






Figure 8. IFDC’s Product Life Cycle Approach
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Product Life Cycle-Aligned Services 
for Start-Ups and Innovators
Across the PLC, IFDC provides a suite of services that help 
de-risk and advance new technologies:

•	 Early-Stage (Concept and Design): Support in 
defining target product profiles to guide development 
toward farmer needs, market potential, and 
sustainability standards.

•	 Validation (Prototype and Development): 
Independent lab, greenhouse, and field trials to assess 
productivity, environmental impacts, and profitability; 
pilot plant services to support commercial  
scale production.

•	 Adaptation (Pre-Commercialization): Tailored 
guidance to refine technologies for local conditions, 
value chains, and regulatory contexts.

•	 Market Entry (Commercialization and Growth): 
Support with market analysis, farmer engagement, and 
connections to distributors, policymakers, and  
financing partners.

Partnering Across the Ecosystem
Recognizing that no single actor can deliver innovation 
alone, IFDC collaborates with a consortium of partners 
across the PLC. In domains beyond our in-house expertise 
(e.g., advanced materials, digital tools, or financing 
mechanisms), we will engage universities, research labs, 
private sector actors, development organizations, and key 
regional partners to ensure comprehensive support for 
innovations from lab to field to market. This is a core function 
of our GNFIC.

Driving Impact
By combining IFDC’s core strengths in fertilizer science and 
agronomic systems with a PLC-based innovation framework, 
we position ourselves as both a source of invention and 
a catalyst for commercialization. This approach ensures 
that promising fertilizer and soil health technologies are 
rigorously validated, adapted, and scaled and will ultimately 
help farmers achieve higher yields, improve profitability, 
and safeguard the environment.

 IFDC WILL CONTRIBUTE TO THE  
 FOLLOWING RESULTS: 
RESULT 1: GLOBAL AND REGIONAL CAPACITY 
TO GENERATE CONTEXT-SPECIFIC FERTILIZER 
SOLUTIONS IS STRENGTHENED THROUGH IFDC’S 
GLOBAL FERTILIZER INNOVATION NETWORK.

IFDC will establish and support the GNFIC as a key 
mechanism to strengthen regional capacity for fertilizer 
innovation. These efforts will be supported by the following 
approaches: target collaboration of key stakeholders, 
capacity-strengthening programs, and facilitation of global 
innovation initiatives.

RESULT 2: INDUSTRY AND ACADEMIA PARTNERS  
CO-DEVELOP AND SCALE FERTILIZER INNOVATIONS 
THAT DELIVER CLIMATE-SMART SOLUTIONS TAILORED 
TO SMALLHOLDER FARMER NEEDS.

IFDC will co-create fertilizer innovations tailored to specific 
regions, soils, crops, and climates through advanced 
research and development to increase nutrient use 
efficiency, crop productivity (with reduced environmental 
impacts), and affordability for smallholder farmers. 
Research activities will be driven and informed by IFDC’s 
research priorities and a life cycle framework for low-
emission products. By applying these models, IFDC will 
tailor and target soil health and fertilizer advisory across 
heterogeneous biophysical and socioeconomic conditions.

RESULT 3: SMALLHOLDER FARMERS ACCESS 
AND APPLY SOIL- AND CONTEXT-SPECIFIC, NEXT-
GENERATION FERTILIZER INNOVATIONS.

IFDC will work with the GNFIC’s extension partners 
and within our global programs to make innovations 
affordable, accessible, and scalable for smallholders, 
especially women and youth, helping close yield gaps 
for smallholder farmers. Deploying smallholder-centric, 
evidence-based models to test, adapt, and refine will 
enable IFDC to get affordable fertilizer innovations and 
proven technologies into smallholder farmers’ hands. 
IFDC’s 8R model (see pages 14 and 20), specifically 
principles of circular economy, sets the context for the 
work of the GNFIC and partners.

IFDC’s Partners for Fertilizer Innovation

•	 Fertilizer industry and innovation start-ups

•	 Governments

•	 Research institutions  

•	 Agribusinesses

•	 Farmers

Strategic Goal 2:  
Farmer Impact at Scale

Smallholder farmers, particularly those in sub-Saharan 
Africa and South Asia, face an interconnected web of 
challenges that perpetuate cycles of low productivity, 
poverty, and environmental degradation. Decades of 
unsustainable land use, inappropriate fertilizer application 
(overuse or underuse), and limited soil management have 
led to widespread soil degradation, nutrient depletion, 
and erosion, undermining productivity and food security 
while creating ecological stress. Current barriers include 
inadequate access to context-specific, climate-smart 
agricultural technologies, limited technical capacity among 
extension services and farmer organizations, and weak 
market systems that constrain smallholder adoption of 
sustainable practices. Knowledge gaps around ISFM and 
precision nutrient use limit evidence-based solutions, 
while traditional farming approaches continue to drive soil 
degradation and declining yields. Access constraints are 
particularly acute for women and youth farmers, who face 
additional barriers including limited access to credit, high 
transaction costs, and insufficient collateral for financing. 
Poor infrastructure, weak distribution systems, and 
fragmented value chains further restrict technology access 
and market opportunities, especially in remote rural areas.

To address these challenges, IFDC will implement an 
integrated approach that connects innovative fertilizer 
solutions from our GNFIC with comprehensive farmer  
support systems. 

This strategy leverages IFDC’s established global 
programs and extension partnerships to deliver context-
specific, sustainable soil and nutrient management 
practices directly to smallholder farmers. This integrated 
model combines cutting-edge fertilizer innovations with 
participatory, evidence-based field methodologies, 
digital advisory support, and market linkage facilitation to 
ensure sustainable adoption and scaling of climate-smart 
agricultural practices.

IFDC’S APPROACH TO SCALING  

There are many “proven” biophysical fertilizer and soil 
health innovations that improve productivity, but few 
are moving to scale and impact in Africa and beyond. 
A key driver to this issue is the economic yield gap; for 
example, in Africa only 27% of the “ecological yield gap” 
(the difference between possible total yield in the context 
of environmental conditions and available technologies 
and the current total yield) is profitable, which results in the 
“economic yield gap” (the difference between the current 
yield and profit-maximizing yield).31

31	 Bonilla-Cedrez, C., Chamberlin, J. & Hijmans, R.J. Fertilizer and grain prices constrain food production in sub-Saharan Africa. 2021 Nature Food 2, 766–772.  
	 https://doi.org/10.1038/s43016-021-00370-1
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Figure 9. IFDC’s Approach to Scaling

IFDC’s approach to scaling is informed by systems thinking and recognizes the importance of being farmer-centric, 
leveraging and supporting systems to support adoption and using partnership as the primary model to achieve scale. Key 
steps in our scaling approach include:

Step 1: Ensure innovations are 
adapted to the local context 
•	 Ensure strong feedback loops between the GNFIC  

and programs.

•	 Ensure soil intelligence is the foundation in diagnostics 
and design with high-resolution soil maps and fertility 
diagnostics identifying constraints such as acidity, 
nutrient depletion, and erosion.

Step 2: Define scaling approach  
for each innovation 
•	 Scale up, scale out, scale deep: decisions to be 

informed by type of innovation and potential for scale, 
evidence from adaptive research testing, and feedback  
from programs.

•	 Climate risk integration in deployment planning.

Step 3: Integrate with government 
policy frameworks where possible  
•	 Integration with existing government programs  

and policy frameworks. 

•	 Capacity building for national institutions to maintain 
and update soil data systems with dedicated financing 
and staffing plans. 

•	 Establishment of quality control protocols for soil 
diagnostics linked to regulatory oversight.

Step 4: Ensure Farmer-Centric 
Technology Delivery 
•	 Caravan approach for rapid deployment of innovations 

and best practices.  

•	 Mechanized FDP/UDP to improve nutrient efficiency 
and reduce losses. 

•	 Participatory Integrated Planning (PIP) approach to 
empower farmers in co-designing resilient  
farming systems. 

•	 Training ecosystems (ISFM, trainings of trainers, 
extension agents, farmer leaders) to drive adoption. 

•	 Digital extension platforms for real-time learning, 
feedback, and advisory services. 

•	 Digital literacy programs for farmers.  

•	 Peer-to-peer learning networks. 

Step 5: Employ an effective portfolio 
of partners to achieve scale
•	 Develop partnership models based on the  

scaling approach. 

•	 Use existing channels where appropriate, e.g., 
government extension workers.

Step 6: Unlock market systems to 
enable adoption 
•	 Reform input subsidies toward  

nutrient-responsive models based on  
soil diagnostics. 

•	 Strengthen SMEs, cooperatives, and agro-dealers as 
last-mile delivery agents. 

•	 Expand access to finance and insurance linked to  
soil-smart practices. 

•	 Support input market sectoral reforms, especially for 
organic amendments, to reduce transaction costs and 
improve affordability and accessibility for  
smallholder producers. 

•	 Link farmers to premium markets through agribusiness 
clusters, connecting them to buyers, processors, and 
nutrition-sensitive value chains.

Market system interventions will be prioritized based 
on government commitment to reform, presence of 
private sector partners to serve smallholder markets, and 
existence of farmer organizations with sufficient capacity 
to engage in markets.  Thus, IFDC’s interventions ensure 
that adoption is economically viable, socially inclusive, and 
market driven.

Step 7: Institutionalize and  
sustain – building systems for  
long-term impact
IFDC will support the development of institutional capacity 
and incentive systems necessary to embed scaling 
into national institutions and learning systems while 
building sustainable financing mechanisms that reduce 
dependence on external funding:

•	 Regional soil health innovation hubs to serve as centers 
for testing, validation, and scaling. 

•	 Curriculum integration in universities, vocational 
schools, and extension networks. 

•	 Policy alignment with national fertilizer strategies, 
climate resilience plans, and food security frameworks. 

•	 Stakeholder training at scale, targeting 90% coverage of 
input sector actors in priority regions.

The Caravan Approach

Originally developed in Mali under the FDP 
MD project, the Caravan approach addresses 
challenges in making agricultural technologies 
more accessible to rural farming communities. 
The model operates as a mobile, itinerant service 
system that brings technology closer to end users, 
ensuring timely access and informed application. It 
relies on strong collaboration among private sector 
actors, technical experts, and communication 
teams to organize production and demonstrations 
at central market locations, with equipment and 
teams moving strategically from village to village.
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Step 8: Monitor, learn, and  
adapt – measuring what matters
IFDC will build robust monitoring systems to track:

•	 Quality of adoption and behavioral change.

•	 Resilience and environmental outcomes.

•	 Contributions to nutrition and household income.

•	 Farmer feedback and adaptive learning.

•	 Integration with national monitoring and evaluation 
platforms and digital dashboards.

Learning mechanisms will include cross-regional learning 
exchanges to share experiences and innovations, academic 
partnerships for evaluation and research, farmer feedback 
mechanisms, private sector engagement in monitoring 
to ensure market relevance, and integration with global 
knowledge platforms to contribute to international 
learning. This method ensures accountability, continuous 
improvement, and evidence-based decision-making.

 IFDC WILL CONTRIBUTE TO THE  
 FOLLOWING RESULTS: 
RESULT 1: FARMERS ADOPT SUSTAINABLE SOIL AND 
NUTRIENT MANAGEMENT PRACTICES (SUCH AS 
ISFM, REGENERATIVE AGRICULTURE, AND PRECISION 
NUTRIENT USE), RESULTING IN HIGHER YIELDS AND 
HOUSEHOLD INCOME.

IFDC will support farmers, especially youth and women, 
through participatory, evidence-based field approaches, 
including Smart Diagnostics for soil testing and customized 
fertilizer recommendations; the PIP approach for bottom-
up, farmer-led co-design of resilient farming systems; and 
the Caravan approach for rapid upscaling of technologies 
and best practices. These approaches will be integrated 
with next-generation fertilizer innovations from the GNFIC to 
ensure farmers have access to both improved technologies 
and the knowledge to apply them effectively.

RESULT 2: FARMERS ACCESS AND APPLY INNOVATIVE 
INPUTS, TECHNOLOGIES, AND TRAINING TO 
SUSTAINABLY INCREASE PRODUCTIVITY AND 
INCOMES.

IFDC will deploy smallholder-centric, evidence-based 
models to test, adapt, and refine innovations through field 
trials, demonstration plots, innovation incubators, and 
learning exchanges. 

Delivery models will incorporate layered technologies 
coupled with holistic supports, such as microfinance and 
digital advisory services. IFDC will develop and promote 
precision and mechanized application tools specific 
to agroecologies and crops, ensuring farmers have 
comprehensive support for technology adoption and 
sustainable intensification.

RESULT 3: FARMERS SECURE IMPROVED ACCESS 
TO REMUNERATIVE AGRICULTURAL MARKETS, 
ENHANCING PROFITABILITY AND RESILIENCE.

IFDC will facilitate market linkages that connect 
smallholder farmers to value-added opportunities 
and remunerative agricultural markets. This includes 
supporting the development of inclusive, climate-resilient 
agricultural value chains, strengthening agro-processing 
capabilities, and reducing post-harvest losses. Market 
access support will be integrated with productivity 
improvements to ensure farmers can capitalize on 
increased yields through profitable market opportunities, 
creating sustainable pathways out of poverty while 
supporting rural economic development.

IFDC’s strengthened approach to Strategic Goal 2 
recognizes that scaling requires more than technical 
solutions; it demands institutional capacity, aligned 
political interests, sustainable financing mechanisms, 
and fostering of trust between farmers, governments, 
and private sector partners. Success will depend on 
IFDC’s ability to adapt this framework to diverse contexts/
environments while maintaining the focus on measurable 
outcomes for the betterment of farmer livelihoods and 
food security.

The PIP Approach

The Participatory Integrated Planning (PIP) 
approach empowers farming communities to take 
ownership of their own development through 
inclusive household-level engagement and 
collective action. It facilitates a structured process 
where families analyze their challenges, identify 
opportunities, and develop shared visions for 
improving livelihoods and resource management. 
By combining participatory tools with technical 
guidance, PIP builds motivation, accountability, 
and collaboration among households, extension 
agents, and local institutions. 

This approach has proven effective in mobilizing 
communities for sustainable agricultural 
transformation, strengthening local leadership, and 
encouraging long-term behavioral change toward 
more resilient and productive farming systems.

Strategic Goal 3:  
Sustainable Systems  
Transformation

Agricultural transformation requires more than 
technological innovation and farmer-level interventions; 
it demands systemic change in the market systems, 
regulatory environments, and knowledge ecosystems that 
govern soil health and input systems. Current challenges 
include poorly regulated fertilizer markets where outdated, 
fragmented, or misaligned national policies undermine 
regional frameworks like CAADP and the AFSH Action 
Plan. Weak port infrastructure, customs delays, poor road 
quality, and limited warehousing capacity drive transaction 
costs that can account for 30‑50% of final retail fertilizer 
prices, compared to just 10‑15% in developed markets. 
This results in farmers paying two to six times more per 
kilogram of fertilizer than their counterparts in Asia or 
Latin America. Innovation ecosystems are fragmented 
due to limited coordination among the public sector, the 
private sector, producers, policymakers, and investors, 
with limited investment in fertilizer innovations mostly 
diverted to subsidies. Access to accurate, timely, and 
site-specific knowledge about climate-resilient fertilizer 
technologies is limited at all levels. Farmers cannot 
make informed decisions, agro-dealers and extension 
agents lack up-to-date guidance, and policymakers face 
information asymmetry on market dynamics, resulting in 
inefficiencies and suboptimal investment. These barriers 
severely constrain the effective scaling of innovations and 
sustainable practices. To address these barriers, IFDC will 
deploy an integrated systems transformation approach that 
leverages our GNFIC alongside established methodologies 
to strengthen market systems, improve regulatory 
frameworks, and enhance knowledge ecosystems. This 
approach recognizes that sustainable impact requires 
coordinated interventions across multiple levels, from local 
value chains to international policy frameworks. IFDC will 
embed constraint analysis into country strategies, project 
design, and monitoring, evaluation, and learning (MEL) 
frameworks to identify and address:

•	 Degraded soils and low fertilizer responsiveness.

•	 Fragile input markets and last-mile delivery gaps.

•	 Fragmented policy environments  
and regulatory bottlenecks.

Research will be reframed to respond to these constraints, 
focusing on scalable, field-ready solutions such as ISFM, 
precision dosing, UDP, and the 8Rs. Feedback loops 
between field programs and research teams will be 
formalized to ensure continuous learning and relevance.

Unlike traditional development approaches that focus 
on single interventions, IFDC’s systems transformation 
strategy creates enabling environments that sustain and 
scale both innovations and farmer improvements through 
comprehensive institutional change.
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 IFDC WILL CONTRIBUTE TO THE  
 FOLLOWING RESULTS: 
RESULT 1: INCLUSIVE, CLIMATE-RESILIENT 
AGRICULTURE VALUE CHAINS ENHANCE FOOD 
SECURITY AND NUTRITION AND INCREASE  
FARMER PROFITABILITY.

IFDC will deploy the Competitive Agricultural Systems 
and Enterprises (CASE) approach to develop agribusiness 
clusters and strengthen value chains that reduce post-
harvest losses, improve nutrition outcomes, and increase 
farmer profitability. CASE involves building inclusive, 
climate-resilient agricultural value chains through market-
oriented cluster development that collectively builds 
capacity and connects farmers with buyers, processors, 
and financial services. This approach facilitates the 
establishment of competitive value chains that ensure 
farmers can access remunerative markets while building 
resilience against climate shocks and market volatility. 
Market intelligence platforms will be expanded to improve 
transparency, competitiveness, and decision-making 
across the input and output value chains.

RESULT 2: HARMONIZED POLICY FRAMEWORKS 
ARE ADVOCATED AND IMPLEMENTED, INCLUDING 
FERTILIZER SUBSIDY REFORMS AND INVESTMENT 
PLANS TO ENABLE FERTILIZER INNOVATION AND 
SUSTAINABLE USE IN ALIGNMENT WITH  
REGIONAL STRATEGIES.

IFDC will support fertilizer policy reform, regulatory 
strengthening, and quality control by working with and 
learning from the GNFIC to develop regional evidence-
based policies, harmonize standards, and advocate 
for sustainable fertilizer incentives. This includes co-
developing regulatory frameworks with the GNFIC’s 
partners for new product registration, facilitating public-
private-producer partnerships for commercialization, 
supporting smart subsidy reforms (e.g., digital vouchers, 
geotargeting, and private sector-friendly models), and 
supporting market intelligence systems and agro-dealer 
networks to bridge gaps in distribution and affordability. 
These efforts will be aligned with continental frameworks 
including CAADP, the Kampala Declaration, and the AFSH 
Action Plan.

RESULT 3: GLOBAL PARTNERSHIPS LEAD TO 
MAINSTREAMING FERTILIZER INNOVATION, SOIL 
HEALTH, AND CLIMATE-SMART AGRICULTURE 
INTO NATIONAL AND INTERNATIONAL SYSTEMS, 
EDUCATIONAL CURRICULA, AND INVESTMENT 
FRAMEWORKS.

IFDC will establish and lead global partnership platforms 
that mainstream nutrient use efficiency and climate-
smart agriculture into national and international systems, 
educational curricula, and investment frameworks. These 
efforts will involve leveraging IFDC’s unique position to 
convene strategic partnerships that unite public, private, 
and civil society sectors; promoting market intelligence 
platforms to improve transparency and competitiveness; 
and facilitating knowledge exchange that transforms how 
fertilizer and soil health innovations are integrated into 
broader development and climate adaptation strategies. 
Additionally, IFDC will integrate nutrient use efficiency 
and climate-smart agriculture into educational curricula 
and investment frameworks; establish regional soil health 
innovation hubs for testing, validation, and scaling; and 
develop signature knowledge products (e.g., policy notes, 
technical briefs, and position papers) that reflect IFDC’s 
integrated voice.

These efforts will ensure that soil health becomes a core 
pillar of national and international agricultural strategies.

BUILDING THE BLUEPRINT FOR SYSTEMIC CHANGE

The constraints vulnerable areas face – soil depletion, 
market volatility, fragmented policy, and more – are 
not just operational hurdles; they are structural signals 
pointing to where transformation must occur. IFDC is 
uniquely positioned to respond, not only through technical 
expertise, but by connecting field realities to research labs, 
policy rooms, and regional markets.

This next chapter of IFDC’s history will be shaped not by 
individual projects, but by how IFDC aligns our knowledge, 
partnerships, and design principles toward system-level 
impact. Constraints are not obstacles to work around – they 
are the blueprint for what we must build next.

HOW WE WORK
Throughout the world, in all IFDC offices and with 
all our staff and project beneficiaries, 
 IFDC maintains principles that are woven through  
 everything we do. 

These big ideas underscore our commitment to ensuring sustainable growth – whether  
in agricultural systems, last-mile communities, or even our staff’s professional development. 
These serve as the foundation on which our work is built.

SCIENCE-BACKED INNOVATION

IFDC embraces new discoveries – our own or  
others’ – and works with public and private partners to 
test their applicability in smallholder systems. We deliver 
scientific evidence that provides a foundation for the 
adaptation and responsible scaling of technologies and 
innovations. We use evidence and data to make decisions, 
learn from results, and share our knowledge.

ENVIRONMENTAL STEWARDSHIP

IFDC prioritizes improving soil fertility and crop nutrition 
practices, technologies, and policies to reduce agriculture’s 
environmental impact. We strive to strengthen the resilience 
of farmers to cope with increasing climate volatility.

LOCALLY DRIVEN SOLUTIONS

IFDC adapts technologies and innovations to meet local 
requirements and ensures they are profitable for farmers. 
In all activities, we focus on training and strengthening 
the regional and local institutions and actors who are 
ultimately responsible for scaling up adoption and making 
sustainable agricultural transformation a reality.

GENDER AND YOUTH EQUITY

We are committed to improving the lives of women, youth, 
and other vulnerable populations involved in agriculture 
so that they reap the economic and social benefits of 
development. Empowering women and youth with the 
tools, knowledge, household parity, and training to pursue 
agriculture as a business is essential to achieving  
social equity.

PRIVATE SECTOR ENGAGEMENT

IFDC believes an engaged private sector is the key to 
sustainable development. We prioritize building private 
enterprises’ capacity and facilitating public-private 
partnerships. The objective is to increase investment, 
strengthen markets, and improve the policy enabling 
environment to scale up innovations for smallholder  
farming systems.

IMPACT-DRIVEN APPROACHES

Our impact is consistently measured, documented, and 
reported through research and development project 
indicators. Progress is reviewed on a regular basis, and 
data and intermediate findings are used to revise project 
approaches as needed.
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COMPLEMENTARY 
PARTNERSHIPS

LEVERAGING ALLIANCES FOR  
ACCELERATED IMPACT

To achieve our mission of improving soil health, increasing 
smallholder productivity, and transforming input systems, 
IFDC strategically partners with a diverse range of 
stakeholders across global, continental, regional, national, 
and local levels. These partnerships are central to  
co-creating solutions, aligning efforts, scaling innovations, 
and strengthening enabling environments. In our 
2026‑2035 strategy, IFDC will continue to:

•	 Deepen alliances with key continental and regional 
bodies to position soil health and fertilizer systems as 
central to food system transformation.

•	 Co-develop investment plans and aligned country 
strategies with national governments and donors.

•	 Broker cross-sectoral platforms that connect science, 
finance, markets, and local action.

•	 Foster mutual accountability and learning through 
transparent, data-driven engagement.

PURPOSE OF PARTNERSHIPS

•	 Co-Creation and Innovation: Engage scientific  
and technical partners to develop next-generation  
fertilizers, improve soil diagnostics, and localize 
agronomic innovations.

•	 Policy Influence: Work with continental and regional 
bodies to shape and harmonize fertilizer and soil health 
policy reforms.

•	 Scaling and Delivery: Partner with public institutions, 
private companies, and farmer organizations to expand 
reach and ensure sustainability.

•	 Finance Mobilization: Collaborate with banks, 
donors, and coalitions to unlock blended finance and 
investment in soil health and agro-input systems.

•	 Evidence and Learning: Jointly generate, share, 
and apply data and insights to inform adaptive 
programming and strategic leadership.

IFDC Strategy 2026-2035 39 40



Category Key Organizations/Platforms Main Role/Contribution

Global and Continental Platforms World Food Forum, CIFSH, private 
sector coalitions, African Union, 
PAFO, FARA, AGRA, ANAPRI

Amplify global advocacy, coordinate 
interventions, shape investment 
agendas; contribute to continental 
frameworks (AFSH, CAADP,  
Green Revolution)

Regional Bodies ECOWAS, COMESA, CORAF Harmonize regional policies,  
facilitate fertilizer trade, scale 
research, transfer knowledge

Research and Academic Institutions CIMMYT, IFPRI, ISRIC, IITA, ICRISAT, 
CIFOR-ICRAF, AKADEMIYA2063, 
AIRCA (ICIPE, ICBA, CABI, WorldVeg)

Co-develop technologies, tools,  
recommendations

National Agricultural Research 
Systems (Brazil, Senegal, Ghana, 
Bangladesh, others)

Country-specific trials, soil mapping, 
technology validation

Universities: Wageningen, MSU, 
Florida State, Alabama, Mississippi, 
Kansas State, LUANAR, Univ. of 
Ghana, Univ. of Cape Coast

Strengthen knowledge, innovation, 
youth engagement in agri-research

National Partners Ministries of Agriculture,  
regulatory agencies, ROPPA,  
farmer platforms

Policy dialogue, public sector reform, 
national program delivery; ensure 
local relevance and ownership  
of initiatives

Private Sector OCP, Indorama, India’s fertilizer 
consortium, FEPSAN, IFA, WAFA, local 
agribusinesses and input dealers

Strengthen supply chains, invest in 
local production, support fertilizer 
quality; key agents for input and  
innovation delivery

Development Partners and NGOs SNV, Agriterra, KIT Institute, WUR, 
IFPRI, ReNAPRI, CORAF, FARA,  
CGIAR centers (ICRISAT, IWMI),  
other implementing partners

Co-implement inclusive,  
market-driven programs  
(CASE, PIP models)

Donors and Financial Institutions Multilateral/bilateral donors (AfDB, 
World Bank, IsDB, Rabobank, DGIS, 
EKN, Gates Foundation); regional 
development hubs (West Africa hubs)

Support program financing, sector 
reforms, innovation pipelines; 
coordination, implementation,  
and policy engagement

Domain Lead Partners

Policy Advocacy AFIDA, AFSH, AUDA-NEPAD, ANAPRI, TrustAfrica,  
AGRA, CA4SH

Input Trading and Distribution OCP Africa, national agro-dealer networks, CNFA,  
AECF-supported platforms

Agricultural Finance AFFM, AFAP, MFW4A, Equity Bank, Ecobank,  
farmer cooperatives

Humanitarian Relief WFP, FAO, UNICEF, Africa Humanitarian Action,  
Embrace Relief

Infrastructure Development AfDB, World Bank, MCC, National Ministries,  
public-private partnerships (e.g., Vumelana,  
PepsiCo Kgodiso Fund)

Fertilizer Subsidy Reform World Bank, AGRA, Sustain Africa, Dalberg,  
Purdue University, ministries of agriculture

Plant Nutrition APNI, CABI, ICBA, WorldVeg, ICIPE, national  
agronomic research bodies

Phosphate Sector Collaboration OCP Group, OCP Africa, Global Phosphate Institute, 
Phosphea, Solevo Group

Inclusive Development and Resilience WHH, Farm Africa, CARE, SNV, Heifer International,  
local cooperatives

Table 1 demonstrates a landscape of potential complementary partnerships.

Table 1. Partnership Landscape

To ensure that IFDC’s strategic boundaries are reinforced by strong collaboration, the following partners are a partial list of 
those recommended across key domains.

Table 2. IFDC’s Partners and Recommended Key Domains
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STRENGTHENING 
OUR 
ORGANIZATION

To strengthen IFDC’s organizational resilience, we make the following commitments.

STRATEGIC ALIGNMENT AND STRENGTHENED IMPLEMENTATION OF STRATEGY

At the heart of IFDC’s strategic shift to sharpen our focus is 
the need to align our organization with the strategy while 
empowering teams to design and apply context-specific 
solutions. We commit to strengthening our structure and 
processes to ensure full alignment with strategic priorities 
and to establishing robust systems to measure, manage, 
and report on implementation.

This approach will enable us to seek resources more 
effectively, track progress consistently, and reflect 
systematically on changes in the external environment, 
ensuring that IFDC can adapt, course-correct, and remain 
responsive in pursuit of our goals. Furthermore, these 
commitments will strengthen trust and accountability for 
staff and our partners.

SUSTAINABLE FUNDING

To secure IFDC’s long-term financial resilience, we will 
evolve our funding model to better withstand global 
shocks and shifts in the development finance landscape. 

Building on our strong partnerships with governments and 
ODA streams, we will diversify and strengthen our revenue 
base to ensure stability and flexibility.

Going forward, IFDC will:

•	 Expand private sector engagement, particularly with 
the fertilizer industry in support of Strategic Goal 1, 
where market-driven solutions are critical.

•	 Deepen collaboration with trusts, foundations, impact 
investors, and other innovative funders, who will play an 
increasingly important role in advancing  
Strategic Goal 2 and Strategic Goal 3.

•	 Pilot new income-generating initiatives that leverage 
IFDC’s technical expertise and regional/national 
capabilities – including fee-for-service activities and 
digital tools – helping cover core organizational costs 
while enabling greater investment in innovation.

Through this diversified approach, IFDC will reinforce our 
financial sustainability and create the space to innovate, 
adapt, and maximize impact for global food  
security and nutrition.

AN ENABLING STRUCTURE AND EMPOWERED TEAMS

IFDC recognizes that our teams have experienced several 
structural changes in recent years. However, to deliver on 
this strategy, IFDC must realign our resources to ensure we 
can perform at our best.

Our redesigned structure will be guided by the following 
principles:

•	 Agility and Efficiency: Streamlining processes to reduce 
complexity and accelerate decision-making.

•	 Clarity and Accountability: Defining roles and 
responsibilities with greater precision to  
strengthen performance.

•	 Flexible Resourcing: Introducing adaptable staffing 
models to enable quicker, more effective allocation 
of talent.

•	 Regional Empowerment: Strengthening the 
authority and decision-making rights of 
regional teams and ensuring they have the 
support needed to achieve excellence.

Through this redesign IFDC will build a structure that 
empowers our people, enhances collaboration, and 
enables us to deliver greater impact.

A UNIFIED, GLOBAL TEAM: ONE IFDC

With operations across nearly 20 nations, IFDC brings 
together a workforce reflecting a wide range of cultural, 
ethnic, and religious backgrounds. This diversity is one of 
our greatest strengths. Through this strategy, we commit 
to fostering a truly unified global team – One IFDC – by 
aligning our shared vision, impact goals, and core values. 
At the same time, we will celebrate and embrace the 
diversity of perspectives and experiences that enrich our 
work, fuel innovation, and make IFDC a great place to work.

SYSTEMS THINKING ACROSS IFDC’S OPERATIONS

IFDC’s global programs structure enables cross-functional 
integration of soil health, market development, and 
enabling environments. To fully realize this potential,  
IFDC will:

•	 Align planning and goal setting across departments.

•	 Develop unified MEL systems that track progress on 
constraint reduction.

•	 Engage field staff, young professionals, and local 
researchers as active contributors to learning  
and strategy.

•	 Integrate policy foresight and risk mitigation into 
program design to anticipate shocks and  
political volatility.

Success will be measured not just by adoption or yield,  
but by the extent to which structural barriers have  
been dismantled.
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ACCOUNTABILITY
Accountability is central to how we work. IFDC is committed to 
enacting our mission with professionalism and integrity. 
 We strive to do business ethically, honestly, and legally and expect  
 the same of  our employees and partners. 

IFDC’s work focuses on the most basic of human needs – 
food. As an organization devoted to this human right, we 
have established policies and codes of conduct that reflect 
our values as an organization and that enable us to do the 
most good for our beneficiaries. All IFDC employees and 
representatives are subject to our Code of Business Ethics 
and Conduct to make sure how we work lives up to what 
we do. IFDC is accountable to numerous stakeholders, 
particularly to the communities we serve and the partners 
we work with. Any concerns about IFDC’s accountability 
may be submitted to https://ethicspoint.ifdc.org.

We will continue to strengthen our accountability 
behaviors and mechanisms throughout this strategic  
cycle with specific commitments outlined below:

COMMUNITIES AND INDIVIDUALS 

•	 Participatory Decision-Making: We commit to 
ensuring farmers, especially women and youth, actively 
participate in co-designing resilient farming systems by 
methods such as our PIP approach, making sure their 
voices directly shape our interventions and innovations.

•	 Measurable Impact Delivery: We commit to improving 
soil health for millions of farmers while achieving 
measurable yield increases in sub-Saharan Africa and 
South Asia, with transparent reporting on our progress 
toward these specific targets.

•	 Individual Feedback and Complaint Mechanism:  
We commit to maintaining accessible and confidential 
channels for all communities and individuals to provide 
feedback or raise complaints, ensuring their voices are 
heard and issues are addressed promptly in line with 
IFDC’s ethical standards.

PARTNERS

•	 Due Diligence: We commit to conducting thorough 
due diligence and structured assessments of potential 
partners early in the proposal development stage, 
ensuring alignment with IFDC’s mission and reviewing 
their past performance to select credible  
strategic partners.

•	 Implementation Monitoring: We monitor partner 
accountability continuously through deliverable reviews 
and reporting during implementation, using established 
frameworks to address issues transparently and guide 
decisions on continued collaboration or reassessment.

•	 Feedback and Learning: We maintain a feedback 
mechanism that channels partner performance insights 
back to business development and donors, fostering 
transparency, mutual accountability, and continuous 
improvement throughout the partnership cycle.

•	 Knowledge Sharing and Capacity Building:  
We commit to facilitating effective knowledge transfer 
and strengthening regional innovation capacity through 
our global network, ensuring partners have access to 
evidence-based insights and technical expertise.

•	 Partner Feedback and Complaint Mechanism:  
We commit to maintaining accessible and confidential 
channels for all partners, including local partners, to 
provide feedback or raise complaints, ensuring their 
voices are heard and issues are addressed promptly in 
line with IFDC’s ethical standards.

DONORS AND SUPPORTERS

•	 Financial Transparency and Diversification: We commit 
to maintaining rigorous financial accountability while 
diversifying our funding base to reduce dependence on 
any single source. This commitment includes expanding 
private sector engagement and foundation partnerships.

•	 Evidence-Based Impact Reporting: We commit to 
providing comprehensive monitoring and evaluation 
data demonstrating our contributions to food security, 
climate resilience, and sustainable agricultural 
transformation, with clear metrics aligned to  
donor priorities.

HOST GOVERNMENTS 

•	 Policy Alignment and Reform Support: We commit to 
supporting evidence-based fertilizer policy reforms 
and regulatory frameworks that align with national 
agricultural strategies and continental frameworks, such 
as CAADP and the AFSH Action Plan.

•	 Capacity Strengthening and Institutional Support:  
We commit to building local institutional capacity 
through curriculum integration, stakeholder training 
programs, and support for regional and national  
soil health innovation hubs that strengthen  
government capabilities.

OUR PLANET 

•	 Climate-Smart Agriculture: We commit to reducing 
greenhouse gas emission intensity while promoting 
regenerative agriculture and ISFM practices that restore 
soil health and enhance carbon sequestration.

•	 Environmental Stewardship: We commit to 
developing and scaling fertilizer innovations that 
reduce environmental pollution, improve nutrient use 
efficiency, and protect water resources while supporting 
biodiversity conservation and ecosystem resilience.
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Fuel the Farmer. 
Feed the Soil. 

Foster the Future.



ifdc.org
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