Ethiopia, Kenya, Tanzania and Tunisia, with several other
countries developing their own. Kenya’'s Murang’a County has gone
further, giving agroecology the force of law, with other counties adopting
policies of their own.

This uptake matters. The alternative is no longer confined to civil-society
projects or isolated farming communities. African governments, regional
institutions and local authorities are beginning to put agroecology into
official policy. But adoption is running ahead of implementation: many
strategies still lack budgets, indicators and institutional support, and
evidence of their effect on the ground remains limited.




What needs to change

The policy argument has moved on. The question is no longer simply
whether African governments should recognise agroecology; a growing
number already do. The task now is to fund and implement what has been
adopted.

Africa is not short of agricultural finance. Governments spend heavily on
input subsidies; the African Development Bank has mobilised tens of
billions of dollars; the World Bank plans to raise its agribusiness and agri-
finance commitments to USD 9 billion a year; and climate funds,
foundations and bilateral donors contribute hundreds of millions more.
Meanwhile, the CAADP Strategy itself commits governments to repurpose
producer support towards higher-value outcomes.

The report therefore asks seven institutions to redirect a defined and rising
share of existing commitments towards farmer-managed seed systems,
diversified agroecological farming, biological soil fertility, public research
and extension, local processing and territorial markets. The proposal is not
simply to spend more, but to move resources behind a transition that
African institutions have already begun to endorse. The opportunity is
immediate: Kampala CAADP Strategy must be translated into national
plans by 2028, and its indicators are being determined now.

. African governments: redirect at least 10 per cent of existing subsidy
budgets by 2028, 25 per cent by 2030 and one-third by 2035 towards
farmer seed systems, public extension and agroecology.

. The Gates Foundation: condition future funding on independent
evaluation and secure the release of AGRA’s withheld monitoring data.

. Germany: protect and expand its agroecology commitments and
redirect former AGRA support towards agroecology and public
extension.

. The Mastercard Foundation: ensure its youth programme
demonstrably reaches women and poorer farmers, with independent
assessment of who benefits.

. The Green Climate Fund: prioritise genuine adaptation and prevent
input-intensive programmes from receiving an adaptation label without
evidence of resilience.

. The African Development Bank: disclose what its climate-labelled
agricultural finance supports and redirect a rising share towards
diversified, low-input agroecological systems.

. The World Bank Group: devote a defined and increasing share of its
planned agricultural finance to diversified and agroecological systems,
with published outcome indicators.

Twenty years is long enough to judge the Green Revolution model by its
results. The evidence does not justify another decade of the same priorities
at greater scale. African farmers and organisations are already rebuilding
soils, strengthening resilience, protecting seed diversity and creating local
markets; increasingly, African governments and regional institutions are
putting agroecology into policy as well. The next step is to move public
money behind that transition. The next ten years should fund what is
working rather than repeat what failed.
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Introduction

In 2006 the Gates and Rockefeller foundations launched the Alliance for a
Green Revolution in Africa with USD 150 million and Kofi Annan as its first
board chair. AGRA promised to double yields and incomes for thirty million
smallholder households and halve food insecurity by 2020. The targets were
not met and later disappeared from its website.

In September 2022 the organisation replaced its full name with the acronym
AGRA and repositioned itself as a food-systems facilitator. The rebrand has
allowed it to distance itself from the original targets, while improved seed,
synthetic fertiliser and policy reform remain central to its approach [4].

This report is published in AGRA’s twentieth year and launches at the Africa
Food Systems Forum in Kigali, the event AGRA founded as the African Green
Revolution Forum. Its subject, however, is larger than one organisation.

The Green Revolution in Africa has been financed mainly by African
governments through fertiliser and seed subsidy programmes, and it now
operates at far greater scale through the African Development Bank and the
World Bank Group.

In January 2025 many of its core assumptions were carried into the Kampala
CAADP Declaration for a further decade. The central argument of this report is
therefore not simply that AGRA missed its targets. It is that the model failed
on the terms its promoters set, then migrated into government subsidies,
development-bank finance and continental policy through 2035.

The report tests that argument against productivity, land use, hunger and
income outcomes, then examines what a different allocation of existing public
and development finance could support.

How this report is built

The evidence comes largely from the institutions concerned and can
be checked against their own documents. It is organised around four
sources.

Donor evaluations: The first phase of the partnership was
assessed in an evaluation commissioned by AGRA’s own
donors and conducted by Mathematica [1]. AGRA described
the evaluation as independent, evidence-based and data-
driven [8].

The model
failed on the
terms its
promoters set,
then migrated
into
government
subsidies,
development-
bank finance
and
continental
policy through
2035.



AGRA'’s institutional record: AGRA’s own record: its
policy briefs [16], its Life of Strategy report [33], its tax filings
[5], and the public statements of its outgoing and incoming
presidents [4][12].

National FAO data: The national data held by the FAO,
analysed independently by Timothy Wise at Tufts University
across the full eighteen years [32], after AGRA declined to
release its own monitoring and evaluation data to
independent researchers.

African Union governance documents: The African
Union’s own record: the Kampala Declaration, the
Comprehensive Africa Agriculture Development Programme
(CAADP) Strategy and Action Plan, and the fifth Biennial
Review [3][40][41][53].

Taken together, these sources do not constitute a commissioned
twenty-year evaluation, because none of the organisations that
financed the model has undertaken one. That absence is itself
significant. The Tufts assessment is the closest available review,
assembled from public data after AGRA declined to release its own
monitoring information.

What follows

Part | assesses productivity, land use, hunger and incomes. Part
compares the record with Senegal. Parts Ill and IV trace AGRA’s
changing role and the financing of the wider model. Part V
examines its continuation under Kampala. Parts VI and VIl set out
the evidence for an alternative and the institutional changes
needed to fund it.

Throughout this report, the thirteen focus countries are those
AGRA prioritised: Burkina Faso, Ethiopia, Ghana, Kenya, Malawi,
Mali, Mozambique, Niger, Nigeria, Rwanda, Tanzania, Uganda and
Zambia.






Yields grew
more slowly
than before
the model
arrived.
Production
rose by
clearing land,
not by raising
yields.

Part l. The verdict on the
Green Revolution

Eighteen years of national data now allow the Green Revolution model to be
judged by what it produced. During this period, fertiliser use more than doubled
and cultivated land expanded by 46 per cent. Yet staple-yield growth did not
accelerate, several important food crops declined, and hunger rose sharply.

These results matter independently of AGRA’s original targets. Even against a
more modest test, whether two decades of investment produced faster
productivity growth, greater resilience or better food security, the model failed.

AGRA nevertheless made explicit commitments when it was launched in 2006: to
double yields and incomes for thirty million smallholder households and halve
hunger by 2020. African governments made related commitments at Maputo and
Malabo. None was achieved.

Yields grew more slowly than before the model arrived.

Maize, the crop AGRA backed most heavily, grew 40 per cent in eighteen years
(1.9 per cent a year) against a goal of doubling. Sorghum grew 3 per cent; millet
fell 17 per cent; roots and tubers fell 10 per cent; and groundnuts fell 11 per cent
[32]. Across all staples, the Staple Yield Index grew 1.2 per cent a year, below the
1.3 per cent achieved by the same countries in the twelve years before AGRA
[32].

Fertiliser use more than doubled to 26 kilograms per hectare, but the countries
using most did not gain most: Zambia reached 71 kilograms per hectare while
maize yields rose only 14 per cent over the full period [32].

Continuous synthetic fertiliser without organic-matter replenishment is also
associated with soil acidification and declining returns [62]. Because AGRA
declined to release its monitoring data and published less after 2020, this
assessment rests on the public record [32].



Figure 1. Annual growth of the Staple Yield Index across the thirteen focus
countries, against the rate the promise required.

Staple yields grew more slowly under AGRA than before it,
and slowed further after 2018
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Production rose by clearing land, not by raising yields.

Cropped land expanded 46 per cent between 2006 and 2024. Maize area grew 71
per cent against 40 per cent yield growth; rice area nearly doubled; and cassava
area more than doubled while cassava vyields fell 21 per cent [32]. Meanwhile,
millet and sorghum, both more drought-tolerant than maize, fell from 26 per cent
of cropland to 16 per cent, and millet production dropped 27 per cent [32].
AGRA’s former president acknowledged that production growth has relied on
bringing degraded land into cultivation [4], while the AU’s 2026—-2035 Strategy
identifies land expansion and degradation as continuing problems [41].

Figure 2. Production, area and yield growth by crop, 2006-2024: for nearly
every crop the model promoted, area growth outpaced yield growth. [Data
from Wise (2026) [32].]

Land expansion, not productivity, drove production growth
in AGRA's thirteen focus countries
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Narrower cropping systems carry a biodiversity cost the model does not price in.
A 2026 UK government national security assessment finds that food production is
"the most significant cause of terrestrial biodiversity loss" worldwide, and that this
loss is now itself among the biggest medium-to-long-term threats to food
production, acting through depleted soils, declining pollinators, and more volatile
drought and flood conditions [83]. Vertebrate populations have fallen by an
average of 68 per cent since 1970, and freshwater species by 84 per cent over the
same period [83]. The shift toward maize monoculture and away from millet and
sorghum narrows the on-farm diversity that supports pollinators and soil
organisms, compounding the acidification already associated with continuous
synthetic fertiliser use [62]. The loss is not confined to the crops themselves; it
extends to the ecological systems the next decade of yields will depend on.

The promised fall in hunger did not come.

Across the thirteen countries, the number of chronically undernourished people
rose from 94.6 million in 2004—-06 to 149.6 million in 2022—-24, an increase of 58 per
cent [32]. Across sub-Saharan Africa as a whole, the increase was 60 per cent. In
aggregate, the countries prioritised for Green Revolution investment performed no
better than the wider region.

Only Ethiopia and Ghana reduced the number of undernourished people. Nigeria
accounted for more than half of the increase; Kenya more than doubled to over
twenty million; and hunger in Malawi rose by 61 per cent despite the strongest
staple-yield growth in the group. The evidence does not support the assumed
progression from commercial inputs to higher yields to lower hunger.

AGRA had originally committed to halving hunger by 2020. The outcome was not
simply short of that target: hunger moved sharply in the opposite direction,
including for rural food producers [63].

Figure 3. Change in the number of chronically undernourished people by country,
2006-2024, with Senegal for comparison. [Data from Wise (2026) [32].]
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Incomes cannot be shown, and the gaps are themselves evidence.

Rural poverty data is patchy, and where it exists poverty fell faster before the
model than during it [32]. AGRA conceded the point: reporting on PIATA
(Partnership for Inclusive Agricultural Transformation in Africa) in 2022 it said it
could not demonstrate causality between its work and farmer incomes, in the same
document that claimed 37 million farmers reached [33]. Reaching a farmer is an
activity; raising that farmer's income is an outcome, and it is the outcome AGRA
could not show. There is no baseline for improved-seed adoption before the model,
AGRA's data is withheld, and the AU's own Biennial Review notes that missing data
scored as zero masks the true gaps [53].

The costs fell unevenly.

In northern Ghana, mechanised ploughing enlarged farms while women's tasks
stayed manual and cleared the shea and dawadawa trees women rely on for
income [39]. In Burkina Faso, gender appeared in project documents but not in
design [39]. Consolidation competes for land and pushes the smallest producers
off it.

Independent evidence converges.

A 2025 systematic review screened 364 studies and found, among 38 empirical
assessments, twenty-three negative outcomes against eleven positive ones. It
judged the model unpromising as a basis for a sustainable food future and noted
that a third of the studies were funded by institutions supporting the model [36].
The Mathematica evaluation, described by AGRA as independent [8], likewise
found the headline goal unmet, weak evidence of transformation, and gains
concentrated among younger, wealthier and mostly male farmers [1]. The
convergence of donor evaluation, national data and peer-reviewed literature
explains why the continuing policy framework now requires scrutiny.




Part ll. Senegal: what a
different path produced

Over the eighteen years in which hunger rose 58 per cent across the thirteen
focus countries, it fell by half in Senegal, next door and outside the model.
Senegal brought undernourishment below 5 per cent, meeting the CAADP target
the focus countries never approached and sitting far below the continental
average of around 21 per cent; among the thirteen, only Ghana came close, at 6.5
[32]. Senegal was not an AGRA focus country, and input-led intensification of a
priority staple has never organised its agriculture. What that does and does not
show is the subject of this part.

Senegal’s gains were broad, and led by the crops the model displaced. Millet
yields rose 85 per cent, sorghum 75 per cent, and roots and tubers 79 per cent.
Overall, Senegal’s Staple Yield Index grew 73 per cent, compared with 25 per cent
across the AGRA countries [32].

Millet and groundnuts retained or gained land rather than being displaced by
maize: groundnut area rose 77 per cent and yields 56 per cent, while groundnut
yields across the AGRA countries fell 11 per cent [32]. Senegal achieved this with
about 14 kilograms of fertiliser per hectare, half the AGRA-country average and
less than a third of the Abuja target [32][45]. By contrast, Zambia reached 71
kilograms per hectare but increased maize yields by only 14 per cent, while
Malawi’s strong staple-yield growth coincided with a 61 per cent rise in hunger
[32].

Figure 4. Yield growth 2006-2024, Senegal against the AGRA thirteen countries.

Senegal, outside the AGRA model, outgrew the AGRA countries
on every staple except maize, and cut hunger by half
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Senegal is not an anti-Green-Revolution case. In Senegal’s groundnut basin the
state has run commercial monocropping for export for decades, with improved
seed, subsidised fertiliser and mechanisation, and the basin carries the costs:
declining fertility, lost tree cover, indebtedness, dietary narrowing. Two things
separate it from what AGRA promotes.

Over the
eighteen years
in which
hunger rose
58 per cent
across the
thirteen focus
countries, it fell
by half in
Senegal, next
door and
outside the
model.



Groundnut is a legume that fixes its own nitrogen, so it does not create the maize
monoculture's dependence on continuous external nitrogen. And rotation
through millet and sorghum persisted alongside it. The intensification was built
around a soil-building crop and kept the traditional cereals in the ground.

Senegal supported its farmers heavily, but spent differently. Senegal runs one of
West Africa’s larger subsidy programmes. By 2018 it absorbed around a third of
the agriculture budget; in 2020/21, roughly half of about USD 100 million went to
seed and 40 per cent to fertiliser [45]. Support covered groundnut, cowpea, rice
and maize, including crops farmers already grew. Beyond the groundnut basin,
policy remained plural, encompassing millet and sorghum, livestock, horticulture,
fisheries and, more recently, agroecology [61]. Unlike AGRA’s narrower
productivity theory, Senegal’s approach also addressed stability, access, nutrition
and farmer agency [61].

Senegalese farmers have standing in policy, and civil society drives agroecology.
Since 2004, agriculture has operated under a framework law drafted with rural
organisations. It treats the family farm as the basis for modernisation and
recognises farmers’ role in making and evaluating policy [43]. Agroecology has
also been driven from below: after a 2019 presidential declaration, farmer,
women’s, NGO and research organisations formed DyTAES, now a coalition of
more than ninety bodies [59][60]. This cannot explain most of the earlier gains,
and peer-reviewed research describes state support as uneven while
conventional projects continue [44].

What Senegal is not. It extensified heavily, expanding cropland 74 per cent, and
it remains a major food importer, around USD 1.9 billion a year [32][47]. Its
model is contested as two-speed, industrial agriculture beside smallholders, with
land conflict in the river delta [44]. No national agroecological transformation has
happened. The transition is uneven.

Senegal is not a template, and did not get its results by refusing the model's tools.
What the record supports is smaller and still substantial: a country that ran the
same years, region, pandemic and price spike, with comparable public investment
but without input-led intensification as its organising strategy, grew staple yields
three times as fast, kept its traditional crops, and halved hunger while Kenya's
doubled [32].

Senegal differs from the AGRA focus countries in more than farm policy: a coastal
fishery and horticulture sector, high remittances and urbanisation, and freedom
from the conflict that drove hunger in Mali, Niger and northern Mozambique. Any
of these could have helped, and no national outcome has a single cause. This is a
comparison between countries, not a controlled trial. What it shows is that the
good outcomes did not need the input-led model.

The Senegal exception is being enrolled into the Green Revolution model.
AGRA's seed programme now runs in Senegal; the African Development Bank's
first emergency-food loan anywhere, EUR 121 million in 2022, funded certified
seed and fertiliser for 850,000 farmers and 350,000 new hectares there [19]. In
December 2025 the AfDB-backed Agropole Centre opened in the groundnut and
millet basin [47], and in February 2026 the World Bank launched the AgriConnect
Senegal Compact around grains, horticulture and livestock, aligned to Senegal's
Food Sovereignty Strategy [46]. Food sovereignty, the movement's language, is
now the frame for an agro-industrial pipeline. Whether two decades of hunger
reduction survive the next is the question this counter-example poses.
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Where it did
not change
farming, it
changed the
rules of
farming.

Part lll. What AGRA is
and was

AGRA sits inside the model's story as one actor among many, and not the largest.
It never funded a national subsidy programme and never matched the
development banks' spending. Over twenty years it received well over USD 1.5
billion, about two-thirds from the Gates Foundation [5][8]; Malawi has spent
more than that on inputs in a decade. What AGRA built, what it became, and how
it changed over its last six years is the subject here, because the model's
continuity runs through it.

AGRA 1.0: building the supply side, 2006-2016

The first decade built the machinery of input agriculture. Launched in 2006 with
USD 150 million from Gates and Rockefeller and Kofi Annan as chair, AGRA
assembled the pieces the model needed: a seeds programme, a soil-health
programme funded with about USD 180 million [48], market and education work,
and policy capacity. By its own account it trained 680 crop-science graduates,
facilitated 562 new varieties, supported nearly 600,000 tonnes of seed, and
capitalised a fertiliser-industry body with USD 25 million [8][33]. These were real
achievements in building a supply side. What the decade's data showed is that a
supply side alone did not deliver the promised gains in yields, incomes or food
security.

AGRA 2.0: PIATA and the delivery network, 2017-2022

The second phase built the network that carries inputs the last mile, and it is
what reached farmers. In 2017 the donors pooled funding into PIATA,
coordinating Gates, Germany's KfW, Rockefeller, the UK's FCDO and USAID
around seed, fertiliser, advice and policy. AGRA reports 42 policy reforms, USD
1.4 billion mobilised, 33,000 Village-Based Advisors and 9,000 agro-dealers, with
75 per cent of the farmers it reached adopting fertiliser and 48 per cent improved
seed [33]. That network is AGRA's most tangible achievement, and the
Mathematica evaluation found its structural flaw: in several countries it runs as a
commission-based input-selling operation put in the place of public extension,
which it cannot replace [1][51]. Public extension across the AGRA countries
stayed at roughly one officer per thousand farming households throughout [51].
The funders' evaluation found AGRA missed its headline goal and the
transformation evidence weak, valued its whole farmer-facing work at about USD
10 per smallholder over five years, and judged the network unsustainable
without continued subsidy [1][8].




What AGRA sells: policy reform

Where it did not change farming, it changed the rules of farming. Mathematica
called policy AGRA's consistent success, crediting 72 reforms across eleven
countries in five years [1]; the Life of Strategy report says 42 [33], and the gap is
unexplained. The method was direct placement of AGRA consultants and
seconded staff inside ministries [1]. The evaluators name the consequence:
AGRA's success incentivised governments to request more AGRA support rather
than build their own capacity, and they found no evidence governments would
run the next generation of programmes without it [1]. The content followed who
was in the room: Nigeria's 2019 fertiliser-quality Act, plant-variety-protection
laws to attract agribusiness, and Tanzania's 2015 accession to UPOV restricting
farmers' saving and exchange of seed [15]. Civil-society consultation, the
evaluators heard, typically came after programmes were already designed [1].

Zambia: from NAIP Il to CATSP

The clearest recent case shows the AGRA policy method in one country. In 2021
Zambia began a second National Agriculture Investment Plan through a broad
stakeholder process; ZAAB and others pressed to build on what had worked for
smallholders, livestock, fisheries and nutrition [14]. That process was overtaken.
By ACB and ZAAB's account, consultants sponsored by AGRA and the FAO
introduced a new framework, the Comprehensive Agricultural Transformation
Support Programme, with little consultation, reorienting the strategy to
commercial maize, wheat and soybean supply chains and private aggregation
[64]. AGRA's Zambia manager likened its role to the government's own
programme unit; an embedded AGRA consultant led the drafting and, by ZAAB's
account, was the only person able to explain it at validation [14]. Standing
Agricultural Transformation Offices were set up inside government to align policy
with the agenda [14]. The orientation was stated openly: in May 2023 the then
permanent secretary suggested inefficient smallholders should leave farming for
commercial operations [14]. ZAAB's Mutinta Nketani put the objection plainly,
that an organisation which failed its own goals with its own model has "no
authority... to guide policy." Zambia is one country, but member states must
write the Kampala CAADP framework into national plans by 2028, so the level
matters.

AGRA 3.0: the rebrand and after, 2022—present

The name and targets changed; the model remained. In September 2022 the
organisation dropped ‘Alliance for a Green Revolution in Africa’ for the acronym
AGRA, without a public explanation [9]. Agnes Kalibata later said the “Green
Revolution ship has sailed”, while continuing to support improved seed and
selected fertilisers. The 2023-2027 strategy shifted from direct smallholder-
productivity targets towards policy facilitation, convening and private-investment
mobilisation. President Alice Ruhweza has described de-risking private capital and
building trade corridors as central to the operating model [12][13]. AGRA is now
primarily a policy adviser, implementer, convener and investment facilitator; the
model it promoted is being carried at much greater scale by other institutions.



Who pays, and who benefits

AGRA’s funding has become more fragmented.Gates remains the anchor, adding
USD 200 million after the evaluation it co-funded found the headline goals unmet
and retaining two board seats [9]. Rockefeller stopped funding core work, USAID
exited in 2025, and Germany curtailed bilateral support [9][25][26]. Restricted
programmes now include the Mastercard Foundation’s USD 350 million youth
initiative and the Green Climate Fund’s USD 105 million post-harvest programme
[271[28]. AGRA reported record revenue of about USD 127 million in 2024:
roughly USD 34 million went to staff, USD 17 million to management, and USD 40
million was granted onward to African delivery organisations [5]. In Mozambique,
the Mathematica evaluation identified fertiliser and hybrid-seed investment by
Yara, Bayer and Klein Karoo among the clearest private-sector outcomes [1].

The balance sheet

AGRA’s tax filings in USA show revenues rising sharply after its 2022 rebrand,
from about USD 80 million that year to roughly USD 128 million in 2023 and USD
127 million in 2024. A USD 43 million surplus in 2023 nearly doubled its net
assets, while spending rose to USD 115 million in 2024. Of that, USD 16.8 million
went on management and general expenses and around USD 34 million on staff,
compared with USD 40 million granted to African organisations for delivery.
Compensation for officers and key employees quadrupled from USD 0.9 million in
2021 to USD 3.8 million in 2024, with the outgoing president receiving USD
368,784 in her final year. Contributions provide about 96 per cent of AGRA’s
revenue.

Editing the public record

In January 2026 the Bureau of Investigative Journalism documented a
coordinated effort to strip critical material about AGRA from its Wikipedia page.
The changes were made by a network of twenty-six sock puppet accounts that
Wikipedia later banned on suspicion of undisclosed paid editing, and which the
Bureau linked to Web3 Consulting, a subcontractor used by the London public
relations firm Portland Communications. Both AGRA and the Gates Foundation
are named as Portland clients [30].

The edits went to the heart of the record on AGRA’s performance. One account
altered the deadline for AGRA’s founding goal of doubling the incomes of thirty
million farmers, moving it from 2020 to 2021. A month later, a second account
deleted the page’s entire evaluation section and removed the citation to the
Tufts University assessment showing that AGRA had missed its own targets [2],
the same body of evidence on which this report’s verdict rests. Wikipedia
reverted the changes once the Bureau exposed them.

Asked to respond, AGRA confirmed that it had hired Portland but said it had “no
knowledge of, nor any association with, Web3 Consulting”, and that its policies
prohibit breaching the terms of service of external platforms. The Gates
Foundation did not respond to the Bureau’s request for comment [30].
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Part IV. Who pays for the
Green Revolution

Twenty vyears of Green Revolution programming has been financed
overwhelmingly by African governments, not by the Gates Foundation, which paid
to design the model and its policy architecture, and not by AGRA, which never
funded a subsidy programme. This is the part most accounts leave out.

African governments are the largest funders, and the programmes predate
AGRA. Malawi has run an input subsidy programme since the late 1990s, Zambia
since the early 2000s, both designed by governments for domestic food security,
not by AGRA, which does not administer or pay for them [17]. AGRA's own June
2024 briefs put fertiliser-subsidy spending across eleven focus countries at about
USD 35 million a year each between 2017 and 2022, from USD 72 million in Kenya
down, at subsidy rates averaging 57 per cent [16]. Total programme costs run
higher: Michigan State University estimates put peak-year costs at USD 180-239
million in Zambia and USD 152-275 million in Malawi, a quarter to three-quarters
of the agricultural budget in each case [17]. Subsidies reached 60 per cent of
Malawi's entire agricultural budget in 2022 [16]. Against that, AGRA spent USD 115
million across its whole organisation and all thirteen countries in 2024 [5]; Malawi
alone spends more than twice that on one programme [17]. No institution
publishes a continental total; estimates assembled from budgets run near a billion
dollars a year across the focus countries [31]. The largest category of African
agricultural spending is counted nowhere.

AGRA’s own 2024 briefs present a severe critique of these subsidy programmes.
They describe them as high-cost, fiscally unsustainable and liable to crowd out
agricultural research and extension [16]. The briefs also document diversion of
subsidised fertiliser in Malawi, elite capture in Tanzania, entrenched maize
monoculture, and commissioned studies finding no significant effect on prices in
Nigeria, labour in Ethiopia or net crop income in Kenya [16].

Farmers want the support fixed, not ended. A 2024-25 survey of 371 households
across four Zambian districts found 91 per cent valuing access to inputs but 88 per
cent dissatisfied overall, with inputs arriving too late to plant, in inadequate
quantities, tied to a rigid e-voucher and locked to maize [38]. Their
recommendation was timely, adequate, flexible support that allows other crops,
including traditional varieties [38].

The philanthropic contribution is modest in delivery, decisive in design. AGRA has
received well over USD 1.5 billion since 2006, almost all from a few foundations
and agencies with Gates the anchor [5][8]. Set against national subsidy budgets,
that is a small share of what delivers inputs to farmers. Its share of designing the
model, building its evidence base and shaping its policy framework is not. The
money that bought the seed and fertiliser came from African treasuries.

The model now runs at development-bank scale. Since 2016 the African
Development Bank has pursued the same package, commercial seed, fertiliser and
mechanisation, under Feed Africa [42].

The money
that bought the
seed and
fertiliser came
from African
treasuries.



Its Technologies for African Agricultural Transformation (TAAT) programme reports
reaching over 12 million farmers across 34 countries [18]; its USD 1.5 billion African
Emergency Food Production Facility aimed at 20 million smallholders with certified
seed and fertiliser [19]. The Dakar 2 summit in 2023 mobilised around USD 72
billion of pledges and 34 country compacts [22][42]. The AfDB is now the largest
single financial driver of the input-and-productivity model on the continent.

The World Bank is preparing to operate at still greater scale. An IATP and AFSA
analysis puts its African agricultural disbursements at nearly USD 3 billion a year in
2021-2024 [37]. AgriConnect, launched in October 2025, implements a pledge to
double the Group’s agribusiness and agri-finance commitments from about USD
4.5 billion to USD 9 billion a year by 2030, while mobilising a further USD 5 billion
annually from the private sector [65]. The Bank describes a division in which the
IFC supplies capital and the Bank supports policy reform [37]. This resembles
PIATA’s combination of finance, market development and policy influence, but at a
scale AGRA never approached.

The multinationals are threaded through it. OCP Africa operates in at least a
dozen focus countries with AfDB-backed blending plants [23]; Yara, named in
AGRA's Mozambique evaluation, expands advisory services [23]; the AU's 2024
Fertilizer and Soil Health Summit adopted a roadmap to triple continental fertiliser
use [14].

Taken together, the sums are substantial: national subsidy budgets in the hundreds
of millions each year; USD 1.5 billion behind one AfDB facility and USD 72 billion in
Feed Africa pledges; USD 9 billion a year planned by the World Bank; and well over
USD 1.5 billion received by AGRA since 2006. African agriculture is not short of
investment in this model. The central question is what those resources produced
during a period when staple yields slowed, cropland expanded 46 per cent and
hunger rose 58 per cent.



Part V. Rolled forward:
the model to 2035

The African Union has now issued its own final scorecard for the Malabo period.

Under Malabo, leaders promised to end hunger and halve poverty by 2025, with
progress measured every two years. The number of countries judged on track fell
from twenty in 2017 to four in 2019, one in 2021 and none in 2023 [3]. The fifth

and final review, presented in February 2026, found that none of forty-five The Kampa|a
reporting states reached the overall benchmark and that the continent met none
of its seven commitments [53]. Ending hunger scored 3.38 against a benchmark of CAADP
9.24. The AU concluded that a narrow focus on production was inadequate and DeClaratiOn
that incremental gains were insufficient [53]. The review’s data ends in 2024, and
its treatment of missing data may understate some information gaps. does not

_ , _ mention
CAADP extends the model despite the evidence. In January 2025, African leaders
adopted the Kampala Declaration and its 2026—2035 CAADP Strategy [40][41]. The agroeCO|Ogy,
new framework retains input intensification, improved seed, subsidy programmes, fOOd
agro-industrialisation and private investment as central instruments, despite the
weak results recorded under the preceding period. Sovereignty or

It also moves the goals of ending hunger and halving poverty forward by another farmer
decade, without a substantive accounting of why the previous strategy failed to
achieve them. The problem is therefore not merely that a deadline has changed. It managed Seed
is that the underlying diagnosis and investment model remain largely intact.

systems.

The financing objective recasts public spending as a distraction. Explaining why
few countries meet the Maputo pledge of 10 per cent of spending on agriculture,
the Strategy says the target distracted from the mechanisms needed to de-risk the
sector and attract private investment [41]. What follows is a de-risking
programme: blended finance, debt-for-climate swaps, diaspora bonds, an agrifood
financing facility, and a private-sector-led advisory council [40][41]. The vocabulary
is AGRA 3.0's; Ruhweza welcomed the same shift from donor funding to
investment [12]. Climate finance is one channel this opens, and the model is
already moving through it: the AfDB reported 54 per cent of its 2025 approvals,
USD 5.9 billion, as climate finance [66], and AGRA's post-harvest programme is
Green Climate Fund adaptation money [28]. The World Bank frames its own
expansion the same way, presenting de-risking instruments and climate finance as
sources, noting agriculture gets only about 4 per cent of climate finance globally
[65]. The de-risking language of Kampala, of AGRA and of the two largest bank
agendas has converged on one vocabulary.

The omissions reveal the framework’s priorities. Kampala does not mention
agroecology, food sovereignty or farmer-managed seed systems [40]. In the
Strategy, agroecology appears twice as an appended phrase, food sovereignty once
as an aspiration, and farmer seed systems once without a target or responsible
institution. Agro-industrialisation, by contrast, heads a strategic objective with
numerical commitments [41]. Governance follows the same pattern: the
framework creates a private-sector-led advisory council but no equivalent farmer-
led body, while farmers are treated mainly as adopters and civil society as
advocates [40].




AFSA’s Million Belay, who participated in the 2024 drafting process, reported that
civil-society proposals on agroecology and farmer seed systems were rejected [14].

Livestock is the model's newest frontier, financed the same way. The AgriConnect
Senegal Compact folds livestock into the same grains-and-horticulture package
that has defined input-led agriculture elsewhere on the continent [46], and the
World Bank's wider role in African livestock projects is now large enough to
warrant its own analysis [37]. The same logic that drove maize into monoculture is
being extended to animals: capital-intensive, industrial operations that
outcompete smallholders and pastoralists for market share and undercut their
livelihoods. These systems depend on feeding soy and cereals to animals, which
convert them into meat, milk and eggs at a fraction of the efficiency of growing the
same crops for direct human consumption [84], and the feed itself is grown in the
same monocultures, reliant on synthetic fertiliser and pesticide, that Part | found
degrades soil and depletes water. Crowding animals at industrial density also raises
the risk of disease emergence and spread [85], which is why such operations
depend on routine antimicrobial use in feed and water, a practice the World
Health Organisation identifies as a driver of antimicrobial resistance in the human
food chain [86]. None of this sits easily beside the African Union's own Animal
Welfare Strategy for Africa, which commits the continent to a leading role in good
animal welfare practice [87], a commitment that the confinement, overcrowding
and routine mutilation industrial systems require cuts directly against.

AGRA is the only philanthropy named in the plan. It appears three times as a
support entity alongside the FAO, AfDB and World Bank [41]. It co-funded the data
for the AU's Seed Sector index and co-organised the 2024 AU Fertilizer and Soil
Health summit. Civil-society organisations seeking exhibition space at the summit
were required to pay the AU exhibition fees directly into AGRA’s bank account.
Eight months later AGRA was a named delivery partner in a strategy adopted by
heads of state.

The Action Plan nevertheless contains elements of an alternative: organic and
biofertilisers, farmer-managed seed systems, indigenous genetic resources,
farmer-led research and extension, farmer field schools and home-grown school
feeding [41]. It also commits governments to repurpose producer support towards
higher-value outcomes [41]. Yet these provisions lack targets, indicators and
budget lines. The indicators are being written now, and states must integrate the
Declaration into national plans by 2028 [3][40]. What is measured and funded will
determine whether these commitments remain marginal or become operational.
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Part VI. What works

A critique of the existing model is incomplete without a credible alternative. This
part applies the same standard used in Part |—peer-reviewed studies, meta-
analyses and institutional evaluations—to the evidence for diversified farming,
biological soil fertility, whole-farm systems, climate resilience, enterprise,
farmer-managed seed and public extension. It then examines how far these
approaches are entering African policy, and whether the finance exists to take
them to scale.

1. The evidence supports diversified agroecological systems across more than
yield alone.

The UN Committee on World Food Security’s High Level Panel of Experts finds
that agroecological approaches can strengthen food security and nutrition
through diversity, resource efficiency, soil health, resilience and greater producer
agency [35]. A 2024 synthesis of scientific reviews and meta-analyses found food-
security outcomes under agroecological systems generally comparable to, and
sometimes better than, conventional alternatives, alongside benefits for soil
health, pest regulation and ecosystem services [34]. A separate review of studies
in low- and middle-income countries found positive food-security or nutrition
outcomes in 78 per cent of cases, while a synthesis of 77 smallholder
comparisons found higher yields in 63 per cent of cases reporting yield and
improvements in several adaptation indicators in at least 70 per cent [36]. These
findings do not show that every agroecological practice outperforms every
conventional system. They show that diversification can sustain production while
improving the resilience, affordability and ecological functions on which
production depends.

2. Biological soil fertility reduces recurring input costs.

Millions of farmers already interplant nitrogen-fixing green-manure and cover
crops. These plants suppress weeds, retain moisture, add food or forage and
rebuild soil organic matter; East African lablab systems have raised maize yields
substantially in the same fields [52]. The main inputs are seed, knowledge and
labour rather than imported fertiliser. Unlike a recurring subsidy, the
investment builds fertility within the farm. Locally produced biofertilisers extend
the same principle. Across AFSA’s Healthy Soil Healthy Food network, thousands
of farmers are making bokashi, fermented liquid fertilisers, composts and
microbial inoculants from manure, crop residues, organic waste and locally
cultured microorganisms. These inputs rebuild organic matter and soil structure,
stimulate biological activity and improve nutrient cycling, while reducing
dependence on purchased synthetic fertiliser. Farmers report improved soil life,
moisture retention and crop performance, with adoption strongest where
ingredients are locally available and results are visible. The evidence is mainly
from farmer-led trials, soil testing and documented field experience [54].
Together, green manures and locally made biofertilisers shift investment from
repeatedly purchasing nutrients towards rebuilding the biological processes that
make nutrients available within the farm.

None of this is
hypothetical.
African
governments,
regional
bodies and
county
assemblies
have drafted
and in places
enacted the
agroecological
alternative;
what stands
between policy
and practice is
money and
political will.



3. Integrating livestock is part of the alternative, not a gap in it.

Part V describes livestock's arrival as the model's newest frontier. The alternative
to industrial livestock production is not a food system without animals; it is
livestock integrated into the diversified systems described throughout this part
rather than separated into industrial units. Manure from farm animals is one of the
main inputs behind the biological soil fertility described above, closing a nutrient
loop that synthetic fertiliser cannot replicate, while animals in turn are fed on crop
residues, grass and agroecological outputs such as catch and cover crops rather
than on grain that could feed people directly [84]. Family livestock systems built on
local breeds cost less to run than the imported hybrid poultry increasingly
promoted across the continent, and carry a lower disease burden than the
confined, high-density operations that concentrate the risk of pathogen emergence
and drive routine antimicrobial use [84][85]. The African Union's own Animal
Welfare Strategy for Africa commits the continent to leadership in good animal
welfare practice [87]; integrated, pasture-based livestock is consistent with that
commitment in a way that caged and crated confinement is not.

4, The alternative is a living, diversified whole-farm system.

Biofertilisers, green manures and compost work best not as isolated input
substitutions but as parts of diversified farming systems that integrate crops, trees,
livestock, water and soil management. AFSA members and the Agroecology
Coalition document how this works in practice.

These publications rely largely on project monitoring and farmer testimony rather
than controlled trials, so they are used here as illustrations, not as independent
proof. Their common feature is integration: trees, water, crops, livestock, soil
restoration and local markets are treated as one system rather than as separate
input packages.

In Kenya, a PELUM project with 2,700 tea and coffee households combined farm-
made inputs, livestock, agroforestry and food crops; an end-term survey of 150
households reported improved incomes for 73 per cent, and four county
governments adopted agroecology policies [67]. In northern Tanzania, a project
reaching almost 1,500 farmers (more than 70 per cent women) restored 220
hectares, planted over 100,000 trees and contributed to the country’s 2023
organic-agriculture strategy [68]. Other AFSA cases report income, food-security,
resilience and enterprise gains [56][57]. These outcomes are partly self-reported,
but they show that diversified systems are already being implemented at
meaningful scale.

5. Diversification builds resilience to climate shocks.

Agroecological farms spread risk across crops, livestock and trees instead of
depending on a single crop and a narrow package of purchased inputs. Diverse and
locally adapted seed, ground cover, organic matter and agroforestry improve
water retention, protect soils and give farmers more options when rainfall, pests or
markets fail. Resilience is also social: after Cyclone Idai in Zimbabwe, farmer
networks exchanged local seed and knowledge to restore production.




Agroecology cannot eliminate climate shocks, but it can reduce dependence on
volatile input markets and strengthen farmers’ capacity to withstand, adapt to and
recover from them.

This resilience case has a mirror in the ecological evidence: the same narrowing of
cropping systems documented in Part | is itself a driver of biodiversity loss, which
independent assessments now rank alongside climate change as a direct threat to
future food production [83].

6. Agroecology generates enterprises and markets that retain value locally.

AFSA’s documentation of fifteen African enterprises shows farmers and
entrepreneurs building businesses around biofertilisers, indigenous grains, honey,
herbal products, organic produce, livestock and value-added foods. They process
and brand products, use digital marketing, recycle farm wastes and create territorial
markets that connect producers more directly with consumers. In doing so, they
create demand for indigenous and agroecological foods rather than merely
supplying established markets.

Individual cases demonstrate real commercial potential: a Rwandan closed-loop
livestock and fertiliser enterprise increased revenue fivefold in two years and
employed more than twenty people, while a Ugandan organic-fertiliser business
expanded production from 500 to 4,000 litres between 2023 and 2025, generating
gross sales of up to UGX 48 million [55].

The common obstacles of these cases, scarce finance, costly certification,
inadequate machinery and processing infrastructure, cheap conventional
competition and weak market support, show that agroecological enterprise does
not lack initiative so much as the institutional backing routinely extended to
industrial agriculture.

7. Farmer-managed seed systems protect diversity and reduce costs.

Farmer-managed seed systems supply most of what African smallholders plant,
usually at far lower cost than commercial seed chains. Laws granting breeders
exclusive rights, including Tanzania’s 2015 accession to UPOV, can restrict the
saving and exchange on which those systems depend [15].

AFSA's CROPS4HD studies across five districts of Tanzania document farmers
keeping their own varieties: Karatu alone holds over fifty bean and fifteen maize
landraces across eight community seed banks, with 856 farmers trained and 2.3
tonnes of seed exchanged in one project [69]. A Kilimo Endelevu study found 97 per
cent of the maize landraces it assessed more pest-resistant and 85 per cent
drought-tolerant, and a 2021 analysis found local maize several times richer in iron,
zinc and beta-carotene than an improved comparator [69]. The law runs against it:
the Seed Act of 2003 does not recognise the uncertified seed that is over 70 per
cent of what family farmers plant, and classes farmers' varieties as grain, so their
sale sits under threat of criminalisation [69]. Even a serving ministry official
conceded in 2022 that the drive for high-yielding varieties was pushing prized local
rice towards extinction [69].

Niger points the same way: in Dosso, farmers across seven crops keep their
landraces over the improved seed the national policy promotes, often at a higher
market price, while AFSA's 2023 policy note documents a seed policy built around
improved varieties that restricts exchange [70][71].



Journalists reporting from fourteen countries found the same holding across the
continent, from Ethiopia's community seed banks to Cote d'lvoire's 80 per cent
farmer-saved seed [58].

8. Public and farmer-led extension provides the delivery system.

Kenya's public service runs at about one officer per 1,175 farming households,
barely changed across the AGRA period, while AGRA's 33,000 Village-Based
Advisors are a private network tied to the input trade and counted outside it [51]
[33]. Mathematica's Ethiopia finding is the point: working through the public system
produced AGRA's strongest yield result [1]. Farmer field schools extend that public
capacity, and are already committed to in the Action Plan, without targets or
funding [41].

9. Agroecology is moving from practice into policy.

From continental frameworks down to the county assembly, agroecology has
entered Africa's official agricultural policy over the past six years, and in a few
places it now carries the force of law.

At continental level, agroecology is named in the CAADP Strategy and Action Plan
2026-2035, the technical framework adopted at the African Union's Kampala
Summit in January 2025. The Strategy lists agroecology-based adaptation among its
resilience measures and retains farmer-managed seed systems and climate-resilient
indigenous seeds in its production objective [41]. These references are modest, set
against a framework built mainly around input systems, biotechnology and trade,
but agroecology is now named in the continent's central agricultural strategy.

The clearest movement is regional. Since 2018 ECOWAS has run an Agroecology
Programme through its Regional Agency for Agriculture and Food, funded by the
French development agency and the European Union at around seventeen
million euros and now covering all fifteen member states [73]. East Africa has
gone as far as draft law: the East African Legislative Assembly recognised
agroecology as a strategic priority in November 2024, urged member states to
promote it in July 2025, and now has an EAC Agroecology Bill, 2026 before it,
intended to give agroecological farming a common legal basis across the bloc
[74]. AFSA sits in the coalition behind that bill [75].

Nationally, the pattern is a wave of strategies. Kenya launched its National
Agroecology Strategy for Food System Transformation (2024-2033) in November
2024, with an estimated budget of 26.8 billion shillings [76]. Tanzania signed its
National Ecological Organic Agriculture Strategy (2023-2030) a year earlier, and
that document goes further in substance, proposing regulatory protection for
farmer-managed seeds, support for locally produced bio-inputs, peer-based
certification in place of costly third-party schemes, and a requirement for
ecological produce in public canteens [77]. By early 2026, national agroecology
strategies or laws had been adopted in Benin, Burkina Faso, Ethiopia, Kenya,
Tanzania and Tunisia, with Malawi, South Africa, Uganda, Zambia and Zimbabwe
developing their own [78].




The firmest commitments are sub-national. Murang'a County in Kenya enacted the
Murang'a County Agroecology Development Act in 2022 alongside a ten-year policy,
becoming the first county in Kenya to give agroecology the force of law [79]. Vihiga
and Makueni have since passed county agroecology policies, and several more
counties, among them Nakuru, West Pokot and Kiambu, have developed
frameworks while others draft theirs [80]. Much of this work has been driven by
farmer organisations and civil society, though the consultations behind Vihiga's
policy were facilitated in part by the Food and Land Use Coalition together with
AGRA [81].

The distance between adoption and delivery remains the honest qualifier. Analysts
tracking Kenya's strategy note that, despite the growing number of policies,
evidence of their effect in the field is still thin, and farmer networks warn that
counties must move from writing policies to funding and implementing them [82].
The frameworks now exist, from the CAADP Strategy down to the county Act; the
task of the coming decade is to resource and implement them.

10. The finance is already available.

Governments spend heavily on subsidies that AGRA’s own briefs call unsustainable
[16]. The AfDB has mobilised tens of billions, the World Bank plans USD 9 billion a
year, and climate funds and bilateral donors add hundreds of millions more. The
issue is not the absence of finance but its allocation. The CAADP Strategy already
commits states to repurpose producer support towards higher-value outcomes [41].
Part VII gives that commitment measurable targets.

None of this is hypothetical. African governments, regional bodies and county
assemblies have drafted and in places enacted the agroecological alternative; what
stands between policy and practice is money and political will. The asks that follow
are addressed to the institutions with the means to close that gap.






Part VIl. What needs to change

This report addresses seven institutions that fund and shape African agriculture. It
makes one request of each: redirect a defined and rising share of existing
The prOpOsal commi.tments tc.Jwar-djs farme.r-managed. seed systems, .public .research and
extension, and diversified, low-input farming. The proposal is not simply to spend
iS nOt Slmply more, but to spend differently and publish the outcomes. The timing is immediate:
Kampala took effect on 1 January 2026, national plans are due by 2028, and the

tO Spend first review will report that year.
more, but to
spend African governments

differently and Governments are the largest funders, spending on the order of USD 1 billion a year

pUbllSh the across the.focus countries on subsidie's AGRA's own brief.s call fiscall.y unsustainable
and a drain on research and extension [16][31]. The imbalance is documented:

OUtCOmeS. Zambia's programme has absorbed 72 to 75 per cent of the national agricultural
budget [64]. The CAADP Strategy already commits states to repurpose producer
support towards higher-value outcomes [41]; the ask is to give that a number. As
they write Kampala into national plans by 2028, governments should set a rising
share of existing subsidy budgets for redirection to farmer seed systems, public
extension and agroecology, at least 10 per cent by 2028, 25 by 2030 and a third by
2035, tracked by a new CAADP indicator. This restores a balance one budget line
has distorted; it does not end input support.

The Gates Foundation

Gates added USD 200 million to AGRA's current strategy after the evaluation it co-
funded found the headline goals unmet, and holds two board seats [9]. It should
condition continued agricultural funding on independent evaluation of outcomes,
and use its board position to release the monitoring data AGRA has withheld since
2020.

Germany

Germany curtailed its bilateral support for AGRA, and is already committed to the
alternative: it joined the Agroecology Coalition in 2023 and has raised agroecology
commitments by around EUR 800 million since 2014 [26][72]. As it consolidates a
shrinking budget, it should protect those commitments, channel the support that
once backed the input model towards agroecology and public extension in the
same countries, and carry its evidence-based scepticism into the Green Climate

Fund and the development banks.



The Mastercard Foundation

The Foundation's USD 350 million youth programme is built on gender and
inclusion goals [27] that sit in tension with AGRA's own finding that its benefits
went mainly to younger, male, wealthier farmers [1]. It should direct a defined
share to approaches that demonstrably reach women and the poorest, and
commission independent evaluation of who benefits.

The Green Climate Fund

The Fund’s USD 105 million RE-GAIN programme treats post-harvest loss
reduction as adaptation [28]. As bilateral funding for the input model declines,
climate finance is becoming an increasingly important channel. The Fund should
apply clear adaptation criteria to agricultural programmes, prioritise diversified
and agroecological systems, and prevent input-intensive projects from receiving
an adaptation label without evidence of resilience benefits.

The African Development Bank

The Bank has mobilised tens of billions behind input- and productivity-led
programmes [18][19] and reported 54 per cent of its 2025 approvals (USD 5.9
billion) as climate finance [66]. It should disclose how much of that finance
supports input-intensive agriculture, redirect a rising share towards diversified,
agroecological, low-input systems, apply rigorous adaptation criteria, and publish
outcome indicators for agricultural lending.

The World Bank Group

The Bank has pledged to double its own agribusiness and agri-finance
commitments to USD 9 billion a year by 2030, plus USD 5 billion mobilised from
the private sector, through AgriConnect [37][65]. It should direct a defined and
increasing share to agroecological and diversified systems rather than the input
pathway, and publish outcome indicators allowing independent assessment of
what it produces for smallholders.




Conclusion

Twenty years is long enough to judge the Green Revolution model
by its results.

Across AGRA’s thirteen focus countries, fertiliser use more than
doubled and cultivated land expanded by 46 per cent. African
governments devoted billions of dollars to input subsidies, while
foundations and development agencies financed seed systems,
agro-dealer networks, policy reform and private investment.

Yet staple-yield growth did not accelerate. It was marginally slower
than in the twelve years before AGRA. Production growth relied
heavily on bringing more land into cultivation. Millet and sorghum
lost a large share of cropped area. The number of undernourished
people rose by 58 per cent, almost matching the increase across
sub-Saharan Africa as a whole.

These findings do not mean that every improved seed, fertiliser
application or individual programme failed. Nor do they mean
farmers should be denied useful inputs. They show that input-led
intensification, treated as the organising model for African
agricultural transformation, did not deliver greater productivity,
resilience or food security.

AGRA’s unfulfilled founding targets are one measure of that failure,
but not the only one. Even against basic expectations of a heavily
financed development strategy — faster yield growth, more efficient
land use, improved diets and lower hunger — the record is poor.
Nevertheless, the approach is being extended through the Kampala
CAADP  framework, national subsidy programmes and
development-bank finance to 2035. There is no evidentiary
justification for another decade of the same priorities at greater
scale.

The alternative does not require abandoning public support to
farmers. It requires redirecting that support: towards farmer-
managed seed systems, diversified production, biological soil
fertility, public and farmer-led extension, and agroecological
approaches that reduce dependence on imported inputs.

Africa is not short of agricultural finance. The question is whether
the next decade will continue financing a model that has failed to
transform farming and reduce hunger, or invest in approaches
already rebuilding soils, strengthening resilience and improving
farmer autonomy.

The evidence is in. The next ten years should not repeat the last
twenty.
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	Groundnut is a legume that fixes its own nitrogen, so it does not create the maize monoculture's dependence on continuous external nitrogen. And rotation through millet and sorghum persisted alongside it. The intensification was built around a soil-building crop and kept the traditional cereals in the ground.
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	Senegal is not a template, and did not get its results by refusing the model's tools. What the record supports is smaller and still substantial: a country that ran the same years, region, pandemic and price spike, with comparable public investment but without input-led intensification as its organising strategy, grew staple yields three times as fast, kept its traditional crops, and halved hunger while Kenya's doubled [32].
	Senegal differs from the AGRA focus countries in more than farm policy: a coastal fishery and horticulture sector, high remittances and urbanisation, and freedom from the conflict that drove hunger in Mali, Niger and northern Mozambique. Any of these could have helped, and no national outcome has a single cause. This is a comparison between countries, not a controlled trial. What it shows is that the good outcomes did not need the input-led model.
	The Senegal exception is being enrolled into the Green Revolution model. AGRA's seed programme now runs in Senegal; the African Development Bank's first emergency-food loan anywhere, EUR 121 million in 2022, funded certified seed and fertiliser for 850,000 farmers and 350,000 new hectares there [19]. In December 2025 the AfDB-backed Agropole Centre opened in the groundnut and millet basin [47], and in February 2026 the World Bank launched the AgriConnect Senegal Compact around grains, horticulture and livestock, aligned to Senegal's Food Sovereignty Strategy [46]. Food sovereignty, the movement's language, is now the frame for an agro-industrial pipeline. Whether two decades of hunger reduction survive the next is the question this counter-example poses.
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	Part IV. Who pays for the Green Revolution
	Part V. Rolled forward: the model to 2035

	AFSA’s Million Belay, who participated in the 2024 drafting process, reported that civil-society proposals on agroecology and farmer seed systems were rejected [14].
	Livestock is the model's newest frontier, financed the same way. The AgriConnect Senegal Compact folds livestock into the same grains-and-horticulture package that has defined input-led agriculture elsewhere on the continent [46], and the World Bank's wider role in African livestock projects is now large enough to warrant its own analysis [37]. The same logic that drove maize into monoculture is being extended to animals: capital-intensive, industrial operations that outcompete smallholders and pastoralists for market share and undercut their livelihoods. These systems depend on feeding soy and cereals to animals, which convert them into meat, milk and eggs at a fraction of the efficiency of growing the same crops for direct human consumption [84], and the feed itself is grown in the same monocultures, reliant on synthetic fertiliser and pesticide, that Part I found degrades soil and depletes water. Crowding animals at industrial density also raises the risk of disease emergence and spread [85], which is why such operations depend on routine antimicrobial use in feed and water, a practice the World Health Organisation identifies as a driver of antimicrobial resistance in the human food chain [86]. None of this sits easily beside the African Union's own Animal Welfare Strategy for Africa, which commits the continent to a leading role in good animal welfare practice [87], a commitment that the confinement, overcrowding and routine mutilation industrial systems require cuts directly against.
	AGRA is the only philanthropy named in the plan. It appears three times as a support entity alongside the FAO, AfDB and World Bank [41]. It co-funded the data for the AU's Seed Sector index and co-organised the 2024 AU Fertilizer and Soil Health summit. Civil-society organisations seeking exhibition space at the summit were required to pay the AU exhibition fees directly into AGRA’s bank account. Eight months later AGRA was a named delivery partner in a strategy adopted by heads of state.
	The Action Plan nevertheless contains elements of an alternative: organic and biofertilisers, farmer-managed seed systems, indigenous genetic resources, farmer-led research and extension, farmer field schools and home-grown school feeding [41]. It also commits governments to repurpose producer support towards higher-value outcomes [41]. Yet these provisions lack targets, indicators and budget lines. The indicators are being written now, and states must integrate the Declaration into national plans by 2028 [3][40]. What is measured and funded will determine whether these commitments remain marginal or become operational.
	A Maasai woman wearing traditional beaded jewelry and a patterned cloth wrap stands in an East African village.
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	Part VI. What works

	5. Diversification builds resilience to climate shocks.
	Agroecology cannot eliminate climate shocks, but it can reduce dependence on volatile input markets and strengthen farmers’ capacity to withstand, adapt to and recover from them.
	7. Farmer-managed seed systems protect diversity and reduce costs.

	Journalists reporting from fourteen countries found the same holding across the continent, from Ethiopia's community seed banks to Cote d'Ivoire's 80 per cent farmer-saved seed [58].
	8. Public and farmer-led extension provides the delivery system.
	Kenya's public service runs at about one officer per 1,175 farming households, barely changed across the AGRA period, while AGRA's 33,000 Village-Based Advisors are a private network tied to the input trade and counted outside it [51][33]. Mathematica's Ethiopia finding is the point: working through the public system produced AGRA's strongest yield result [1]. Farmer field schools extend that public capacity, and are already committed to in the Action Plan, without targets or funding [41].
	9. Agroecology is moving from practice into policy.
	From continental frameworks down to the county assembly, agroecology has entered Africa's official agricultural policy over the past six years, and in a few places it now carries the force of law.
	At continental level, agroecology is named in the CAADP Strategy and Action Plan 2026–2035, the technical framework adopted at the African Union's Kampala Summit in January 2025. The Strategy lists agroecology-based adaptation among its resilience measures and retains farmer-managed seed systems and climate-resilient indigenous seeds in its production objective [41]. These references are modest, set against a framework built mainly around input systems, biotechnology and trade, but agroecology is now named in the continent's central agricultural strategy.
	The clearest movement is regional. Since 2018 ECOWAS has run an Agroecology Programme through its Regional Agency for Agriculture and Food, funded by the French development agency and the European Union at around seventeen million euros and now covering all fifteen member states [73]. East Africa has gone as far as draft law: the East African Legislative Assembly recognised agroecology as a strategic priority in November 2024, urged member states to promote it in July 2025, and now has an EAC Agroecology Bill, 2026 before it, intended to give agroecological farming a common legal basis across the bloc [74]. AFSA sits in the coalition behind that bill [75].
	Nationally, the pattern is a wave of strategies. Kenya launched its National Agroecology Strategy for Food System Transformation (2024–2033) in November 2024, with an estimated budget of 26.8 billion shillings [76]. Tanzania signed its National Ecological Organic Agriculture Strategy (2023–2030) a year earlier, and that document goes further in substance, proposing regulatory protection for farmer-managed seeds, support for locally produced bio-inputs, peer-based certification in place of costly third-party schemes, and a requirement for ecological produce in public canteens [77]. By early 2026, national agroecology strategies or laws had been adopted in Benin, Burkina Faso, Ethiopia, Kenya, Tanzania and Tunisia, with Malawi, South Africa, Uganda, Zambia and Zimbabwe developing their own [78].
	The firmest commitments are sub-national. Murang'a County in Kenya enacted the Murang'a County Agroecology Development Act in 2022 alongside a ten-year policy, becoming the first county in Kenya to give agroecology the force of law [79]. Vihiga and Makueni have since passed county agroecology policies, and several more counties, among them Nakuru, West Pokot and Kiambu, have developed frameworks while others draft theirs [80]. Much of this work has been driven by farmer organisations and civil society, though the consultations behind Vihiga's policy were facilitated in part by the Food and Land Use Coalition together with AGRA [81].
	The distance between adoption and delivery remains the honest qualifier. Analysts tracking Kenya's strategy note that, despite the growing number of policies, evidence of their effect in the field is still thin, and farmer networks warn that counties must move from writing policies to funding and implementing them [82]. The frameworks now exist, from the CAADP Strategy down to the county Act; the task of the coming decade is to resource and implement them.
	10. The finance is already available.
	Governments spend heavily on subsidies that AGRA’s own briefs call unsustainable [16]. The AfDB has mobilised tens of billions, the World Bank plans USD 9 billion a year, and climate funds and bilateral donors add hundreds of millions more. The issue is not the absence of finance but its allocation. The CAADP Strategy already commits states to repurpose producer support towards higher-value outcomes [41]. Part VII gives that commitment measurable targets.
	None of this is hypothetical. African governments, regional bodies and county assemblies have drafted and in places enacted the agroecological alternative; what stands between policy and practice is money and political will. The asks that follow are addressed to the institutions with the means to close that gap.
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	The evidence is in. The next ten years should not repeat the last twenty.
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